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1. EXECUTIVE SUMMURY  

1.1  Introduction 

Southport Market is located within the Town Centre on King Street. This project has 
been identified following a comprehensive review of the current Southport Market 
operation, along with desktop research, commercial and public engagement. 

The project will deliver a revitalised market hall with a shift in focus to more food and 

drink while still retaining a flexible space to hold markets and other temporary events 

to meet the changing consumer demands building on and maximising the value of the 

previous investment in 2012. The project should then enable further development 

within an enhanced Market Quarter – potentially as part of a Digital and Creative Hub 

and the wider Town Deal. 

The Southport Market Project presented herein is consistent with and complementary 

to the Council’s approved wider Southport Development Framework and will support 

current and future regeneration activity targeted at Southport as an identified 

regeneration priority for the borough. It also aligns with the vision emerging at the time 

of writing from the Southport Town Deal board. 

1.2 Need for Change 

 

Since its refurbishment in 2012 The Market Hall occupancy rates have never reached 

the targeted 90% level, though there was a notable improvement when management 

of the market passed back to Sefton in 2015. Occupancy largely remained around 

70%, but more recently this has dropped below 20% despite rent and marketing 

initiatives. It should also be noted that some units have remained empty since the 

refurbishment in 2012 - these units are at the rear of the market with poor sight lines. 

 

In the last eight years, markets and town centres have come under significant 

pressure due to changes in consumer preferences and retailers since the recession. 

There has been a significant growth of online and multi-channel retailing. These 

pressures are exacerbated by the recent impact of COVID-19 on the sector. 

Research (prior to COVID-19) has shown that there has been a marked decline in 

the number of markets, which could accelerate unless intervention is made. 

• Trader numbers are generally declining or stagnating, with only 23% of 

markets increasing in the number of traders. This indicates that there is a lack 

of new traders entering the sector which presents future occupancy issues. 

 

• Shopper numbers are also declining, with 42% of markets reporting a loss of 

shopper numbers. And 52% of respondents stated the average spend in 

markets is declining. 
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1.3 Project Outcomes  

 

The option recommended herein is a refurbished market hall with a focus on food and 

drink with flexible events space, which will support the wider visitor economy via; 

• A revitalised market hall creating a sense of place, where residents and visitors will 

spend time, socialise and spend more, in recognition of an excellent food and 

beverage, events offer and experience. 

• Opportunities for new business start-ups and growth of already established 

businesses creating and safeguarding jobs 

• Safeguarding and creating new construction jobs 

• Creating new full-time employment opportunities within the food units, bar 

operations as well as within the Council. The creation of a visitor economy asset 

that forms part of a critical mass of attractions in Southport that will contribute to 

the vitality and viability of the town centre and contribute to the continued growth 

and diversification of the visitor economy    

• Act as a catalyst for the regeneration of ‘The Market Quarter’     

• Eliminate the risk of closure and ‘mothballing’ based on current losses and further 

decline.  

 

1.4 Route to the Delivery Process  

Using standard project management methodology, extensive work has been 
undertaken to date as part of the gateway process. Gateway 1 in this process has 
included; 

• Approval of the Project Charter; 
 

• Extensive desktop research, looking at other market hall developments and 
speaking to many commercial operators in a diverse range of fields. 

 

• The commissioning of consultancy support looking at the available options and the 
production of draft profit and loss accounts for the varying food and drink options  

 

• Substantial support from the Project Team in developing project engagement, 
commissioning and providing content in the drafting of the business case.  

 

1.5 Delivery Approach and Recommendation 

A range of options for delivering these objectives has been assessed and a 
Recommended Option developed.  The Recommended Option is: 

 

• To build on the previous investment in 2012 and undertake a comprehensive 
£1.4 m refurbishment of Southport Market to bring in more food and drink 
offers along with flexible event and market space 
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• To enter into a standard lease agreement with the preferred bar operator to 
run the new Market Bar and seating area/floor, on a turnover basis 

The key features and benefits of the Recommended Option are as follows: 

• Change in operation and offer that would significantly contribute to the 
wider regeneration of Southport 

 

• Become an active part in Southport’s tourism offer 
 

• Opportunities for new business start ups 
 

• Bar operator taking risk of bar and responsibility of running market 
floor/seating area 

 

• Partnership approach with the operator to curate food offer along with 
marketing/events 

 

• Increased financial performance allowing a greater contribution to the 
historic borrowing on pervious scheme.   

 

1.6 Financial Information  

The headline financials of this business case are as follows; 

• £1.4 million investment building on the previous investment enhancing 
Southport Market allowing a new food and drink offer and flexible market 
space 
 

• £101k surplus by year 3, allowing a greater contribution to the historic 
borrowing. 

 

1.7 Covid-19 

This business case was initially completed before the outbreak of Covid-19 in March 
2020. Due to the impact of the pandemic on the hospitality sector a full and 
comprehensive review of the business case has been carried out by the independent 
industry expert, preferred bar operator and Council officers and the findings are 
reflected within the report and final forecasts. 
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2.0. Full business case  

2.1 Structure & Content 

This full business case follows the structure of the Treasury Green Book template for 
business cases, which comprises 5 separate sections as follows; 

 

CASE CONTENT 

[A] Strategic 
Case 

The case for change and strategic fit: 

- Clarification of the purpose, objectives and importance of the 

Market 

- Assessment of the current performance and why change is 

required. 

- The scope of change required. 

- The key benefits. 

- Key constraints and dependencies. 

[B] Economic 
case 

The Economic Case considers: 

- The options available to the Council to deliver its objectives. 

- The critical success factors. 

- The recommended option. 

[C] 
Commercial 
case 

The viability of the procurement approach: 

- Contractual arrangements. 

- Risk management/allocation. 

- Personnel implications. 

[D] Financial 
case 

Affordability and funding. 

[E] Management 
case 

Demonstrating that the preferred option can be successfully delivered: 

- Best practice management. 

- Independent assurance of arrangements for change and 
contract management, benefits realisation and risk 
management. 

 

3.0. The Strategic Case 

3.1 Overview 

Since its refurbishment in 2012 The Market Hall occupancy rates have never reached 

the targeted 90% level, though there was a notable improvement when management 

of the market passed back to Sefton in 2015. Occupancy largely remained around 

70%, but more recently this has dropped to circa 20% despite rent and marketing 

initiatives. It should also be noted that some units have remained empty since the 

refurbishment in 2012, these units are at the rear of the market with poor sight lines. 
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3.2 Stakeholders  

 The stakeholders for the market are; 

• Current traders – traders who currently have an agreement to trade at the 

market (only one trader has a lease, the remaining are on flexible licence) 

• Residents – those who currently use the market, and those who do not 

• Visitors – those who have visited the market before, and those who have not 

• Potential traders – new traders who may want to trade in the market should 

changes take place 

• Elected Members – Cabinet Members and local ward Councillors.  

• Other Town Centre Retail Businesses and Southport Business Improvement 

District  

• Other visitor economy businesses including hotel and leisure operators  

3.3 Strategic Context  

 Sefton 2030 Vision 

Sefton’s Vision 2030 was agreed in November 2016, The Vision guides long term 

planning - helping to stimulate growth, prosperity, set new expectation levels 

and focussing on what is important for Sefton. The proposal makes a significant 

contribution to the following areas of the 2030 vision: 

Strategic Linkages  

• Living, working and having fun – The proposal will create new jobs, especially 

supporting Sefton individuals to set up new businesses. The proposed 

turnover model helps minimise risk for new business start-ups.  The flexible 

events space will also allow teenage markets and other artisan markets 

again allowing individuals to try out business ideas. The proposal will also a 

new destination to be created, consisting of new food and drink offers, high 

quality markets and events giving both residents and visitors opportunities to 

have a fun experience. 

• A Clean, Green, Beautiful Borough – The proposal will allow a Sefton asset 

to be continued to be utilised. Several green measures will be implemented 

in any future proposal to ensure the offer contributes to Sefton becoming 

carbon neutral. 
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• Visit, Explore and Enjoy -The proposed Market offer will become a 

destination adding the Southport critical mass of attractions becoming 

integral to Sefton’s growing visitor economy 

• Open for Business – The new Market will demonstrate that Sefton is open 

for business, creating confidence in the Sefton economy by investing in 

Southport Town Centre. The proposal will also create unique opportunities 

for new business growth. 

• Ready for the Future – The proposal is being proposed to meet current and 

future trends/needs in Town Centres. The new market will help contribute to 

the future growth of Southport along with being flexible to allow it to continue 

to evolve to meet changing consumer expectations. 

 

Sefton Coast Plan 

The Sefton Coast Plan is a non-statutory document produced by The Sefton Coast 

Landscape Partnership to deliver a vision for The Sefton Coast to 2030 and beyond. 

Strategic Linkages  

• Coastal Gateways – The development of the coastal gateways is an 

important aim of the coastal plan. The Market Hall proposal will help 

contribute the future development of Southport, a key coastal gateway. 

 

Sefton Council Asset Management Strategy  

This strategy sets out the vision and aspirations for the effective management of the 

Council’s corporate asset portfolio and the role it plays in supporting and shaping the 

Council’s agenda for the 2030 vision. 

