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28 September 2021   
 
 

                                                                                                                                                            

Cabinet  
 

 

Title:   

 

North Ayrshire Leisure Limited (KA Leisure) Recovery and 

Renewal Plan 

 

Purpose: 
 

To update Cabinet on progress with the implementation of the 

North Ayrshire Leisure Limited (KA Leisure) Recovery and 

Renewal Plan. 

 

Recommendation:  That Cabinet:  

a) Notes the interim report on North Ayrshire Leisure Limited (KA 

Leisure) Recovery and Renewal Plan; 

b) Notes the projected deficit position in 2021/22; and 

c) Authorise officers to continue to monitor and support the 

recovery. 

 

 
1. Executive Summary 
 
1.1 North Ayrshire Leisure Limited (KA Leisure) aims to improve health and wellbeing 

through physical activity. The work of the leisure trust includes: 
 

• Supporting physical activity 

• Improving health and wellbeing 

• Providing quality experiences 

• Supporting and developing community sport 

• Enhancing skills through training 

• Creating pathways to employment. 
 
1.2 Prior to the Covid-19 pandemic, KA Leisure consistently recorded significant 

increases in participation across programmes and facilities.  Equity of opportunity is at 
the heart of the approach. The impact of the pandemic and resultant restrictions has 
had a severe impact on the business through temporary closures during ‘lockdowns’ 
and adaptations to buildings to accommodate new guidance. This has been partially 
mitigated by the furlough scheme, a phased return and greatly accelerated digital 
programmes.  

 
1.3 On 23rd February 2021, the Cabinet unanimously agreed to: 
 



(a) note and support the North Ayrshire Leisure Limited (KA Leisure) Recovery and
Renewal Plan;

(b) note:
(i) the projected deficit position in 2020/21
(ii) the Recovery and Renewal progress

(c) agree to receive regular reports to monitor:
(i) the financial impact of COVID on KA Leisure in 2021-22
(ii) developments in Renewal plans and
(iii) resultant additional financial support to KA Leisure in 2021-22 as part of the

Council’s financial monitoring arrangements.

1.4 In 20/21, the Covid-19 pandemic resulted in a challenging year, with the Scottish 
Government’s restrictions impacting normal operations. In the financial year 2020/21 
KA Leisure incurred a trading deficit of £1,248,549 after allowing for the core 
contribution from North Ayrshire Council and after incorporating income recovered via 
the UK Government Job Retention Scheme. The Council’s Financial Recovery Plan 
for 2020/21 was presented to Cabinet on 8 September 2020 and included approval of 
additional cashflow management support to KA Leisure of up to £2.743m to ensure 
they continued to operate as a going concern and met their cash liabilities. 

1.5 Due to the ongoing effect of the pandemic, the trading environment and the 
consequential financial impact for KA Leisure continues to present challenges through 
2021/22. The Council and KA Leisure continue to work closely on operational and 
financial planning and importantly, in addressing the financial pressures and further 
developing Recovery and Renewal activities.  It is recognised, however, that to ensure 
KA Leisure continues to operate as a going concern, additional financial support from 
the Council will be required through 2021/22.  This will be considered within the 
context of the Council’s current level of earmarked reserves and will be incorporated 
in the Council’s financial monitoring arrangements through this current financial year 
2021/22. Based on current financial projections a trading deficit of up to £1,071,280 is 
anticipated, however, again it is recognised that this position will be subject to change 
throughout the year. The KA Leisure Recovery and Renewal Interim Update Report 
provides detail of progress to date. (Appendix 1). 

2. Background

2.1 North Ayrshire Leisure Limited trades as KA Leisure. They are a Company limited by 
guarantee and a registered Scottish Charity and are also a not-for-profit organisation 
and any surpluses generated are reinvested across the Company. They are governed 
by their Articles of Association which includes their charitable objectives. 

2.2 KA Leisure aims to improve health and wellbeing through physical activity, regardless 
of age or background and, to fulfil these goals, will continue to encourage 
participation, operate facilities, and create innovative opportunities to help the inactive 
become active. Just prior to the pandemic, the Company marked its 20th Anniversary 
in 2020.  The agreed Recovery and Renewal Plan balances the focus on those who 
participate in physical activity and sport and, in line with the North Ayrshire Active 
Communities strategy, those who are not active because inactivity carries significant 
health, social and economic risks. Working with partners in North Ayrshire and 



beyond, KA Leisure continues to develop innovative programmes and to participate in 
the North Ayrshire Active Communities Strategy and the DrEAM (Drop Everything and 
Move) events. The Recovery and Renewal Plan set out three key areas to focus on to 
gain the greatest impact: Venue Portfolio; Reinvent and Reimagine; and People and 
Partnerships. 

 
2.3 The Scottish Government’s Covid restrictions have continued to affect attendances, 

membership income and the range of activities which could be offered. KA Leisure 
has continued to use support from the Government’s Job Retention Scheme. The 
financial implications for KA Leisure and the Council continue to be considerable and 
regular planning, support and finance meetings have taken place to ensure there is 
integration with the Council’s ongoing financial planning to address the impact of 
COVID-19.   

 
2.4 Work on implementing the Recovery and Renewal Plan is progressing. A phased re-

opening of venues and restarting of activities has commenced as restrictions have 
eased. There are considerable challenges with staffing and recruitment. During the 
pandemic the training and certification of instructors by sports bodies was disrupted or 
suspended. In addition, some staff moved on to other employment and were not 
replaced due to the uncertainty facing the organisation. This has led to further 
challenges and changes to opening hours. On 20th May an incident caused by a third 
party, caused severe damage to the external gas supply at Auchenharvie Leisure 
Centre causing major disruption and impacting activities available including the 
swimming pool and the ice rink.  

 
2.5 Temporary facilities have continued at the Walker Hall to provide access to fitness 

and a new pop-up facility at Bridgegate Irvine, opened in May, focusing on health and 
wellbeing. A new Customer Relations Management (CRM) System has been 
implemented and, following the challenging change-over period, this is now working 
well. KA Leisure has a national reputation for its excellent community health, 
wellbeing and recovery programmes and these have been highlighted in the Health 
and Wellbeing Service Performance and Impact Report – Appendix 2. This report sets 
out the impact on individuals and the long-term cost-avoidance of engagement with 
physical activity and wellbeing programmes to partners like the Health and Social 
Care Partnership and NHS. 

 
2.6 KA Leisure continues to adopt a phased approach to re-opening venues and 

restarting activities in line with Scottish Government guidelines and restrictions. Whilst 
it is encouraging that restrictions have moved beyond level 0, several remain in place 
impacting available capacity and therefore attendances recorded. Overall customer 
visits in Quarter 1 2021/22 totalled 107,655, in comparison to 2019/20 pre-pandemic 
which totalled 660,936. KA Leisure’s customer visits to fitness activities usually 
accounts for over 50% of customer visits and over £2million annual income. During 
the pandemic KA Leisure experienced a loss of over 50% of fitness memberships. 