 

Strategic Linkages 

• Maximise the use of space within buildings by enabling better and 
innovative ways of working – The proposal will allow the asset to be 
continued to be used, with much more innovative flexible ways 

 

Southport Development Framework  

The Southport Development Framework reflects a commitment to attract new 

investment and work towards realising long term ambitions through a co-ordinated 

approach to town centre management, unlocking sites, enhancing key heritage assets, 

improving the public realm and enhancing accessibility. 
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The framework has a clear ambition, with any investment contributing to its delivery; 

A classic seaside town that is more contemporary and dynamic, merging the old and 

the new; diverse in its offer, embracing creative industries, digital technology and 

youthful endeavour, in a high-quality leisure, retail, historic and public space offer for 

those who live in, work in and visit the town’ 

The strategy links into the Sefton Local Plan, identifying specific development 

proposals along with support for the planning regeneration priorities for the area and 

will help guide the future of the council’s current property and land holdings in the town. 

Strategic Linkages  

Food & Drink - The strategy identifies several food and drink strengths in 

Southport such as the number of independents and the Food & Drink 

Festival, it recommends that this should be built on by diversifying and 

developing the market hall into a modern market. 

 

Sefton Local Plan  

The Sefton Local Plan supports a comprehensive and co-ordinated approach in the 

delivery of new investment in Southport Town Centre. The local plan provides planning 

policy guidance through Polices ED5 and ED7 of the Local Plan to support the 

regeneration of the market hall. 

Strategic Linkages  

 

• ED5 Tourism - supports development in strategic tourism locations, the 

market hall falls within the Southport Central Area. Sustainable tourism 

development will be supported in principle where it relates to location-specific 

tourism assets and is consistent with other Local Plan policies. 

 

• ED7 Southport Central Area - states development proposals should be 

consistent with, and make a positive contribution to, the economic function 

of the area, the quality of the environment and maintain the significance of 

heritage assets and their settings. The market hall falls within the Lord Street 

conservation area.  
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Sefton Economic Strategy  

Inclusive development and investment which supports growth, regeneration and wider 

place marketing is the core objective of Sefton’s Economic Strategy Framework. As 

part of the framework, delivering new development and infrastructure is a ‘Priority 

Action area’ 

Within this action area Southport Market is to be regenerated, supporting the 

development of Southport including delivery of the Southport development framework 

and strategies. The regeneration will also maximise the potential of our Visitor 

Economy assets and opportunities and Southport town centre as a major leisure and 

visitor destination.  

Sefton Destination Management Plan (Draft) 

The Sefton Destination Management Plan is intended to help deliver and build on 

Sefton’s recognised strengths and consolidating its position as an outstanding visitor 

destination.  Its purpose is to clearly define where market opportunities exist, and 

establish the priorities for marketing, investment, product development, training and 

governance. 

 
Strategic Linkages 

 

• To raise the profile of the Sefton Coast and Southport brands – The Market 

proposal will help to enhance Sefton’s image and reputation regionally and 

nationally not only as a place to visit, but also as a place to live, work and 

invest. 

 

• To increase Sefton’s share of regional and national visitor markets to create 

a thriving, profitable visitor economy – The newly positioned Market Hall will 

become a thriving destination part of Southport’s critical mass of attractions 

helping attract both staying and days visitors 

 

 

• To work with Sefton’s visitor economy community and stakeholders to 

champion the industry through a shared vision for growth and one capable 

of levering investment – The Market proposal will allow Sefton and its 

partners to further promote the growth of the visitor economy and will act as 

a catalyst for further investment 

 

• To grow the number of sustainable businesses operating in Sefton’s visitor 

economy to enhance the quality and diversity of offer and the creation of a 

compelling and year-round visitor experience. – There is a clear linkage with 

this aim, the proposal will help create several sustainable businesses and 

develop an all year-round experience.  
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LCR Combined Authority – LCR Growth Strategy 

This town centre focused project will enhance the quality of ‘place’ and contribute to 

the sustainable growth in the visitor economy in Southport and Sefton by; 

• Recognise the importance of the City Region’s primary assets and brands to 

create themes and experiences that will secure a greater share of 

international/domestic leisure and business tourism markets. 

• Strengthening Southport’s reputation for leisure visitors. 

• Support businesses in the Visitor Economy, identify the next generation of growth 

businesses for the sector and provide them with bespoke support. 

• In respect of productivity objectives, the development, once constructed, will deliver 

new business growth, jobs and economic GVA output, strengthening the 

destination offer. 

Town Centre Regeneration Initiatives  

There are several town centre regeneration initiatives that will have strong linkages to 

the Market proposal. Southport has been included in the newly announced Town Deal, 

this will see Southport be able to secure up to (or in excess of) £25 million. The Market 

and the surrounding area will form a critical part of a new masterplan for the Town that 

will be completed as part of the town deal submission. The market will also complement 

other active regeneration initiatives such as The Townscape Heritage scheme, its 

primary aim to protect and enhance the historic environment. The Market Hall sits 

within the Lord Street conservation area. 

3.4 Market Analysis & Demand 

Existing Arrangements 

In 2010/11 The Market Hall underwent extensive refurbishment works to aid the 

transformation of the existing market into a modern mixed goods market. 

In February 2012 the consultants Quarterbridge were appointed on a 2-year fixed 

management contract, this was extended until 2015 at which point the council decided 

to bring market management back ‘in-house’. 

Since its refurbishment in 2012 The Market Hall occupancy rates have never reached 

90% target level, though there was a notable improvement when management of the 

market passed back to Sefton in 2015. Occupancy largely remained around 70%, but 

more recently this has dropped below 20%. It should also be noted that some units 

have remained empty since the refurbishment in 2012, these units are at the rear of 

the market with poor sight lines. 

There appears to be many reasons why traders are leaving such as lack of footfall, 

debts, rent levels and lack of consumer spending power.  
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A small number of traders have re-located to other locations within Southport while 

others have gone out of business or reduced their market stall portfolio.  

The Market has also faced many other challenges, the main being the closure of 

McDonalds on the key junction of Eastbank Street/King Street. This large building 

remains empty (boarded up) that has had a dramatic effect on footfall. There are also 

many vacant units on the adjoining streets such as Market Street and King Street, 

these reflective of a wider challenge on our high street locally and nationally with 

Southport also having a higher percentage of empty units compared to the current 

National average. 

National Trend 

In the last eight years, markets and town centres have come under significant pressure 

due to changes in consumer preferences and retailers since the recession. There has 

been a significant growth of online and multi-channel retailing, which now accounts for 

over 14.4% of UK sales (Association of Town Centre Management ATCM); this has 

affected markets negatively, as they are generally unable to meet the consumer 

demands for convenience shopping due to generally being located off-pitch and with 

a limited range of products. 

The impact on the high street and shopping centres from out of town retail, online 

shopping and changes to consumer preferences has seen a rise in unit vacancies. 

This has led to landlords targeting temporary lettings, using small businesses that may 

have traditionally been located in the market. The impact on footfall trends in the town 

centre is also felt more significantly by the markets. 

Tastes have changed and customers want convenience; in-store experiences; 

personalisation; multi-channel purchasing and unique offerings. They also want to use 

the town centre differently. People want to socialise, drink coffee or alcohol in attractive 

surroundings, browse artisan and pop-up shops, and foodie markets. They don’t want 

the soulless, concrete environment that is being served up to them. 

The Southport health check has also been completed, this shows vacancy rates (units) 

at 18.1% compared to a 11.9% National average and up from 13.1% in 2015. 

The informal nature of the sector has meant that there has been a lack of evidence to 

understand the performance of markets nationally. There have been several studies 

by National Association of British Markets Authorities (NAMBA) into the more recent 

decline of markets and their role in the wider context of improving the economic, social 

and environmental wellbeing of a town centre and population.  

Research by NAMBA has shown that there has been a marked decline in the number 

 markets, which could accelerate unless intervention is made. (before Covid-19) 

• Trader numbers are generally declining or stagnating, with only 23% of markets 

increasing in the number of traders. This indicates that there is a lack of new 

traders entering the sector which presents future occupancy issues. 
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• Shopper numbers are also declining, with 42% of markets reporting a loss of 

shopper numbers. This highlights that markets in the UK are experiencing 

competition from the retail sector resulting in the decline or stagnation of footfall 

to the market  

 

• 52% of respondents stated the average spend in markets is declining. This 

could be related to a number of factors, such as shoppers purchasing cheaper 

goods, or the demographic shopping at markets has changed, with the higher 

socio-economic groups shopping habits changing, shopping elsewhere.  

 

• There has been a growth in the number of traders selling food, with only 12% 

of respondents stating this line had declined.  

 

 

Further research undertaken by the National Market Traders Federation ( NMTF ) in 

aimed to develop a general understanding of the markets sector and to inform decision 

makers. Key findings included; 

• 235 markets in the survey with 82% operated by the public sector, 10% private 

with the remaining trader or trust operated 

 

• A single typical market stall charges are £93.14 per week (Compared to 

Southport of £160 not including VAT) 

 

• 92 markets have invested £50.3m in 2017/18 with £40m coming from Local 

Authorities  

 

• North West has seen the second largest decrease in performance comparable 

to UK national performance.  
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Market Hall Developments  

It is challenging to compare markets on a competitive basis due to many factors such 

as location, trading history and uses and consumer habits. However, when looking at 

a competitive analysis it is useful to look at Market Halls within a 60-minute drive time.  

 

 

Altrincham Market - Altrincham is one of the original market towns. Its charter dates back 

to 1290. The market hall was refurbished in 2014 and now is home to 10 independent quality 

food operators, with a flexible outdoor market space. The markets transformation has been 

hugely successful acting as a catalyst to the further regeneration of Altrincham. 

 

Mackie Mayor – The Grade II listed former meat market was refurbished in 2017 by the 

owner of Altrincham Market. It now houses space for close to 500 people with over 8 

independent food operators. Since opening the market has been hugely successful, 

situated in Manchester Northern Quarter.   

 

Chorley Market- Chorley is famous for its markets, which date back to 1498. The covered 

market consisting of lock-up cabins and table top stalls, open five days a week, as well as 

an outdoor market under gazebos along the streets. 
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Stockport Market – The covered market has over 50 stalls housing a range of operators, 

in 2019 the produce hall was refurbished by a single operator consisting over 6 food stalls 

all operated by the produce hall operator. 

 

Preston Market – The market in Preston has recently been refurbished, the modern market 

still holds the traditional market stalls but has created a new focus on food. It has 

experienced problems since opening due to the open nature of the market hall and not being 

suitable for some of the food traders. Preston’s indoor market hall has now been demolished 

reducing significantly the total area of available market space in the City centre.   

 

Wigan Market Hall – The indoor market is a traditional market housing a number of 

traditional mixed goods market. Plans are underway to relocate the market and reduce the 

total available space.  

 

St Johns Market – A traditional market in Liverpool City centre part of the St Johns 

shopping centre. The Market underwent extensive refurbishment in 2017 and remained as 

a traditional market hall. Despite the refurbishment the market hall has failed to retain and 

attract traders. 

 

Duke Street Market – A new food and drink operation taking over a empty warehouse on 

Duke Street, Liverpool. Opened in 2019 as a similar concept to Altrincham and Mackie 

Mayor with a Food and Beverage focus. 

 

Southport Visitor Numbers and Profile 

 

Southport is a major visitor destination within the Liverpool City Region and The North 

West due to its position on the Coast, several national recognisable attractions such 

as The Pier and Lord Street and its major events programme including The Air Show 

and Flower Show. 

Visitor numbers and spend continues to increase in Sefton and Southport, the latest 

tourism figures are: 

• Visitor Numbers – 9.2 million – 1.5% Increase 
• Staying visitors – 772,000 – 2.1% Increase 
• Economic Impact – £590 million – 6.5% increase 
• Total Employment 6,967 – 3.1% Increase 
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All markets as with all retail businesses suffer from seasonal patterns and it is evident 

that Southport market struggles to attract a local audience enough to help better 

support the market throughout the year. 

The opportunity exists to improve the market offer for day and staying visitors and for 

the market to become much more of a destination, this will in turn also help attract the 

right local audience, the offer must however be right, contemporary, relevant and 

attractive. In terms of target audience any new market offer must attract the identified 

visitor profiles as identified thorough the Southport brand strategy and mosaic platform. 

The Market hall proposal will look to target all these segments.  

Mosaic 
Segment 

Typical Tourism & 
Leisure Preferences: 
What’s Important 

MOSAIC Market 
Size – North West 

Regional and 
National Prevalence 

Rental Hubs  Enjoy cultural and 
event-based 
experiences – concerts, 
eating out, socialising. 

Value conscious and 
tend to holiday in the 
UK.  

180,437 households 

 

5.87% of regional 
and 7% of national 
households 

Aspiring 
Homemakers  

Enjoy beaches, parks, 
outdoor fun and 
activities that will please 
children and provide 
enriching experiences 
which are affordable 
and involve 
“edutainment”. 

295,200 households 9.61% of regional 
and 9% of national 
households 

Domestic 
Success  

Families whom enjoy 
cultural experiences 
and physical / 
intellectual activities. 

202,023 households  6.58% of regional 
and 7% of national 
households 

Prestige 
Positions  

Empty nesters with high 
levels of interest in 
gardening, heritage and 
nature – parks, gardens 
& historic properties. 

192,196 households 6.26% of regional 
and 7% of national 
households 

Country Living  

Rural Reality  

Suburban 
Stability  

Well informed early 
retirees whom enjoy 
nature and outdoor 
pursuits, local food and 
drink and visual arts. 

109,755 

84,495 

256,494 

3.57% regional 
households 

2.75% regional 
households 

8.35% regional 
households 
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Other Developments 

The Market is and will be integral to the future development of the Market Quarter, 
several other potential developments will be integral and partially dependent on any 
Market Hall development; 

• Vacant McDonalds building – This is a key gateway building that has been 
sitting vacant for several years directly causing a reduction of footfall into the 
Market Quarter. The Council is aware discussions have taken place that may 
see the building transformed into a creative and event hub. Both proposed 
projects will complement each other and will be critical to the ongoing success 
of the area. The building may also form part of Southport’s Town Deal 
 

• Iceland Site -   The Iceland site further down King Street has seen several 
development proposals, none have been implemented. The site in question 
consists of the current Iceland store, car park and adjoining vacant units. The 
current owner of the site is now progressing with plans for the site after 
becoming aware of the market hall proposal.  

 

3.9 Consultation 

As part of the process for preparing the business case for change at Southport Market a public 

consultation questionnaire was made available through Sefton Council’s Your Sefton Your 

Say web portal. The consultation ran for 4 weeks from 26th September to 24th October 2019. 

It was advertised through Sefton’s external communication channels, local press and Sefton 

council’s intranet. As it was a web-based survey, paper versions were made available at 

libraries, town halls and one stop shops across the borough.  In total 158 responses were 

received, more than half of people that took part in a consultation on Southport Market believe 

introducing more food and drink options would have a positive effect on the building. 

91% of respondents who responded were Sefton residents and just under 80% of them had 

heard or seen the impressive images charting how the King Street market could look in the 

future. The consultation identified that there is a need to change the current offer with people 

saying they don’t visit the facility much, highlighting the number of empty units and how it 

was an uninviting place to visit. A number of responses also identified that a change in the 

offer at the market would improve the look and feel of the market quarter in the town. 

Lastly the consultation process found that 72% of people would visit an artisan and local food 

market with 64% saying they would go to a craft market as well. The full consultation results 

can be found in annex 5. 
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4. THE ECONOMIC CASE 

The Economic Case considers: 

• The options available to the Council for delivering the project. 

• The critical success factors for assessing the options. 

• The recommended option. 

 

4.1 Critical Success Factors  

 Methodology  

These critical success factors have been used to undertake a qualitative and 

quantitative options appraisal to identify the most appropriate operating and delivery 

model. This approach is in line with Government’s guidance for informed decision 

making: identifying the options available; designing relevant evaluation criteria; and 

analysing the monetary and non-monetary costs and benefits of each option to identify 

a recommendation. 

 

 Evaluation Criteria  

The critical success factors developed for assessing the different options are listed 

below. These have been informed by discussions with key stakeholders, including 

Members along with residents and visitors to The Market Hall. 

Each option has been assessed in terms of its likely effectiveness in terms of the 

level to which it would: 

 

• True transformation of the Market ensuring it meets the ever-changing consumer 

demands 

• Supports and contributes to delivering the agreed vision and actions of the Southport 

Development Framework 

• Reduce the Council cash subsidy to Southport Market which is expected to rise over 

the next 10 years thus improving commercial performance  

• Improve customer and trader satisfaction that will enhance the reputation of The 

Market Hall 

• Provide opportunities for new business start-ups and business growth 

• Improve the Council’s stewardship of its public finances (in terms of ensuring council 

funding its directed to its priorities for funding). 
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4.2 Options 

Option Approach 

0. Do Nothing Continue with existing arrangements including existing operating 

model. 

 

No investment in refurbishing the facilities or any rent reductions 

resulting in continued poor performance, and further empty units. It 

is predicted that the Market may have to close in April 2021. The 

current asset value is £503k which is based on current rental income 

levels.  

 

1. Mixed goods 
with rent 
reduction 

Continue with existing arrangements including the existing 

operating model but look to reduce rents for all stalls It should be 

noted rent initiatives have already been implemented with little 

effect. Using current market conditions £12 per sq. ft would be 

adequate for the market. 

 

The current sq. ft in the market ranges from £28 to £17, if fully 

let it would bring in a rental income of £204k per annum. The 

new rental model would bring a return of £119k per annum if fully 

let. 

 

Capital investment of £500k for market maintenance works. 

 

2. Food 

concessions with 

Council operated 

bar 

 

Change existing arrangements with a focus on hot food and central 

bar to the front of the market with flexible event and market space 

to the rear. 

 

Food units to be concessions with Council operating bar and floor, 

this would result in the Council having to employ a large amount of 

bar tenders along with floor operatives resulting in large 

employment costs  

 

Full investment in refurbishment of the Market Hall 

 

3. Food & bar 
concessions 

Change existing arrangements with a focus on hot food and central 

bar to the front of the market with flexible event and market space 

to the rear. 