 
2.7 An Interim Chief Executive has been appointed, to provide leadership and support for 

the implementation of the Recovery and Renewal Plan. The focus has been agreed 
by KA Leisure’s Board and the Council as being the development of new programmes 
and a sales team to promote these to members and potential members. Additional HR 
support has been provided by the Council in partnership with the Council. A review of 
the Risk Register has been completed and a forward plan for the implementation of 
Recovery and Renewal Plan is being developed.  



Venue Portfolio 
2.8 KA Leisure’s venues remain key to supporting positive health and wellbeing for the 

communities across North Ayrshire. During the first part of the financial year revised 
operations have successfully been implemented to mirror customer needs and 
optimise operational efficiencies across both the aquatic and health and fitness 
provision. 

Reinvent and Reimagine 
2.9 KA Leisure’s current programme continues to adapt, innovate and expand current 

service provision to meet the requirements of a new operating environment. 

• Fitness
New health and fitness products and membership categories have been
introduced.  Revised products include the Outdoor Elevate Fitness series which
has been piloted at the Portal. In addition, a variety of developments utilising urban
and green space environments to expand group health walks and community
garden initiatives have been implemented.

Digital platforms will continue to be an integral component of KA Leisure’s future 
offer, ensuring vital customer engagement and interaction is retained whilst still 
being flexible and responsive to current lifestyles.  

• Health & Wellbeing Service
KA Leisure’s Health & Wellbeing Service continues to expand to deliver innovative
programmes including Bridegegate Active Zone and Health and Wellbeing Hub.
One to one support in the form of Doorstep Visits was introduced for frail and
vulnerable people who are at high risk of experiencing a fall and losing confidence
in functional capacity and one to one Buddy Walks were introduced to support
participants with mental health issues such as depression and social anxiety.

• Community Sport
To enhance the current provision of sport and physical activity opportunities across
North Ayrshire, KA Leisure will introduce a new membership for children and
young people to experience sporting activities, arts, drama, dance and music.

People and Partnerships  
2.10 KA Leisure requires an agile and resilient structure to effectively deploy the future 

phases of their Recovery and Renewal Plan. The imminent introduction of a Sales 
Team is vital to deliver increased memberships. 

Financial Implications 
2.11 Financial planning for 2021/22 was undertaken using a scenario planning model 

based on estimates of the number of months spent in each tier level to develop three 
indicative budgets.  Financial projections have been updated based on current 
information. Whilst several restrictions have eased there are still some restrictions in 
relation to ventilation and capacity levels that prevent activities operating at full 
capacity. This has projected a revised trading deficit of £1,071,280. 

2.12 Understanding the level of financial impact to KA Leisure through 2021/22 is very 
difficult at this current time. There continues to be a great deal of uncertainty because 
of the unpredictability of the pandemic-related restrictions and the degree to which the 
customer base and memberships can recover, which makes financial planning 



difficult. Some financial support for furloughed staff continued through the 
Government’s Job Retention Scheme until summer 2021. It is also important to 
recognise the importance of progressing the KA Leisure Recovery and Renewal Plan 
as this activity will contribute towards achieving financial sustainability in the short, 
medium and long term.  

3. Proposals

3.1 It is proposed that Cabinet: 

a) Notes the interim report on North Ayrshire Leisure Limited (KA Leisure) Recovery

and Renewal Plan;

b) Notes the projected deficit position in 2021/22; and

c) Authorise officers to continue to monitor and support the recovery.

4. Implications/Socio-economic Duty

Financial 

4.1 Financial implications arising from this report were previously outlined in three 
scenarios ranging from £570,116 to £1,211,852, depending on the impact of 
restrictions on operations and membership. The restrictions associated with the 
pandemic continue to impact on KA Leisure’s operations. and the position continues 
to be closely monitored by North Ayrshire Council and the KA Leisure Board. The 
Council and KA Leisure continue to work together on medium term financial planning. 
Financial implications arising from this report indicate a potential trading deficit of up 
to £1,071,280 in 2021/22. This position will be considered within the context of the 
Council’s current level of earmarked reserves and will be incorporated in the Council’s 
financial monitoring arrangements throughout 2021/22. 

It is also recognised that progressing the KA Leisure Recovery and Renewal Plan is 
vital in addressing the short, medium and long-term financial pressures facing KA 
Leisure.   

Human Resources 

4.2 The Council and KA Leisure will work together to align workforce planning and the KA 
Leisure Recovery and Renewal Plan. 

Legal 

4.3 At this stage there are no legal implications. 

Equality/Socio-economic 

4.4 As set out in the report KA Leisure continues to focus much of their activity on 
individuals and groups requiring specialist support and activity, thus closing the 
inequalities gap across a number of themes. The Health and Wellbeing Service 



Performance and Impact Report – Appendix 2 provides case studies to exemplify the 
progress being made to address health inequalities. 

Environmental and Sustainability 

4.5 None.  

Key Priorities  

4.6 The proposal contained within the report supports the North Ayrshire Council Plan 
priorities: 

• Active and strong communities;

• Children and young people experience the best start in life; and

• People enjoy good life-long health and wellbeing.

Community Wealth Building 

4.7 The proposal contained within the report maintains employment opportunities and 
volunteering and skills development opportunities. 

5. Consultation

5.1 Consultations take place with KA Leisure on an ongoing basis and partners. 
Customers and prospective customers are the focus of regular engagement by KA 
Leisure and North Ayrshire Council.  There may be a need for specific consultations, 
as the Recovery and Renewal Plan progresses. 

Caroline Amos 
Interim Executive Director Communities and Education 

For further information please contact Rhona Arthur,  Head of Connected Communities, 
on 01294 324415.  

Background Papers 
Appendix 1: KA Leisure Recovery & Renewal Interim Update Report 
Appendix 2: KA Leisure Health & Wellbeing Service Report  
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Making a Difference
KA Leisure’s Health & Wellbeing Service 
during the Covid-19 Pandemic

2020/21

Appendix 1
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Who we are and 
what we do
The Active Lifestyles Team (ALT) 
delivers a Health & Wellbeing 
Service in North Ayrshire which 
offers a broad range of activities 
within local communities to support 
people to become more active and 
adopt a healthier lifestyle. 
This report outlines our response to the COVID-19 
pandemic from April 2020 to March 2021. It 
captures our pandemic experience and the impact 
on our service, reflects on our achievements, 
shares inspiring participant journeys and provides 
strategic direction for our future delivery.
As we move forward we will continue to 
strengthen relationships with North Ayrshire 
Council, North Ayrshire Health and Social Care 
Partnership and NHS Ayrshire and Arran to 
develop our Health & Wellbeing Service, to ensure 
that we can reach those most in need, improve 
people’s health, reduce health inequalities and 
support communities to recover from the impact 
of the pandemic. 