 

Food units and bar to be concessions with bar operator also 

managing the floor meaning the Council would not be required to 

employ staff to manage that function. The Council would retain the 

management of the asset along with the flexible space with a 

dedicated market team sitting within the tourism service. 

 

Full investment in refurbishment of the Market Hall 
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4.3    Options Appraisal  
 

 0. Do Nothing  

Strengths and opportunities Weaknesses and risks 

• No requirement for capital 
investment  
 

• Additional budget required of £209k 
over and above the existing budget of 
£75k (as at year 3) 

• Number of traders will continue to 
reduce potentially leading to 
closure of Market Hall (estimated 
April 2021) 

• Decline in revenues over time as 
traders leave 

• Will not contribute to regeneration 
of Southport  

• Will weaken Southport’s tourism 
offer 

Overall assessment: not a sustainable option. 

 

1. Mixed goods market with rent reduction 

Strengths and opportunities Weaknesses and risks 

• Reduction in rent may attract a 
small number of new traders 

• No material changes to quality of 
offer. 

• Rental reductions and rent-free 
periods have been used before 
with little or no effect 

•    Additional budget required of £226k 
over and above the existing budget 
of £75k (as at year 3) 

• Unlikely to contribute to the 
regeneration of Southport 

• Continue to be difficult to include 
into the overall tourism offer 

• Capital investment still required  

Overall assessment: not a deliverable or affordable option. 
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2. Food concessions with Council operated bar – Full refurbishment  

Strengths and opportunities Weaknesses and risks 

• Change in operation and offer that 
would significantly contribute to the 
wider regeneration of Southport 

• Become an active part in 
Southport’s tourism offer 

• Opportunities for new business 
start ups  

•    Additional budget required of £175k 
over and above the existing budget 
of £75k (as at year 3) 

• Council having to run bar and 
market floor with no prior 
experience 

• Large staff costs and no to little 
experience of managing a bar 
and food floor operation 

Overall assessment: not a deliverable or affordable option. 

3 Food & Bar concessions -   Full refurbishment. 

Strengths and opportunities Weaknesses and risks 

• Robust business case despite 
prudent assumptions - £101k 
surplus by year 3 

• Change in operation and offer that 
would significantly contribute to the 
wider regeneration of Southport 

• Become an active part in 
Southport’s tourism offer 

• Opportunities for new business 
start ups 

• Bar operator taking risk of bar and 
responsibility of running market 
floor 

• Partnership approach with the 
operator to curate food offer along 
with marketing/events 

• Increased financial performance 
allowing a greater contribution to 
the historic borrowing on pervious 
scheme.   

• New turnover rental model means 
Council not guaranteed set 
amount of rental income  

• New offer in Southport, 
therefore no actual comparison 
how it may perform 

•   Despite strength of financial 
performance,additional budget 
required of £61k over and above the 
existing budget of £75k (as at year 
3) 
 

Overall assessment: Sustainable and strongest option 
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4.4 Assessment of effectiveness of delivery  

Considering all the options collectively in terms of their effectiveness in 

delivering the objectives and meeting the critical success factors, the overall 

assessment has produced the following conclusions: 

• Options 0 and 1 will not deliver transformational change resulting in 

an increasing or very little reduction of the current subsidy plus 

potential closure 

 

• Option 2 would deliver transformation change and see The Market 

Hall undergo major refurbishment, however it would fail to reduce the 

current subsidy and expose the Council to several risks  

 

• By having concessions taking control of all food and drink units in 

option 3 it de-risks the Council  

 

• Option 3 would not only deliver transformational change and 

contribute to the wider regeneration programme it would see the 

lowest increase in required subsidy given its profitability, a greater 

contribution to the historic borrowing and provide opportunities for 

new business development and wider regeneration benefits 

 

4.5 Summary of the assessment of options in terms of financial 
performance 

The table below summarises for each of the options the forecast financial 

performance of operations as at year 3 and the impact after taking into 

account transition & historic financing charge. The table also shows the 

Council support required and the additional budgeted required over and 

above the existing budgeted subsidy to fund each of the options. Note 

that additional funding will be required in years 1 and 2 while operations 

are embedded. 

 

 

 

 

 

 

 

 



 

22 
 

 

SOUTHPORT MARKET BUSINESS CASE  
ALL OPTIONS - FINANCIAL COMPARISON 

(negative number) = financial benefit; 
positive number = cost 

Option 0 Option 1 Option 2 Option 3 

 
No Change 

(Market Closure 
April 2021) 

 
Mixed Good with 
Rental Reduction 

 
Food Concessions 

with Council 
Operated Bar 

 
Food & Bar 
Concessions 

Year 3 
£m 

Year 3 
£m 

Year 3 
£m 

Year 3 
£m 

CAPEX TOTAL 0 0.500 1.411 1.411 

          

INCOME TOTAL (0.070) (0.217) (1.115) (0.536) 

EXPENDITURE TOTAL 0.116 0.281 1.128 0.435 

NET (SURPLUS) / DEFICIT 0.047 0.064 0.013 (0.101) 

HISTORIC CAPITAL FINANCING CHARGE 0.237 0.237 0.237 0.237 

COUNCIL REQUIRED SUPPORT 0.284 0.301 0.250 0.136 

          

ADDITIONAL BUDGET REQUIRED ABOVE 
THE CURRENT BUDGETED SUBSIDY OF 
£75k (Year 3 onwards) 0.209 0.226 0.175 0.061 

          
Option 0 will require additional budget of £209k on the assumption that the indoor 

market will be closed, and no longer used, from April 2021 but the outdoor market will 

remain in operation. Options 1 and 2 will require additional budgeted subsidy of £226k 

and £175k per annum respectively (as at year 3).  

Option 3 with full refurbishment delivers a surplus to the council by year 3. Total Council 

support required would be £307k in year 1, £235k in year 2 and £136k from year 3 

onwards. This support is inclusive of the existing budget of £75k and represents an 

increase in the budget of £233k in year 1, £161k in year 2 and £61k in year 3 onwards. 

Although this is an additional budgeted subsidy, it is a significant improvement in 

performance from the current actual performance against said budget, with the 

shortfall against that budget previously being met by other service areas. 

(Further information about the underlying details including a 10-year cash flow are 

provided in Annex 1). 

4.6 Current Financial Structure  

The business case is based on prudent assumptions in respect of visitor numbers and 

customer spend. Nevertheless, on these bases the project (option 3) would deliver a 

surplus of £101k by year 3. 

 

The Current budget for the Market is £75k. This is based on £237k debt and the original 

business plan which forecast operations would generate a profit of £157k. The 

preferred option 3 would see that by year 3 £101k profit would be generated.  

Therefore, £61k additional budget would be required over and above the existing 

budget of £75k. 
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The current Market occupancy is circa 20% and is therefore carrying a significant 

overspend - instead of generating £157k profit, it has an operating loss of c£130k 

(based on June 2020/21 forecast).  This means that the Council support required is 

£367k and other services are currently supporting to address this deficit. 

 

  

Current budget 
based on previous 
market business 

plan 

Current June 
2020/21 forecast 

Based on 20% 
occupancy 

Proposed budget for 
food & drink market 

/ flexible space  
Year 3 

  £000s £000s £000s 

Capital financing 
costs 237 237 237 

Operating (profit) 
from activity / loss  (162) 130 (101) 

Council required 
support 75 367 136 

Budget in place or 
required 75 75 136 

Offset by other 
services 0 292 0 

 

 

4.7 Summary of the assessment of options against all evaluation criteria 

Incorporating the assessment of the delivery effectiveness and financial performance 

of each option detailed in the tables above, the table below summarises the strength 

of the options against all the chosen evaluation criteria. 

The results are shown as a numerical score compiled as follows: 

a) Each evaluation criteria have been ‘weighted’ in terms of its relative 

importance for the Council compared to the other criteria. 

 

b) Each option has been assessed by the project team and the hospitality 

operator expert advisors retained by the Council in terms of how effective 

they would be in realising each evaluation criteria, on a scale of 1 (low to 

nil) to 10 (very effective). 

c) Then the scores out of 10 against each criterion for each option have been 

factored by the evaluation criteria weighting to provide a comparable 

numerical score for each option. 
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The comparable scores for each option are detailed in the table below: 

Option Total 
Score 

True 
transformation 

Southport 
development 
framework 

Contribution 
to historic 
borrowing 

Improve 
customer 
satisfaction 

New 
business 
opportunities 

Councils 
public 
finances   

Weighting  3 3 4 3 4 4 

0.Do nothing 8 0 0 4 0 0 4 

1.Mixed 
goods/rent 
reduction 

33 0 0 0 9 24 0 

2. Food/Council 
run bar 

140 30 30 12 24 32 12 

3.Food/bar 
concessions 

180 30 30 32 24 32 32 

 

The option that has emerged with the highest score from this process is Option 3: 

Food and Bar concessions with full refurbishment. This option was also the only 

one of the options that was assessed as requiring the lowest increase in the current 

budgeted subsidy and being truly transformational. 

 

  

Therefore, Option 3 Food and Bar concessions with flexible events space funded 

as part of the Council’s approved capital programme is the Recommended 

Option. 
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4.8 Approach to developing the preferred option 

 

Timescales: The design team, Dawnvale and DV8-Desgins have been 

appointed and have already completed RIBA Stage 4 design and costings. 