Our Health & Wellbeing Service 
has three key areas of delivery: 

1 . Active North Ayrshire 
(ANA) 

2 . Community Outreach

3. ACTIVATOR

We continually strive to deliver innovative 
programmes through collaboration with  
key partners who share the same  
outcomes which:
1. Engage with priority groups including those

who are vulnerable, isolated and at greatest
risk of inactivity

2. Prevention and early intervention. Offering
the right support at the right time in the
local community

3. Target specific health issues including long
term conditions and mental health and
wellbeing

The Health & Wellbeing Service aims to 
achieve the following outcomes:
• Improved Mental Health and Wellbeing
• Increased Self Confidence
• Improved Function of Daily Living
• Improves quality of life
• Increased Awareness of Benefits of

Physical Activity Increased Physical Activity
Opportunities

• Reduced Social Isolation
• Reduced Inequalities
• Self-management of Health Conditions

1 . Active North Ayrshire
(ANA)  
Active North Ayrshire (ANA) is our overarching 
Physical Activity Referral Programme which 
supports people from North Ayrshire to become 
more active. 
Physical activity is both a primary intervention to 
help prevent a number of long term conditions, 
or can be a secondary intervention to prevent a 
condition from recurring or becoming worse. 
Participants can be either referred by their GP 
or health professional or if they don’t have an 
underlying high risk health condition they can 
self refer. 
Health professionals can refer patients to ANA with 
confidence as all activities and classes are delivered 
by members of our highly qualified team. 
The team has specialist qualifications in 
physical activity referral, in addition to a range 
of condition-specific qualifications including 
cardiac rehabilitation, stroke, diabetes and 
obesity, pulmonary rehabilitation, falls prevention, 
mental health, ante/post natal exercise, cancer 
rehabilitation, MS, osteoporosis and hip and knee 
rehabilitation to name a few.

There are a number of strands of the programme 
which focus on specific conditions. These include:  
• Healthy Active Rehabilitation Programme

(HARP) is for people with multiple long term
conditions. This provides a structured pathway
of physical activity from physiotherapy
led multi condition rehabilitation to longer
term supported physical activity within the
community

• Mind and Be Active (MBA) mental health
referral programme aims to improve mental
health & wellbeing through supported
physical activity

• ‘Weigh To Go’ weight management programme
provides support for people who want to
maintain a healthy weight through healthy
eating and regular physical activity

• ‘Move More North Ayrshire’ supports people
who are living with or have recently recovered
from a cancer diagnosis

• Invigor8 is a falls prevention evidence based
exercise programme designed to improve the
participants mobility, strength and balance
helping to reduce the risk of falls. Participants
can take part in the class both seated and
standing therefore the class is suitable for
different ability levels

The condition specific rehabilitation pathway offers 
a programme of classes which are tailored for 
specific conditions such as a stroke, cardiac, bone 
health or respiratory illness. Participant pathway

GP/ Consultant / Specialist AHP

Referral back to health professional: 
Change in medical conditions and participant 
now classed as high risk. GP returns signed 

referral form. 
Client higher risk more suitable for health 

professionalled class - referral to HARP Tier 3.
Participant’s medical history is  

contra-indicated to exercise. Medical 
professional notified. Lifestyle advice given to 
participant until condition deemed stable for 

referral to be made. 

HSCP Health Professional Self-referral

Referral Form

Form emailed or posted to Active Lifestyles 
Team referral hub - Referral Hub contacts 

Participant

Participant contacts ANA  
Referral Hub

Participant contact made  
1st Consultation appointment scheduled 

Physical Activity Prescription:
Referral class

Gym based programme
Condition specific class

Home exercise programme

1, 3, 6, 12 month follow up call/consultation  
if required

12 month update on participant information 
notes

Continue in Programme if appropriate  
Annual Update

Participant drops out or continues to  
participate in community based activity
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2 . Community Outreach  
The Community Outreach programme offers a 
diverse range of physical activity opportunities, 
early health interventions and promotes the 
benefits of a healthy lifestyle. 
We are committed to tackling health inequalities 
by providing opportunities that will contribute to 
improve the health of the people living within  
North Ayrshire. 
A comprehensive programme of community 
based activities is delivered by the team with 
activities available such as Boogie Books and 
Fit Ayrshire Babies suitable for babies from 12 
weeks, to classes and activities for adults and 
older adults which includes functional fitness 
MOTs, chair exercise classes and health walks 
within local communities. 
The programme also delivers within sheltered 
accommodation and local care homes with 
many activities carried out in partnership with 
local community partners such as Opportunities 
in Retirement and Alzheimer Scotland. North 
Ayrshire Health and Social Care Partnership 
operate a number of Community Social Hubs 
within sheltered housing complexes within the 
heart of local communities, where we deliver 
functional activity sessions for older people living 
in the community. 

3. ACTIVATOR
The ACTIVATOR is our versatile, mobile, physical 
activity and health unit which provides a valuable 
service of health checks and lifestyle advice 
within the heart of local communities. 
This includes an early intervention service which 
carries out health checks that frequently identify 
potential health issues which often result in a 
person being referred to a medical professional.
In some instances, a health condition is then 
diagnosed and medication is prescribed.
This service can have a tangible impact as the 
first point of contact and demonstrates the 
importance of early intervention to prevent  
further health complications. 

Supporting health and wellbeing during 
the Covid-19 pandemic

Pandemic TimelineWhen the pandemic started in March 2020 we 
didn’t press the pause button.  Following the 
closure of facilities and community venues we 
developed a revised Health & Wellbeing Service 
to fit with lockdown restrictions and Scottish 
Government guidelines.
To allow participants to continue to receive 
support, remain physically active and access 
mental health support it was crucial that the 
Health & Wellbeing Service was adapted. This 
was vital particularly for those who were isolated 
or who lived alone. The revised service included 
support, advice and opportunities for participants 
to maintain functional strength and mobility, 
remain active and enable them to continue  
living independently.
We continued to offer as many elements of the 
original Health & Wellbeing Service through 
the use of technology and ensured that it was 
responsive to emerging guidance. This included:

• Telephone Support Programme

• Home Based Physical Activity
Programmes

• Active North Ayrshire Online

• Walking Programme

• Social support

• Mental Health Support

• Doorstep Visits

Closure of facilities
Set up of staff to work  
from home
Contacting all participants 
by telephone to establish 
lists of who needed or 
requested telephone 
support

Identified the need to 
support participants to 
remain active
Introduction of online 
classes using Zoom 
platform
Introduction of virtual 
walking 

Set up private social media 
pages to provide additional 
support and promote  
peer support
Introduce social chat session 
to provide peer support to 
those isolated

Group walking was 
able to start

Brief reintroduction of 
centre based classes for 
only 2 weeks!
2nd lockdown

Introduce doorstep visits 
for more vulnerable
Restart screening 
process for new referrals 

Only 1:1 support permitted 
such as Buddy walks

Reintroduction of  
group walks

March 2020 

May 2020

April 2020

August 2020

January 2021

March 2021

November 
2020

September 
2020

June 2020

July 2020
Introduction of family fun 
fitness classes on Facebook 
live throughout school 
holiday period

Expansion of online 
programme to meet 
demand

October 2020

December 
2020

Introduction of campaign to 
highlight safety measures 
for participants returning to 
centre classes

February 
2020
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Facebook live classes 
introduced available 
for general public to 
encourage those not  
on our programmes  
to remain active

Additional online social 
sessions to help combat 
loneliness during festive 
period



Supporting health and wellbeing during 
the Covid-19 pandemic 
April 2020-March 2021

The Active Lifestyles Team provided support throughout the pandemic. Survey feedback from 
849 participants found that:

35% 
found they 
experienced less pain

50% 
felt their overall 
health had improved

26% 
reported an 
improvement in  
their fitness

29% 
took part in 
programmes to help 
support their mental 
health

41% 
reported one of the 
main benefits of 
taking part was  
social interaction

45% 
felt better and more 
positive after taking 
part in sessions 

35%
reported improved 
mobility 

Telephone Support
Many of our participants are vulnerable either due 
to their age or long term health conditions. During 
the pandemic this meant they had to self-isolate 
within their own homes.
For those who lived alone or if they were struggling 
with their mental health, particularly those within 
the Mind and Be Active programme, the past year 
has been a particularly stressful time, and many 
have found it difficult to cope with feelings  
of loneliness.
For some our support telephone call was their only 
contact and many received calls more regularly 
due to this isolation. Throughout the pandemic calls 
were made on a rotation of either 1, 2 or 3 weeks 
depending on both the participant’s preference and 
the level of support required. 

661 
 people have received 

telephone support,  
We made 7546 calls  

over 12 months

The call provided an opportunity to reinforce the 
importance of staying active and give advice on the 
best way to do this. 
Our team continued to provide telephone support 
for vulnerable participants who were isolated at 
home and when doorstep visits were introduced 
this provided face-to-face contact. This gave those 
most in need something to look forward to and 
many of our recipients say it has been a lifeline  
for them.

142 
online social  
support sessions

595 attendances We supported 693 participants
over the last 12 months 

We provided 674 people with email
support and 32 people with text support

Digital technology to stay connected

Physical Activity Consultant Lorna Harris  
shares her experience of working through 
the pandemic. 
The closure of the leisure facilities happened very 
quickly and then we had to work from home. At 
the start it was a fear of the unknown. We all 
wondered will this last six weeks or six months? 
That made you feel quite uptight. 
Before we started online classes we were initially 
phoning participants to check they were OK and 
encouraging them to still be active and not to sit 
all day, to get up and down and move a bit. We 
gave them a gentle prod into doing some exercise 
if they’d fallen out of the habit. 

We also sent exercise booklets out to participants, 
so they had something to follow at home. This kept 
them ticking over because people don’t always 
remember everything from the class. Throughout 
the pandemic we have continued telephone 
support to keep in touch with our participants. 
At the start of the pandemic it became clear that 
online delivery was going to be the way forward 
to support our participants to remain active. Whilst 
being apprehensive about this I quickly found 
delivering classes in this way part of my normal 
week. I knew all the participants from our classes, 
and it was nice to see familiar faces enjoying being 
active. I also learned the best ways to move and 
position myself so that everyone could see clearly 
what I was doing.
I helped a lot of older participants who were 
struggling to set up Zoom and it’s been really good 
to see how so many of them have taken to using 
technology. We have a 95-year-old who uses 
Zoom now! For many of them it’s the only time 
all week they see people. I think it’s amazing how 
easily we’ve all adapted to the online world.

559
online classses

5608 
total attendances
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During the pandemic the Active Lifestyles Team 
(ALT) had to rethink methods of delivery to support 
participants to stay active. A successful  community 
walking programme was already in place and 
delivered by a network of volunteers. When facilities 
closed in March 2020 this walking programme was 
developed and adapted to support participants to 
remain active within the Government guidelines.
When meeting in person was not permitted an 
innovative virtual walking programme using 
Whatsapp was created. Walks could accommodate 
up to eight participants who all walked within their 
own house or garden so they could still experience 
a local outdoor walk through a live video of a walk 
being led by a member of the Team. Virtual walks 
provided opportunity for connectivity between 
participants, and it was a great way for them to chat 
and keep in touch with others. 
The Team also recorded a series of virtual walks that 
could be emailed to participants for them to enjoy in 
their own time. To keep the walkers motivated fun 
virtual group walking challenges were promoted, 
such as walking to the North Pole!

Walking 
into a better 
future

In August 2020 Government guidelines permitted 
group walking to recommence. Many participants 
were new to walking having previously been part of 
Active North Ayrshire and attending classes within 
facilities. During group walks participants could 
safely meet up and be active with others outdoors. 
When restrictions changed again in January 2021 
and group walks could no longer take place, the 
Team was able to offer support through one-to-one 
Buddy walks. These walks were particularly valuable 
to those who were isolated, experiencing poor 
mental health and in need of the additional support 
to stay active. The team also co-ordinated paired 
walks for participants that would normally attend 
group walks.
For more vulnerable participants who due to health 
reasons or limited mobility were unable to attend 
walks, doorstep visits were introduced. During a 
doorstep visit a member of the team supported 
participants to take a short walk in their local area or 
have a one-to-one fitness session on their doorstep 
or garden.
The programme that has developed during the 
pandemic has highlighted just how valuable walking 
is to keep our participants active and has encouraged 
new partnerships and innovative ways of working 
with our partners. Walking has helped maintain the 
activity levels of many people who would normally 
attend classes within leisure centres and who 
without the motivation to attend a walk may have 
experienced a loss in their physical and  
mental wellbeing.