Quality (Outputs and Outcomes): Detailed briefings and project meetings of the 

design team has been done to ensure design proposals align with the 

Recommended operating model. 

Cost (Financial implications): Detailed cost planning has been undertaken for 

the Recommended Option construction works (Stage 4) and, likewise, detailed 

cost estimating for the target operating model. 

Value for Money: The Recommended Option will contribute towards the economic 

growth of the area and will support the objectives of the 2030 Vision. It will also 

improve the financial performance of the asset and by working in partnership with 

the preferred bar operator will result in obtaining value for money in any capital works 

and procurement.  

Social Value: The Recommended Option provides potential for realising social 

value over and above the provisions of the Social Value Act 2012 by including a 

c.5% weighting for social value in the procurement evaluation criteria. Bidders will 

be asked to commit to a number for each of the following criteria, with the highest 

commitment contributing to the evaluation: 

 

• The number of sub-contractors that will be based within a 25mile 
radius. 

 

• The number of employees being Sefton based residents. 

 

• The number of builders’ merchants who are Sefton based (construction 
supply chain)  

 

• The number of suppliers who are Sefton based (operator supply chain)  

 

• The number of apprenticeships being created via the main contract. 

 

Accessibility: Improving access for persons with disabilities ensuring all can access 

and enjoy the offer. 
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5. Commercial Case (Recommended Option) 

 

5.1 Specialist Industry Advice 

 

To help formulate this business case and produce the detailed financial information 

the Council commissioned two industry consultants to look at The Market and to see 

how a food and drink offer could be incorporated into any final option.  

 

BJER Consultancy  
 

• Hospitality consultant with over 20 years providing advice to the hospitality 

industry 

 

• Provided initial model that included trends, other food and drink markets 

performance, suggested covers, spend per person and design advice 

 

EPR Hospitality  
 

• Experienced leisure consultant with 20+ years’ experience in hotel, food and 

beverage offers. Managed assets in Southport bringing local context. 

 

• Evaluated previous assumptions resulting in covers reduction and food and drink 

split, provided further design advice along with preferred operator comments 

along with EPOS advice. 

 

Extensive soft market testing also took place resulting in many conversations with both 

food and drink operators. Interested bar operators were also required to submit draft 

profit and loss accounts that further provided confidence in the preferred option. 

Moreover, informal engagement also took place with similar food and drink markets 

elsewhere in the region to understand visitor and spend profile, to give confidence in 

assumptions made for the purposes of business case development, as well as to 

understand successes and lessons learned operationally and strategically as may 

relate to the project. 

The Commercial Case considers procurement and contractual issues in respect of the 

Recommend Option including the viability of the procurement approach and the 

proposed contractual arrangements. 

The financial information from both BJER and EPR has been built into the final 

financial model, Annex 3 contains all the narrative reports received by both 

consultants.  
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5.2 Procurement Approach 

 The Recommended Option requires two main procurements: 

a) Procurement of contractor(s) for the building works. 

 

b) Competitive process for bar operator and food concessions 

 

 All tenders would be sought in full compliance Sefton Council’s contract procedure 

rules and assess bidders’ financial standing in the evaluation criteria 

 Procurement evaluation criteria would ensure that only those companies that can 

demonstrate appropriate capacity, capability, systems, expertise, evidence of ability 

to deliver to scope and timescales and recognition of desired social value will be 

considered. 
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5.3 Procurement of contractor(s) 
 

To enable the most economically advantageous tender to be returned whilst 

maintaining control of time, cost and programme the required building works 

would be procured through competitively tendering the works using the following 

mechanisms: 

 

• Work with preferred bar operator to deliver fixtures and fittings fit out, 

ensuring best value for money  

 

• Single stage traditional procurement for all other works associated with the 

capital refurbishment required for the preferred option 

 

5.4 Bar Operator & Food Concessions  

 

 As part of the commercial and strategic review a competitive process has been 

undertaken to secure a preferred bar operator while soft market testing has also been 

carried out to measure the potential demand for the food concessions. 

 

 Advice recommended that a formal procurement process under either the Public 

Contract Regulations 2015 ("PCR") or the Concession Regulations 2016 was not 

required. However, a structured competitive process has taken place to ensure 

achievement and demonstration of best value for money. 

 In order to secure a preferred bar operator and to measure potential demand for food 

concessions the following has been undertaken; 

 

• Press release issued on potential options and inviting interested parties to contact 
the Council  
 

• Email to Sefton’s Food and Drink database, containing over 400 contacts 
 

• New Southport Market website detailing information along with a new brochure  
 

  All bar operators were asked to submit the following information 
 

• Detailed information relating to previous experience and company 
information 
 

• Sample menus to determine if they understood the proposed concept 
 

• Sample staff rotas to give confidence they understood the operation and had 
the required experience  

 

• A draft profit and loss account for the first year 
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The Councils hospitality advisor reviewed all four submissions and produced several 

comments on each submission, furthermore the Councils immediate project team 

also reviewed the submissions.   

 

Along with a group of Sefton officers, Sefton’s Cabinet Member for Regeneration & 

Skills and Sefton’s Cabinet Member for Regulatory, Compliance & Corporate 

Services met to score the four submissions blind. Each submission was scored 

against the following questions, each worth 20 marks; 

 

• Is the submission (business) operating in Sefton, and what is their commitment to staff 

training along with terms and conditions? 

 

• Does the submission understand the vision of the proposed new Market Hall? 

 

• Does the submission (business) have the necessary experience to become a trusted 

operator in any new Market Hall? 

 

• Does the submission understand the importance of the events space, and how would 

they support the future growth of the Market? 

 

Submission Q1 Q2 Q3 Q4 

1 20 5 15 5 

2 20 1 18 5 

3 20 18 15 18 

4 20 18 20 15 

 

Submission 4 scored the highest and the figures provided in the return have been used 

to inform the final financial model and the associated cash flow projections 

Several food operators have, in addition to the principal bar operator, expressed a 

strong preference to operate in the Market, these talks would progress once a final 

decision has been made to commence the project. The food operators range from 

individual operators to independents with one or more restaurants   

 
5.5 Market Operation  

 
The business case for the preferred option is built around the Market operating six 

days a week, with a Monday closure. There will be flexibility to this approach, for 

example the butcher may want to be shut on Sundays but be operational on The 

Monday. There would also need to be a flexible approach to bank holidays and 

summer holidays due to the nature of Southport and visitor numbers. 
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Most markets with a food and drink offer that also have a non-hot and food stalls tend 

to operate six days. Markets that have just become 100% food and drink tend to 

operate for shorter periods. 

 

6 Financial Case (Recommended Option) 

This section sets out the forecast financial implications of the Recommended Option 

3 as set out in the Economic Case above. 

6.1. Development of Financial Cash Flow Forecast Model 

 

Specialist hospitality expert advisor support: Expert advice from two hospitality 

experts was commissioned to support the production of a financial cash flow forecast 

model for the proposed hospitality operations, this was further strengthened by the 

bar operators also submitting draft profit and loss information identifying: 

• Direct returns in the form of rent from concessions 

 

• Wider business case benefits for the Council  

 

 The sector experts engaged have supported the development of a detailed 

income generator model which underpins the cash flow forecast with market 

intelligence and assumptions about volumes, costs and prices including: 

• Visitors/number of covers; 

 

• Spend per person for each cover split between food and drink  

 

• Number and size of events 

 

• Outdoor market income (Council officer input) 

 

• Impacts of seasonality 
 

 The detailed cashflow forecast (modelled over a 10-year period, aligning with the 

proposed lease term for the bar operator) is included in Annex 1. The financial 

appraisal takes into account an analysis of the project and is separate from the 

overall impact on the Council’s Medium-Term Financial Plan (MTFP) which includes 

a provision for the historical financial charge. 
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 A summary of the key assumptions has been included below. 

• Launch Date – April 2021:  

 

• Forecast revenue per visitor benchmarks closely to comparable operations 

and local food and drink offerings assessed by the expert advisors. 

 

            Outdoor markets continue to grow due to increase in resource allowing expansion 

into other Sefton towns and villages, while the new market would allow all year-round 

markets 

• The immediate local visitor economy: On the basis that Southport has a 

vibrant and growing visitor economy with strong growth in both staying and 

day visitors and most existing restaurant / bar facilities in the area are trading 

successfully, being sustained by the local community and visitors it is 

believed that the local economy can support the required customer growth 

for the new venture. 

 

 There is confidence in these assumptions and the forecasts that are based on them 

for the following reasons: 

• There has been extensive support throughout the development of the 

forecasts from two different hospitality experts with a proven track record 

in food and beverage businesses locally, regionally and nationally. 

 

• The key assumptions underpinning the forecasts are based on objective 

evidence of data collected about the market and benchmarks from the 

expert advisor’s own experience and bar operators’ submissions 

 

• The Council’s project team have audited the P&L, cash flow forecasts and 

Income Generator model produced by the hospitality experts and bar 

operators, including extensive sensitivity analysis, to underpin confidence 

including confirmation of the use of benchmarks or other evidence and data 

underpinning all key assumptions. 
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6.2. Financial Forecast Overview and Assumptions 

 

 A summary of the 10-year financial forecast for the recommended option is shown 

in the table below: 

 

 

 

 

 

 

 

 

 

 

 

 

 
 

• The £1.41m capital expenditure is based on the following assumptions:  

The scheme will be funded from £500k grant from the Combined Authority 

and £900k from the Towns Fund Accelerated Funding (from MHCLG).  