Ronnie Graham from Irvine was referred to the 
Active Lifestyles walking programme by the NHS 
due to depression which got worse during the 
lockdown. Since joining he has lost five stone and 
his mental health has improved significantly. 
Ronnie (63) was at his lowest point and 
contemplating suicide last March. He had been 
struggling with his mental health for several years 
after losing his job and this led him on a downward 
spiral. Unable to work, Ronnie grew increasingly 
depressed and started to shut himself off from 
everyone. He stopped answering the door and his 
phone because he didn’t feel like speaking to anyone. 
He was experiencing severe money worries, having 
difficulty sleeping at night, and eating all the wrong 
things at the wrong times which led to his weight 
reaching 24 stone.
Ronnie said: “Letters were piling up about the 
money. Sometimes I hoped I wouldn’t wake up in 
the morning because I didn’t know what the next 
day was going to bring. I was in a very dark place last 
year and had even decided how I’d end my life.”
The turning point for Ronnie came last September 
when a friend urged him to come and stay with her. 
She also encouraged him to see his GP and  
as a result he was referred to KA Leisure’s  
walking programme. 
Ronnie gradually built up his fitness and now he 
does two eight mile walks a week. He’s also started 
eating and sleeping better and has lost five stone.
Ronnie explains: “When you are in that dark place 
you don’t realise there are people out there with the 
skills who are just dying to help you if you just put 
your hand up and ask.
“When you head down a downward spiral you just 
get worse and worse but when you start turning that 
corner all the good things feed in and things begin to 
come back the other way.
“KA Leisure’s walking programme came along just at 
the right time for me. I’ve walked 547 miles since the 
beginning of January this year and I’m down to 19 
stone now, which is still heavy but I’ve come  
a long way.”
During the lockdown walking programme 
participants were partnered with a ‘buddy’ so they 
could continue to go on walks safely. Ronnie is now 
preparing to do a 96 mile charity walk this summer 
along the West Highland Way (WHW).
Ronnie added: “These folk have been a blessing to 
me and it’s time for me to pass that blessing on to 
others. I want people to know there is help out there 
for them, they just need to ask for it.”

We organised  

362  
Group Walks  

with 154 regular participants  
and 40 virtual walks with  

318 regular participants
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Weigh to Go!
Weigh To Go is an adult weight 
management programme delivered 
in partnership with NHS Ayrshire 
and Arran. The programme is 
suitable for participants with a BMI 
of over 25. Participants agree small 
achievable goals to fit in with their 
lifestyle, helping them make lifelong 
sustainable changes. 
It is important for people to combine healthy 
eating with physical activity to aid their weight 
loss so we encourage participants to be more 
active and keep a food and activity diary. 
Weigh To Go participants receive six education 
sessions over a 12 week period covering a 
variety of topics including hidden fats and 
sugars, food labelling, eating out and portion 
control. The education sessions are tailored to 
the participant focusing on the most important 
issues to them and aiding them to overcome 
any barriers to effectively managing their 
weight. Diets are not imposed, but rather  
we support and encourage healthy  
lifestyle changes. 
Online group education and exercise sessions 
were offered throughout the pandemic to 
provide peer support and encouragement  
to participants.

Combine  
healthy eating  

with exercise

Six 30 minute
sessions over a 12 

week period

Participants  
are encouraged  

to track food  
and activity

We’ve supported 28
people to lose or manage 

a healthy weight and 
achieved an average 
weight loss of 4 % of 

body weight across the 
programme

High five Helen!
Since joining ‘Weigh to Go’ in 
September 2019 Helen Shield has 
lost nine stone. 
Helen (65) had previously lost two stone through 
her own efforts so her total weight has dropped 
quite dramatically over the last two years from 
24 stone 12 lb to 13 stone 8 lb. Her BMI has also 
reduced from 53.1 to 28 and her blood pressure has 
dropped into the healthy range.
Helen worked long hours as a headteacher and 
then as an educational consultant and she says the 
stress of the jobs combined with an underactive 
thyroid and a sedentary lifestyle contributed 
towards her weight gain. 
She said: “I had no balance in my life, I was working 
all the time which meant sitting all day and some 
evenings. I wasn’t doing any exercise and eating 
too much. 
“I was very overweight and I knew the health risks. 
My blood pressure was borderline high and I didn’t 
want to become diabetic so I had to do something.” 
After retiring from work in 2019 Helen contacted 
an old friend who encouraged her to come to an 
exercise class with her. Helen explains: “I stayed 
at the back of the first class and puffed and panted 
my way through but I did it”
“After the class I said to the instructor ‘I’m probably 
the least fit person here but I am trying to lose 
weight’ but she said ‘it doesn’t matter, you’re here, 
you’re moving and that’s what matters’. She said 
‘we can help you’ and told me about their ‘Weigh 
to Go’ programme. 
“The fact that nobody was judgemental really 
helped me. I think if I’d felt that I was being told off 
for being so overweight I probably wouldn’t have 
gone back but they were just so willing to help and 
non-judgemental.” 
She added: “Since joining ‘Weigh to Go’ I feel so 
much better, it’s been wonderful for me. I’m making 
healthy food choices now and I’m more active. 
“I had got into bad eating habits and exercising 
wasn’t part of my life. Now I will take myself out on 
a walk, something I would never have considered 
doing before because I was so unfit and I just sat in 
front of a computer.” 

Helen had given herself a target of 180 minutes 
of exercise per week but now she is doing 
between 400 to 500 minutes a week thanks 
to a combination of walks, online classes, and 
hillwalking. Through the support from the team she 
has stayed active throughout lockdown which has 
kept her motivated to reach her targets. Helen has 
become so fit that her friends now struggle to keep 
up with her on hill walks!

Then

Now
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Keeping active with Cancer

Move More North Ayrshire is delivered in 
partnership with Macmillan Cancer Support to 
support people who are living with and beyond 
a cancer diagnosis to do physical activity before, 
during and after their treatment. 
This can help people to cope better with the side 
effects of treatment and aid their recovery. We 
also know that improved physical health can be 
beneficial for mental health and wellbeing. 
We offer ‘Move More’ specific classes from 
Gentle Movement (Tai Chi based) to a Move More 
circuit, making sure all participants are supported 
and guided through their exercise regime. 
Our team is highly trained and have specific 
qualifications in cancer rehabilitation which 
gives them the specialist knowledge to support 
participants from point of cancer diagnosis 
to rehabilitation following on from treatment. 
Participants are followed up regularly on the 
programme and physical activity is tailored to  
their needs.
More recently, we have started to deliver 
prehabilitation where we accept referrals from 
cancer specialist health partners for patients who 
are awaiting surgery or treatment. 
The intensive physical activity programme in 
the preoperative stage focuses on increasing 
fitness and strength which has been proven to 
aid recovery. Prehabilitation optimises physical 
and mental health which can improve cancer 
treatment effectiveness and cancer survival.
Throughout the pandemic we supported 
Move More North Ayrshire participants with 
specialised home programmes, online classes 
and social sessions. Most participants within this 
programme shielded due to their cancer diagnosis 
and the online sessions enabled them to stay 
active and keep in touch with others on the 
programme and provided them with much  
valued peer support. 

|      Keeping active with Cancer	

Supporting those with 
cancer:
There is estimated to be 

5,200 people in North
Ayrshire living with and 
beyond cancer

In North Ayrshire 893
people are diagnosed with 
cancer each year

453 people die
every year from cancer

Move More North Ayrshire 
provides a variety of activities:

Circuits

Gentle Movement

Gardening

Macmillan Friendly walks

When my classes resumed again at the Portal last 
July I tried the circuit class. I was a bit apprehensive 
at first because my fitness levels had dropped but 
it was really good because I was encouraged to 
go at my own pace. The class leaders were very 
supportive and encouraged everyone to do what 
they could, and the music helped.
I also joined KA Leisure’s walking group in October 
last year when restrictions lifted a bit. This was 
the first time I’d done something outside since the 
lockdown and it was wonderful to get some fresh 
air and have a blether with my friends again!
When I eventually attended a hospital appointment 
for further investigation in January this year the 
doctors unfortunately found a tumour and I was 
diagnosed with bowel cancer. I had surgery the 
following month and they successfully removed all 
the cancer. I was offered to join ‘Move More’ again 
to aid my recovery, but I told them I was already on 
the programme and I couldn’t wait to get back to  
it again!
I returned to the walking group seven weeks after 
my operation and I’m gradually building up my 
strength and fitness. It’s great to be socialising 
with my friends again, we’re all in the same boat as 
cancer patients so we know what everyone is going 
through and give each other fantastic support.
The leaders are also very well trained and 
knowledgeable about different medical conditions. I 
can’t praise the Team at KA Leisure highly enough, 
they’ve been really tremendous throughout  
the pandemic. 

Jane’s story
Jane Gibson (70) was referred to Move More 
North Ayrshire in November 2017 after she was 
diagnosed with uterine cancer. She also has high 
blood pressure and asthma.

She tells her story:
After recovering from the surgery and radiotherapy 
a member of the ‘Move More’ Team interviewed 
me to find out if the programme would benefit  
my recovery. 
Following this, I was invited to the launch of the 
Move More Programme in Kilmarnock where I 
met the leader of the gentle movement class. I 
attended the Move More gym sessions and gentle 
movement classes at The Portal in Irvine and they 
helped me to feel better because cancer really 
knocks the stuffing out of you and it takes a long 
time to regain your fitness.
I made friends with lots of lovely people at the 
classes and we often went for a coffee in the 
café after class but that all stopped when the first 
lockdown happened last March.
I was feeling anxious at that time because doctors 
had recently found something of concern during an 
examination. However, they were unable to do any 
further investigation when the pandemic started 
and because I had been diagnosed with cancer 
previously I was worried. I was imagining all sorts 
of things and having trouble sleeping. 
It made things worse that I was unable to see my 
children and grandchildren due to Covid regulations 
and I felt a bit lost and very alone. I’m lucky to have 
my husband Tom and without him I would have 
really struggled, but my mental health suffered and 
some days I felt very down. 
The Active Lifestyles Team phoned me every week 
during the lockdown to see how I was doing. They 
also organised an online chat for the participants of 
gentle movement classes.
When online Zoom classes started last July, I was 
thrilled because they gave me something else to 
focus on. It’s not much fun when you are stuck in 
the house every day, there’s only so much reading, 
housework and knitting you can do!
I did three classes a week and they always lifted 
my mood. They gave me something to get up and 
organised for and it was great to see my friends, 
even if it was virtually. The deep breathing and 
mindfulness also really helped my anxiety.  
These classes were my saving grace through  
the lockdowns. 
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Staying 
connected
Social isolation is a priority in five 
of the six localities within the North 
Ayrshire Health and Social Care 
Bridging Strategic Commissioning 
Plan 2021-2022. 
Isolation has been an issue for many people 
during the pandemic as people missed the 
social contact they’d normally get from 
attending classes. As time is restrictive in a 
virtual class we set up online social sessions 
to allow class participants to meet and  
just chat. 
We also introduced doorstep visits to 
support our more vulnerable and frail 
participants and provide some social contact. 
These are particularly beneficial for people 
who are socially isolated, have poor mental 
health or who have been identified as being 
at risk of a fall. During the visit staff complete 
an Invigor8 falls screening assessment and 
then prescribe a home activity programme 
such as taking them on a short walk from 
their house or doing exercises in their garden 
to improve mobility, flexibility, strength  
and balance. 
The progress of participants is reviewed after 
12 weeks and often an improvement is seen 
in their fitness, confidence and mental health 
which then enables them to go along to a 
class or supported session in the community. 
Each participant will be followed up with 
further doorstep visits or telephone support.
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Doorstep visits:
22 people have been supported 
through 1:1 doorstep visits 
 127 
visits have taken place

Visit includes doorstep walk  
or doorstep exercise session 

After six visits:
 45% 
reported an improvement 
in their mobility

29%
said their mental  
health had improved

28% 
reported they were finding 
daily living activities easier

21%
felt their overall  
health had improved

Anne’s story 
Anne Bowden had a severe stroke 
in 2019 and lost all the feeling down 
her left side. She also has diabetes 
and high blood pressure. Since the 
lockdown last year, she has been 
receiving doorstep visits once a week 
from Marianne Baird, a physical 
activity consultant with Active  
North Ayrshire.
Anne’s physical and mental health has improved 
so significantly since these visits that she 
can now sit up in bed on her affected side, 
something she thought she’d never be able to 
do again. 
Prior to the pandemic Anne (79) attended Aqua 
Fit and Falls Prevention classes at The Portal 
in Irvine. 
And although Anne lives alone after her 
husband Billy passed away six years ago, her 
house was always busy with friends and family 
visiting but all that changed overnight last year 
when social distancing became the norm and 
Anne had to shield. 
Anne’s family continued to visit her through 
the pandemic, but they couldn’t be there all the 
time and they were worried about her mental 
well-being. The doorstep visits gave them some 
peace of mind and took some of the pressure  
off them. 
Anne said: “I was feeling very low and isolated 
during the lockdown, I was doing next to nothing 
and barely going out on my own. 
“I was really down on my knees and losing 
interest in life when Marianne phoned to ask if 
I’d like doorstep visits. I was thrilled, her call gave 
me such a boost.” 
Anne continues: “I had fallen into a rut but her 
visits gave me something to look forward to and 
motivated me to do things again. I can’t tell you 
how much I appreciate her visits, they give me 
the kick I need! 

“Although my family is a great support, it’s so 
nice to see someone else too. It helps to fill my 
day and provides a bit of structure to my week.”
As well as doing socially distanced chair and 
stand-up exercises with Anne, Marianne also 
accompanies her on walks in the local area. As 
a result, Anne’s less frightened about falling 
and has become more confident to go out on 
short walks alone. She also finds it easier to get 
dressed and undressed on her own. 
Anne said: “I rely less on my grabbing device 
to step into and pull up my clothes, I can even 
reach round to my back now. I can move position 
in bed now, something I have not been able to 
do since my stroke. 
“Previously if I fell asleep on my left side, I would 
get stuck, but now I have the strength to move 
myself. I can also sit up in bed on my affected 
side now. It’s really incredible. 
“I’ve made such terrific progress in the last year, 
I would never have imagined it. I really can’t 
thank the team enough for all their help.”
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Mind and Be Active 

The Mind and Be Active (MBA) project provides 
support to help improve participants mental 
health and wellbeing through supported physical 
activity. A single bout of 40 minutes of aerobic 
exercise is enough to increase ‘feel good’ 
chemicals and improve mood in the short term. 
Due to this the body can respond better when 
placed in situations of stress. 
The team has completed a specialist qualification 
in Exercise and Mental Health to enable them to 
effectively support MBA participants to increase 
their activity levels and improve their mental 
health. The team is able to support participants 
with mild to moderate through to severe and 
enduring mental health problems. 
The team has been working throughout 
lockdown to continue to provide support and 
encouragement to participants to help them stay 
physically active and socially connected. They 
created a closed Facebook group to enable this 
social connection which has been a great success 
and a lifeline for many. They also delivered 
specific online fitness classes, chat sessions 
and virtual walks open only to those on the 
MBA programme. Participants have shared their 
amazing stories of success on the Facebook page 
which has inspired others.

Five super stats about our 
Mind and Be Active Facebook 
support group

236
people have received  
support through MBA over 
the last 12 months

32 new
referrals 

93 MBA
specific online 
classes
435 attendances

87  
social support 

sessions
385 attendees

141 
people received 
telephone support 
92% were supported to 
remain active at home 

253 
1:1 Buddy  

Walks 
61 Participants  

supported

|      Mind and Be Active

140 members

1171 posts

3012 comments

8686 reactions

53 live support sessions for physical
activity, social support and healthy eating 
which received 2061 views  

One participant wrote on the Facebook 
page: “Thanks for creating this, it is great 
and just what I need for the support.”

 69% of participants
reported improved 

mental health 

58% said their
overall health had 

improved

Gemma’s story 
Gemma Gilfillan (29) who is part of Mind and Be 
Active received support from the programme to 
help with her recovery from alcohol dependency
Gemma started drinking heavily when she was 22 
and her drinking got worse after she lost her mum 
to lung cancer in 2017 when Gemma was 26. She 
was depressed, self-harming and feeling suicidal. 
She was placed into a rehabilitation programme 
and attending the gym was mandatory. This was 
the first time she had ever been to a gym and she 
discovered she loved it, especially running and 
lifting weights and that’s when she met Celina 
from the ALT. 
Gemma recalls: “I hardly said two words at 
first because I’m quite shy but we got to know 
each other, and I looked forward to our chats. 
Sometimes I had a rant with her, I was angry with 
the world that I’d lost my mum. But no matter how 
bad I was feeling my mood always lifted after the 
gym and it kept me occupied and took my mind  
off drinking.
Two or three months after finishing rehab Gemma 
started drinking and self-harming again and Celina 
could see she was struggling to cope. Gemma 
explains: “I felt suicidal and Celina sat me down 
one day for a serious chat. She said I had to do 
something before things got worse and suggested 
I attend AA sessions to keep myself on track. I 
went to AA in 2018 and I’ve been going ever since 
If I hadn’t joined MBA I don’t know where I would 
be by now. They have been absolutely fantastic. 
It’s just so good to know that someone cares about 
you. The team saved my life.” 

Gemma has tried aqua classes and loved them so 
much that she also learned to swim and dive! 
Gemma has been an active participant throughout 
lockdown on the MBA Facebook page. She posted 
on the page “Just want to write a wee post to thank 
MBA for basically saving my life. Today at nearly 
29 years old I celebrated being 23 months sober 
today! I came to MBA straight out of rehab back 
in 2017 to get some fitness and boost my mental 
health. With encouragement I got help with my 
drinking and I started gym sessions with Celina 
and haven’t looked back since. The activities and 
support throughout lockdown have been great. 
It’s given me the encouragement that I needed to 
continue with my fitness. I have been walking at 
least 6km a day and taking part in the classes on 
the group page when I can. I join in the social chat 
sessions during my break at work which helps keep 
me motivated and it’s lovely to see the team and 
others from the programme. My eyes are bright 
and I’m loving life, so, thank you MBA!”
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Getting 
stronger 
every day

Marjory has known the team for a number of 
years as she previously attended classes and they 
supported her recovery after she had a fall and 
fractured her hip. Marjory said: “The team are all so 
supportive and very good with people like myself 
who have disabilities. 
“I have benefited considerably from walking with 
them, I am stronger and faster. 
“My confidence has been boosted because I’m less 
worried that I may fall over. This helps with daily 
living tasks and enables me to do so much more 
which improves my quality of life. 
“Everyone in the Active Lifestyle Team has been 
a great support through the pandemic. They’ve 
always thought about what they can do and 
opened up online classes so that we can have  
them again.” 
Marjory has also embraced technology and 
participated in online classes when the weather’s 
not been suitable for outdoor activities. These 
include gentle movement, strength and balance, 
yoga and neuro rehab. 
She explains: “The classes have aided with 
my rehabilitation and have benefited me both 
physically and mentally. They always boost  
my mood. 
“My endurance and strength, specifically in my 
arms and legs, has vastly improved. As a result, I 
suffer less from fatigue and back pain. I am grateful 
that I have been able to take part in so many 
activities, as well as being able to get out and  
enjoy nature.”

Marjory Orr was diagnosed with Multiple Sclerosis 
(MS) seven years ago and has attended KA Leisure 
classes for ten years. When these stopped during 
the pandemic she started doing 1-2-1 walks with a 
member of the team and online classes. 
Marjory has attended classes at Vikingar for ten 
years, she especially enjoys Keep Fit Low and  
aqua classes in the swimming pool and says  
she made most of her friends through attending 
these sessions.
Marjory said: “We do a bit of aerobics, stretching, 
weights, steps and dance which I find quite difficult 
as my coordination and balance isn’t great, but I’m 
working hard to improve this. 
“I really enjoy the companionship of classes. For  
me it’s not just about the exercise, it’s very sociable 
 as well.”
While these classes have not been available due 
 to the pandemic, Marjory has been going on  
one-to-one walks, with members of the Active 
Lifestyles team.