 

• Preferred bar operator involved in final designs of refurbishment. 

 

• Operating costs include provision for on-going maintenance (before profit). 

 

• Bar operator on a 10-year lease with a 13% turnover lease, with food 

concessions on flexible leases with a 15% turnover rent and 1.5% service 

charge 

 

• A transformed operating model with best practice business processes and 

enhanced hospitality offer delivering increased revenues. 

 

• Revenue increased from c.£0.079m (as-is operations based on June 20/21 

forecast), to c.£0.364m in year 1, to c. £0.536 pa when fully implemented.  

SOUTHPORT MARKET BUSINESS CASE  
ALL OPTIONS - FINANCIAL COMPARISON 

(negative number) = financial benefit; positive 
number = cost 

Option 3 

 
Food & Bar 
Concessions 

10 Year Term 
(Including 4.5 

months of transition 
costs) 

£m 

CAPEX TOTAL 1.411 

    

INCOME TOTAL (5.093) 

EXPENDITURE TOTAL 4.488 

OPERATING SURPLUS (incl. Transition Costs)  (0.605) 

  
HISTORICAL CAPITAL FINANCING CHARGE 2.370 

MTFP REQUIREMENT 1.765 

    

ADDITIONAL SUBSIDY REQUIRED ABOVE THE 
CURRENT BUDGET (£75k p.a.) 1.015 
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• Over the 10-year analysis period, an additional subsidy will be required of 

£0.884m over and above the existing budget 

 

6.3. Net Present Value (NPV) 
 

 The Net Present Value (NPV) appraisal technique has been used to assess the 

financial viability of the proposal. NPV represents the return / gain on initial 

investment in present day terms in line with the Treasury Green Book appraisal 

methodology using a standard discount factor of 3.5%. A positive NPV indicates that 

a project is worth undertaking from a financial point of view. 

 The recommended Option 3 results in a positive NPV of £0.311m indicating that the 

project is worth undertaking from a financial point of view. This represents a gain of 

22.05% on the initial investment of £1.4m. 

 It should be noted that the total construction cost of £1.4m has been derived from a 

RIBA Stage 4 cost plan. As the developed designs are finalised in conjunction with a 

contractor and preferred operator there may be some refinement of this cost. The NPV 

viability of the project will be reassessed at that point. 

 

6.4. Sensitivity Analysis 

 

 With a project of this nature, whilst a base case can be developed to enable informed 

decision making, there will inevitably be several variations to this over time. 

 As a result, in developing this business case extensive sensitivity analysis has been 

undertaken that aims to outline the impact in financial performance that could be 

experienced should there be changes to: 

• Construction costs and fees     

  

• Visitors/covers per year 

 

• Total Expenditure 

 

• Spend per person 

 

• Number of food stalls 

 

• Multi Variable Sensitivities 

It is important to note that these changes will not take place in isolation e.g. over 10 

years there may not only be a change in construction cost, but other changes could 

also take place concurrently over the life cycle of the project.  
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 In considering a range of outcomes, it is evident that the 4 major financial risks 

are in respect of: - 

• The cost of construction  
 

• Achieving the desired number of covers per year; 
 

• Average spend per person and; 
 

• Number of food stalls 
  

6.5. Sensitivity: Cost of Construction 
 

The cost of construction will be managed effectively by good project management 

and ensuring the project has a built-in contingency. The sensitivity of the cost of 

construction is demonstrated here as per the requirements of the five-case model. 

From the base case the positive NPV and annual return to the council is based upon 

the cost of construction of the new facility being £1.4m. At this point in time this is 

derived from the RIBA stage 4 cost plan. 

There is a risk that costs may change, as construction costs are susceptible to 

market conditions and limited risks due to Brexit. 

If the the build is affected by a later impact of the EU exit, costs may rise, and the 

impact will need to be understood. By way of example, the table below provides a 

summary of the impact of the cost increases on the base case: 

Scenario Construction costs 
(including fees) 
£’m 

Net 
surplus*(1) / 
(deficit) 
generated 
over the term 
(10 years) 
£m  

NPV*(2) 
£m 

Base case 1.411 0.741 0.311 

Construction costs increase from 
£1.41m to £1.764m [25% increase to 
costs] 

1.764 0.741 (0.042) 

Construction costs increase from 
£1.41m to £1.722 [Positive NPV]  

1.722 0.741 0 

Construction costs decrease from 
£1.41m to £1.058m [decrease of 25%] 

1.058 0.741 0.664 

*1 The net surplus/deficit generated over the term does not include the £237k historical finance 
charge or transition costs. This does not change between sensitivities as the capital cost is assumed 
to be funded by a combination of Combined Authority grant funding and the Towns Fund Accelerated 
Funding (from MHCLG) and has no impact on in year performance. 

*2 A positive NPV indicated a project is worth undertaking from a financial point of view. 

*3 A change in construction costs will not have any impact on the MTFP as this funded through grant 
income.  
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6.6. Sensitivity: Covers per Year / Spend per person 

 
If the construction of the asset progresses as set out, the other key feature of this 

business case is the increase in income from £0.364m in year 1 to £0.536m by year 

3.  

This represents an increase of 47.04%, which is significant and depends on 

successfully attracting and maintaining 230k covers a year by year 3 and that client 

base spending significantly more money per visit than they do at present. The 230k 

covers are phased as 161k covers in year 1, 195k covers in year 2 and 230k covers 

in year 3. This is reflected in the base case assuming: - 

• Total number of covers per year of 230k, split between 60k bar only and 

170k for both bar and food. This has been phased for years 1 to 3 starting 

with 161k covers in year 1 and increasing to 230k covers in year 3 to 

recognise the time required for the new market offer to be fully established. 

 

• Average spend on food of £9.72 with drinks split as £3.60 (if buying food) or 

£9.60 (if only buying drinks). This gives an average spend per person of 

£12.35, which is inclusive of VAT.  

 

• Outdoor markets increasing in size, locations and being able to be held all 

year round in the new market hall 

 

• The management of the cost base for these activities and the number of 

covers and growth in the associated income are critical to the success of 

this project and this is discussed within this business case. This sensitivity 

analysis models the impact that variations in these factors could have on 

annual performance and the council’s financial position. 

 

Scenario 
 

Covers per year 
 

Net surplus*(1) / 
(deficit) 

generated over 
the term 

(10 years) 
£m 

 

NPV*(2) 
£m 

Base Case 230k 0.741 0.311 

Covers per year 
decreases from 230k to 
180k  
[Breakeven over 10 
years] 

180k 0 (0.897) 
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Covers per year 
reduced from 230k to 
217k [covers need to be 
over 217k to generate a 
positive NPV] 

217k 0.550 0 

Covers per year 
increased from 230k to 
253k 
[10% increase to covers 
per year] 

253k 1.082 0.865 

Covers per year 
reducing down by 50% 
from 230k to 115k 

115k (0.957) (2.460) 

*1 The net surplus/deficit generated over the term does not include the £237k historical finance 
charge or transition costs. 

*2 A positive NPV indicated a project is worth undertaking from a financial point of view. 

 

 

Scenario 
 

Spend per Person 
£ 

Net surplus*(1) / 
(deficit) 

generated over 
the term 

(10 years) 
£m 

 

NPV*(2) 
£m 

Base Case 12.35 0.741 0.311 

Average spend per 
person decreases from 
£12.35 to £9.66 
[Breakeven over 10 
years] 

9.66 0 (0.897) 

Average spend per 
person decreases from 
£12.35 to 
£11.65[Positive NPV] 

11.65 0.550 0 

Average spend per 
person increases from 
£12.35 to £13.59 
[Spend per person 
increases by 10%] 

13.59 1.081 0.867 

*1 The net surplus/deficit generated over the term does not include the £237k historical finance 
charge or transition costs. 

*2 A positive NPV indicated a project is worth undertaking from a financial point of view. 

 

The breakeven point in the above table does not include the annual £0.237m historical 

borrowing charge, or any capital costs relating to the refurbishment of the market as this is 

funded through capital grants.  
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The business case for option 3 assumes visitor numbers in year 3 at a level of 50%-55% of 

the numbers understood to visit other regional food and drink markets each year, with a 

spend per head 10% lower than understood to be the case for those other regional markets. 

 

 

6.7. Sensitivity: Number of food stalls 

The base case and positive NPV is based on there being 8 operational food stalls 

in the market. The table below shows the impact that a reduced number of food 

stalls could have on annual performance and the council’s financial position. The 

assumption is the number of bar only covers remain constant at 60k and the number 

of food and drink covers fall proportionally with the number of food stalls open: 

 
Scenario 
 

Number of food 
stalls 

 

Net surplus*(1) / 
(deficit) 

generated over 
the term 

(10 years) 
£m 

 

NPV*(2) 
£m 

Base Case 
(170k food and drink 
covers & 60k bar only 
covers) 

8 0.741 0.311 

Number of food stalls 
reduced from 8 to 7 
(149k food and drink 
covers & 60k bar only 
covers) 

7 0.470 (0.131) 

Number of food stalls 
reduced from 8 to 6 
(128k food and drink 
covers & 60k bar only 
covers) 

6 0.199 (0.573) 

Number of food stalls 
reduced from 8 to 4 
(85k food and drink 
covers & 60k bar only 
covers) 

4 (0.344) (1.457) 

*1 The net surplus/deficit generated over the term does not include the £237k historical finance charge or 

transition costs. 

*2 A positive NPV indicated a project is worth undertaking from a financial point of view. 

 

Construction costs, covers per year, spend per person (including the associated income 

levels at this stage) and number of food stalls are considered to be the biggest financial risks, 

however there will be multiple variations that will impact upon overall financial performance 

both annually and over the 10- year life cycle of this project. 
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A summary of the outputs from the full sensitivity analysis are in the table below: 

 

 

 

Sensitivity Analysis 

 

Sensitivity Group Sensitivity Description 
Projected Net 

Present Value (NPV) 

% Discounted 
Return / (-Loss) on 
Initial Investment 

Net Surplus / 
(Deficit) 

[Excluding 
transition & 

historic capital 
recharge costs] 

    £000s %   

Recommended 
Option Option 3 

311 22.05% 741 

Spend per Person Average spend per person 
decreases from £12.35 to 
£9.66  
[Breakeven over 10 years] 

(897) -63.55% 0 

Average spend per person 
increases from £12.35 to 
£13.59 
[Spend per person 
increases by 10%] 

867 61.41% 1,081 

Average spend per person 
decreases from £12.35 to 
£11.65 
 [Positive NPV] 

0 0.00% 550 

Average spend per person 
reduces by 50% from 
£12.35 to £6.17 

(2,461) -174.40% (959) 

Visitors/No of 
covers Per Year 

Sensitivity 

Visitors/no of covers per 
year decreases from 230k 
to 180k  
[Breakeven over 10 years] 

(897) -63.55% 0 

Visitors/no of covers per 
year reduced from 230k 
to 217k  
[Positive NPV] 

0 0.00% 550 



 

39 
 

Visitors/covers per year 
increased from 230k to 
253k 
[10% increase in covers 
per year]  

865 61.32% 1,081 

Covers reducing down by 
50% from 230k to 115k 
per year 

(2,460) -174.29% (958) 

Capital Costs 
Sensitivity 

Capital costs increase 
from £1.4m to £1.764m 
[25% increase to costs] 

(42) -2.36% 741 

Capital costs increase 
from £1.4m to £1.722m 
[Positive NPV] 

0 0.00% 741 

Capital costs decrease 
from £1.4m to £1.058m 
[25% decrease in costs] 

664 62.73% 741 

Total Food Stalls 
Sensitivity 

Number of food stalls 
decreases from 8 to 7 
[assumes food cover 
numbers will fall by same 
proportion] 

(131) -9.28% 470 

Number of food stalls 
decreases from 8 to 6 
[assumes food cover 
numbers will fall by same 
proportion] 

(573) -40.61% 199 

  Number of food stalls 
decreases by 50% from 8 
to 4 
[assumes food cover 
numbers will fall by same 
proportion] 

(1,457) -103.27% (344) 

 

6.8. Sensitivity analysis conclusion 

 

There is a 5.7% flexibility regarding the main two operational variables – the number of covers 

and average spend per person. Should they, on an individual or collective basis, adversely 

vary to the business plan by more than 5.7% then the NPV would be negative. 
 

•  Decrease in spend per person – Spend per person within the base case 

is assumed to be £12.35. The base case assumption would need to 

decrease by over £0.70 from £12.35 to less than £11.65 to produce a 
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negative NPV. This would be a reduction of 5.7%. Key mitigants include 

effective management to ensure quality of the offer, and a long-term vision 

that ensures an appropriate mix and continuing “refresh” with new offers for 

customers. 

 

• Decrease in covers per year – The base case also assumes a significant 

increase in the number of visitors to the market totalling 230k by year 3. 

Covers per year would need to drop by over 13k down to 217k to produce 

a negative NPV. This would be a reduction of 5.7%. Key mitigants include 

effective management to ensure quality of the offer, and a long-term vision 

that ensures an appropriate mix and continuing “refresh” with new offers for 

customers. 

 

• Increase in construction costs – construction costs would need to 

increase by 25.00% from £1.411m to more than £1.764m to produce a 

negative NPV. This risk will be mitigated by a full and compliant 

procurement process, and effective project management processes. 

 

• The breakeven point in the sensitivity tables does not include the annual 

£0.237m historical borrowing charge, relating to previous refurbishment 

work, however this is a charge which still needs to be reflected in the MTFP 

and future budget planning for the Market. The table in section 6.2 shows 

the net budget requirement going forward to fund this historical 

commitment.   

 

All sensitivities have been considered from a Council financial viability perspective.  

The supporting detail underpinning the sensitivity analysis is attached at Annex 2 

case.  
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7.0 Management Case (Recommended Option) 

This section addresses the ‘achievability’ of the Recommended Option including the 

actions required to ensure the successful delivery of the scheme in accordance with 

best practice. 

7.1. Project management and plans 

 

Project structure and governance arrangements 

There 3 key stages to this project: 

• Stage 1: Project Development – Full Business Case (complete) 

 

• Stage 2: Transition to Delivery – Preferred Bar Operator and traders 

secured. 

 

• Stage 3: On-going management 

 

The project’s Transition to Delivery (if approved by Cabinet) will be governed 

through the Council’s established Framework for Change, Growth and Strategic 

Investment (GSI) pillar. 

The indicative timetable for the project is shown in the table below: 

 

Key Activity Dates Comments 
 

Start End 
 

1) Cabinet approval of 
Full Business Case 
(SCIG/IPC to Formal 
Cabinet Approval). 

24/02/2020 04/09/2020 Stage 1. 
Finalise conversations 
with remaining traders 
and preferred bar 
operator  

2) Procurement of the 
contractor. 

08/09/2020 06/10/2020 Stage 2. 
Start of works dependent 
on Cabinet approval of 
FBC and lease 
agreement with bar 
operator  

3) Start of building works. 26/10/2020 26/10/2020 Stage 2. 
Ensure traders that wish to 
remain are temporary 
relocated as part of the 
works if possible. 
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4) Pre opening work 
including securing 
food concessions, 
marketing, 
entertainment, 
markets booking 
along with recruitment 
of new posts 

08/09/2020 01/03/2021 Stage 2. Dependent on FBC 
approval, pre-opening 
activity integral to a 
successful opening.   

5) Completion of building 
works (Anticipated 16 
weeks construction 
period plus Christmas 
shutdown) 

01/03/2021 01/03/2021 Stage 2. 
Dependent on start date.  

 

6) Launch. 26/03/2021 26/03/2021 Stage 3. 
Dependent on completion of 
works to schedule. 
 

 

Stage 2 Transition to Delivery 
 

Project Management 

a) Governance - Framework for Change: 

 

Stage 2 will continue to be managed, through the Growth and Strategic 

Investment (GSI) Board. 

All workstreams for Stage 2 will be reviewed on a monthly basis through 

reporting to the GSI Board from a Project Manager and the Project 

Sponsor. 

Reports will include commentary on progress and programme, quality and 

design outputs and cost together with relevant risks and issues arising in 

the month. 

Any changes to the project in scope, cost, quality or time will be reported 

through a variance report and agreed at next available GSI Board.  

b) Project manager and plan: 

 

A Project Manager (PM) was put in place for Stage 1 and will continue for 

Stage 2. 

The project will be managed through a Project Plan for timescale 

management and risk register, identifying risks specific to the project. This 

data will be aggregated at a Programme level to produce at Programme 

level risks to be recorded and potentially escalated. 

c) Build project – Investment Programmes & Infrastructure  
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Once the building contractor is in place then the investment programmes and 

infrastructure service in partnership with the project manager will oversee the 

building contract.  This will ensure the council is able to effectively monitor 

progress through the technical design, procurement, construction and 12 

months defects period  

d) Build project - change and contract management: 

 

The building works will be managed using the processes, contractual 

arrangements and conditions described in the JCT Standard Form of 

Building Contract. 

Contract variations would be agreed, rejected or negotiated with the 

Contractor but only if prior approval has been given by Sefton Council 

authorised representatives. 

Change control procedures and financial limits for officers will need to be 

agreed in due course and ahead of any contract agreement. 

Stage 2: risk management 

The key risks for Stage 2 of the project and the mitigating actions are detailed in 

the table below. 

Key assumptions/risks Mitigating actions 

Unexpected significant construction 
costs arise after commencement of 
works. 

• Contract to include provision to pause 
construction at minimal cost to allow 
time for revaluation of the financial 
case for continuing the project on the 
current scope or identifying required 
changes to scope. 
 

• Contract to include provisions to 
allow for reduction in scope to 
reduce the overall construction 
spend if required. 

Preferred bar operator fails to sign lease • Soft market testing and competitive 
process has been completed. 

• Preferred operator already 

engaged with Heads of Terms 

singed 

• Opportunities to go to other interested 

parties  
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Failure to secure food concessions • Soft market testing has already been 
undertaken 
 

• Several food concessions have 
completed Heads of Terms 
 

• Work with preferred bar operator to 
secure food concessions 

Cost overruns on build programme. • ECI to ensure robust costings. 

• Traditional contractor procurement 

route with fixed price 

 

Attached at Annex 7 to this Full Business Case is the main Transition to Delivery 

project risk register, providing full details of the risk, mitigation and management 

measures including construction related matters. 

 

Stage 2: contingency arrangements. 

The following contingency plans have been developed for Stage 2. 

a) Building works failure 

 

If the building works cannot be progressed, the following arrangements have 

been considered for continued delivery of the required services and outputs. 

• Scenario A – inability to secure an affordable tender 

 Redesign the proposals and undertake value engineering. 

 Withdraw the business plan and alternative approaches would be 

considered to seek a way forward. 

 

• Scenario B – failure of the building contractor during construction 

 Secure the property by Sefton Council property services team 

 Procure new contractors and / or consultants to manage the 

completion of the works 

 Negotiate financial redress with administrators. 
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7.2. Stage 3 operational delivery 

 

Stage 3: On-going operations 

Following completion of Stage 2 and with the preferred bar operator signing a 10-

year lease, on-going operations would commence. 

a) Mobilisation of the new venture 

 

Stage 3 would commence with the mobilisation of the new venture 

including: 

• Recruitment of staff including the new Market and Events Officer 

 

• Set-up of new business processes and systems including till system and 

trader management group 

 

• Marketing and promotion for the opening of the venue and beyond 

 

b) Preferred bar Operator  

 

The Council will continue to hold the freehold of the Market along with direct 

management of the asset, this will include market and event planning, 

operations along with marketing and promotion. The bar operator will have a 

standard lease agreement with the Council for the bar and to also manage 

the floor area. 

This lease would: 

• be a 10-year lease based on 13% turnover 

 

• the lease would have a minimum turnover expected along with lease breaks 

so the Council could manage performance (footfall counters will be 

installed) 

 

• Include a schedule around brand ownership and behaviour expectations 

 

• specify the requirements of the bar operator including paying all rates 

and charges for the bar, operating the bar, manging the market floor that 

will include clearing tables and associated washing up. Assisting with 

curating the food offer and marketing of the offer. 

At the end of the lease, the Council would be able either extend the lease on 

similar or improved terms or look to appoint a new bar operator.  
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c)  Traders  

There will be several traders in the new Market Hall, these will consist of food 

concessions who will operate on flexible turnover leases with a 15% turnover along 

with a 1.5% turnover service charge.  The leases for the food concessions will be 

short in nature and like the bar operator lease minimum turnover performance will be 

included.  

There will also be other producers such as a butcher, greengrocer who will be offered 

standard leases with rent calculated per sq. ft.  

7.3 Operational Strategy  

There is a clear roles and responsibilities for both the preferred Market Operator and 

Sefton Council, these will be managed through the legal agreement, but the table 

below sets out the different roles and responsibilities expected as part of the agreed 

operational strategy  

Sefton Council Market Operator (Bar & Floor) 

Staff – 1 Market Manager, Marketing & 

Events Officer, 2 part time Market 

Operatives  

Staff – All Bar staff, all floor staff and 

supervisor  

Responsible for the day to day 

maintenance of the building, including 

all areas such as toilets etc…  

Responsible for all operational issues 

associated with bar, also responsible 

for managing the food and drink floor 

that will involve clearing plates, 

washing and recycling. 

Events Space – responsible for the 

running of the flexible events space that 

includes regular markets and footfall 

generating events 

Will work in partnership with Sefton to 

manage events, curate events in both 

the food and drink hall as well as the 

events space. 

Will lead on all destination marketing 

and control the marketing activity for 

the operation 

Will undertake individual marketing 

while also working in partnership with 

the Council to provide advice and 

guidance on industry trends to allow 

the marketing to be shaped for the offer 

Sefton will oversee all lease 

management that will include oversight 

of financial performance of all 

concessions through the EPOS system 

 

In partnership with the market operator 

Sefton will curate and secure the food 

concessions using the experience 

already in the tourism department but 

Will work in partnership to curate the 

food offer and use already established 

networks to secure high quality 

operators  
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also making use of the expertise that 

sits within the market operator  

 

It is evident a partnership approach between the Council and The Operator will be 

needed, an agreed governance/ management group will be established involving both 

parties will be established to oversee the above processes 

Stage 3: risk management  

The key risks for Stage 3 of the project and the mitigating actions are detailed in 

the table below. 

Key assumptions/risks Mitigating actions 

Business case returns fall short of 

forecast. 

• Management to ensure competitive 
“tension” to drive performance, with 
pipeline of interested parties in place. 

• Effective management and 
marketing to ensure footfall and 
dwell time (e.g. events) 

• Long-term planning to ensure 
suitable mix and a continued 
“refresh” to ensure strong visitor 
numbers, spend per head and repeat 
customers. 
 

Bar operator leaves operation because of 

below target financial returns 

• The Business Plan and Operations 

Plan to be documented in detail and 

retained as the property of the 

Company. 

• Lease based on turnover giving 
more confidence to bar operator 

 

• Ensure lease agreement is robust 

giving the necessary security to the 

Council such as performance 

measures relating to minimum 

turnover and behavior expectations  

• Council retains details of other 

interested parties who may be 

interested in taking over operation. 
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Impact of COVID-19 on the sector 

continues longer than anticipated 

• Sustained prudence in business 

plan assumptions to reflect current 

circumstances. 

• Flexible use of space to ensure 

safe continued operation. 

 

Stage 3: contingency arrangements 

The following contingency plans have been developed for Stage 3  

a) Scenario A – bar operator lease not agreed 

 

• The Business Plan would be withdrawn, Transition to Delivery would be 

halted and alternative operators would be approached. 

 

b) Scenario B – failure to achieve estimated footfall figures and subsequent 

income targets 

 

Early identification of failure via monthly monitoring and reported as part of the tourism 

service financial management. 

 

 

7.4 Contingency 

 

It is recognised that consumer demands and expectations are continuing to 

change, this is the reason why the existing market has failed. It is therefore 

of critical importance that the new proposed offer continues to evolve and 

change to meet the changing consumer habits for it to thrive for years to 

come. Several measures will be put in place to allow this to happen and to 

mitigate against the risk of change; 

 

• Flexible Space – The market has been designed so that the rear 

space is flexible meaning it can cater several different uses. The 

market management team along with the operator will continue to 

monitor changes and trends 
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• Food Concessions – Food trends can change quickly, especially 

with street food. The operation has been designed so several units 

are changeable allowing a constant turnover of different food offers 

to compliment the regular ‘house’ food concessions. There will also 

be space for guest food offers to again keep the offer fresh and meet 

the changes expected in the industry.  

 

• Events – The new proposal allows for events to be not only staged 

in the flexible space but also in the front of house area. This means 

the management team can programme several different events 

throughout the year throughout. Events are a critical element to 

drive footfall and can continually change with consumer 

expectations 

 

• Marketing – both the operation and destination marketing can be 

used to mitigate change in consumer habits. The Market 

management team will be supported by the Tourism Destination 

Marketing team to monitor changes in marketing techniques, and 

ensure the offer continues to target the Southport visitor profile. 

 

 

7.5 Covid-19 

 

This business case was initially completed before the outbreak of Covid-19 in March 

2020. Due to the impact of the pandemic on the hospitality sector a full and 

comprehensive review of the business case has been carried out by the independent 

industry expert, preferred bar operator and Council officers and the findings are 

reflected within the report and final forecasts 

The current trading environment has seen significant changes and once fully reopen, 

venues will be operating to a very different set of Covid Secure guidelines which will 

significantly affect capacities across many venues. 

The impact of this will be felt more on busier trading periods such as the evenings 

when capacity is likely to be met. 

Covid Secure social distancing measures will need to be in place for a significant 

period of time once hospitality venues reopen, this is likely to have a lasting effect on 

the industry. This will also impact on customer preferences and venues with increased 

outdoor provisions are likely to perform better. 

It is hard to predict exactly what will happen to the hospitality industry once venues are 

permitted to reopen fully, there are many considerations that will affect performance of 

any venue, however both the industry expert and preferred bar operator believe the 

Market Hall is well placed to take advantage of this by offering clever design and 

utilising all the available space, there is also considerable potential for outdoor 

provision on Market Street. 
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It is anticipated that likely normal trading is not likely to resume until the end of 2021 

or early 2022 (Year 2) and that Southport Market Hall could be well placed to take 

advantage of new customer behaviour and preferences. 

In is anticipated that social distancing (in some form) may still be required in April 2021 

when the market looks to open, due to the design and flexible space plus the amount 

of outdoor space the venue would be able to accommodate the required measures.  

 

The Council will work with the preferred bar operator and traders throughout the build 

period to install any cost-effective social distancing measures if needed for an April 

2021 opening.  

 

It should also be noted that throughout the epidemic a number of new food halls and 

markets have been announced, demonstrating further confidence in the casual dining 

industry. These have included Newport Market, Oldham, Northwich while the new 

market hall in Warrington has opened.   

 

 

 

 

 