Lynn

Lynn Mathew, 
Couch to 5K 
participant
I just want to say a great big thank you to 
all the team at KA Leisure for setting up and 
running the Couch to 5K programme during 
the last few months. I really can’t believe that 
I have run a full 5K (I have one final one to do). 
I would never have done that without your 
motivation and support. 
I hit 60 in December, my waistline and weight 
were the highest ever and I was experiencing 
the occasional hip niggle and my face starting 
to look pasty. I knew I needed to get a grip 
before I became an ‘old’ 60 year old letting my 
health and fitness slide because of my own 
laziness. And I certainly want to be fit and active 
when I’m 70 and beyond. 
So, when I saw this programme I thought I 
would give it a go as I couldn’t go to the gym. 
But I’m a bit of a wimp and I like the cosy 
warmth, so when it was rainy or windy or 
cold (as it was in February and March) I was 
perfectly happy sitting in bed in the morning 
with a cup of tea browsing Facebook. 
But then I’d see your morning motivational post 
or read posts from those who had already got 
out of bed really early and run, or run late at 
night after a day’s work, and it made me get out 
of bed to run. My husband thought I was crazy! 
I’m also bad at telling myself I can’t do 
something, so the ongoing motivation has 
been superb.
I struggled particularly in week four and at the 
start of week eight, but the support available 
made me determined to succeed. The whole 
experience encouraged me also take up the KA 
Leisure online kettlebell classes, and I changed 
my diet (I still like my wine though!)
So, thank you very, very much. You have helped 
me change my whole outlook. I have run 5K, 
lost 10lbs in weight and 2 1/2 inches from my 
waist and feel great! I will continue to run three 
times a week as well as do various classes and 
get back to the gym. 
A big shout out to all the KA Leisure team, 
both the instructors and administrators, who 
have kept things going under very difficult 
circumstances, and a special shout out to the 
Couch to 5k team. xx

Sharon McIntyre is a physical activity consultant 
and usually leads a weekly aerobics class for 50 to 
80 year olds at Whitlees Centre in Ardrossan. Her 
classes stopped during the pandemic when the 
community centre closed but she continued  
them online.
I had a regular attendance of around 20 women 
of all shapes and sizes with a range of abilities but 
the one thing they have in common is they love 
mixing exercise with fun. Generally after class we 
all support the cafe by buying their teas and coffees 
and catch up on all the latest gossip. 
Then Covid struck, life ground to a halt and we 
asked, ‘what are we going to do?’ 
To begin with we phoned participants to check 
everyone was safe. They all said all they wanted to 
do was exercise. Eventually when we realised that 
there was no hope of getting back into the centre 
and life would not go back to normal immediately, 
I braved the internet and worked out how to take 
classes online. I knew it was the only forward to 
help our community while this pandemic continued.
After some trial and error on a regular basis, not 
only from myself but the women too, we got there 
in the end and everyone was happy to be able 
to dance around whatever room was tidy in their 
house. They managed to have a little chat either 
before or after class, and we even held a Christmas 
party after one of our sessions and celebrated by 
wearing festive attire.
There was a light at the end of the tunnel when 
we eventually were allowed back into the centre, 
but it was short lived for only two weeks. The look 
of despair on their faces was heart-breaking. The 
classes are a lifeline to these women for freedom, 
healthy living, social engagement and to get peace 
from their other half for at least two hours.
We introduced Move GB, which was another new 
IT device to learn but I managed, and to date these 
women still continue to greet me twice a week 
with their cuppa in their hand, ready for me to 
energise them until we can get back to exercising 
in the centres again. None of us like change but it’s 
surprising how quickly we adapt to be able to enjoy 
the things we love most.
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Looking back
The impact of the Coronavirus has been 
profound. The last year has presented major 
challenges for the entire organisation, both 
operationally and financially. We have 
overcome many obstacles and introduced new 
working practices to maintain the delivery of 
the Health & Wellbeing Service. 
The Active Lifestyles Team has provided vital 
support to people in communities across North 
Ayrshire, giving people encouragement and 
reassurance when it was needed most.

COVID-19 immediate 
response

Adaption and
innovation

Continued service
provision

Support for
participants

Collaboration  
with partners

Being agile enabled 
us to offer a quick,  
effective response to the 
immediate impact of the 
pandemic and ensured  
continuity enabling us to 
engage with participants 
to maintain activity 
levels and support 
vulnerable participants

We worked creatively 
to adapt existing 
modes of delivery 
and developed new 
programmes to 
support the physical 
and mental health 
and wellbeing of our 
participants

When the 
pandemic started 
we didn’t press 
the pause button.  
We developed a 
revised Health & 
Wellbeing Service 
to fit with lockdown 
restrictions and 
Scottish Government 
guidelines

The support we 
provided was designed 
around the needs 
that emerged due to 
nature of the pandemic 
and the adaptability, 
dedication, and 
commitment of the 
Active Lifestyles Team

Partnership working 
is at the heart of 
all that we do, we 
strengthened our 
relationship with 
existing partners 
to ensure we were 
providing support to 
those who needed 
 it most

Key Learnings 
1. The Health & Wellbeing Service was deemed

essential prior to the pandemic emerging,
and now a year on its importance has been
reinforced. We know that prevention, early
intervention and enabling people to access the
right support at the right time is critical.

2. Partnership working is embedded in our
approach, but by deepening partnerships we
were able to focus more on outcomes, creating
more opportunity for co-production to ensure
we were targeting the most vulnerable and
isolated people within our communities and in
doing so tackling the inequalities that have been
exacerbated by the pandemic.

Despite the challenges of the pandemic during 
the past year our innovation and ability to 
adapt fast to changing circumstances has 
added real value to our service and we have 
learned so much to help us in the future.
We’ve identified five key areas of focus that 
contributed to the positive impact of the Health 
& Wellbeing Service during the pandemic

3. The development of a performance
management framework has enabled us to
continue to support people and respond better
to outcomes we share with North Ayrshire
Community Planning Partners.
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The Health & Wellbeing Service is one of the 
key ways we’ll support people in North Ayrshire 
to move forward from the pandemic. It’s a 
critical part of delivering our organisation’s 
recovery and renewal programme and will help 
respond to the collective challenges we face as a 
Community Planning Partnership.

To do this, we will reflect on our learnings during 
the last year, work with our partners, and deliver 
opportunities for co-production to ensure our 
programmes are responsive to the needs of our 
communities. In doing so we will also achieve 
our organisational ambition of a North Ayrshire 
that is more active, more often. 
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HARP rehabilitatixon programme

Venue class programme
Doorstep visits

Home activity programmes
ANA online

Education & self-management
Social support

Green health opportunities
Telephone support

Improved Mental Health and Wellbeing
Reduced Social Isolation

Reduced Inequalities 
 Engaged Communities Increased  

Self Confidence
Improved Function of Daily Living

Increased Awareness of  
Benefits of Physical Activity

Self-management of Health Conditions 
Prevention & Early Intervention

Increased Physical Activity Opportunities
Increased Collaboration & Co-production

Going forward, our Health & Wellbeing 
Service has been developed and will 
focus on four key areas of delivery:
1 . Active North Ayrshire (ANA) 

2 . Community Outreach

3. ACTIVATOR

4. Bridgegate Active Zone and Health
and Wellbeing Hub

Fit for the future
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The positive impact of the Health & Wellbeing 
Service during the pandemic has given us a strong 
foundation on which to develop and shape our 
future delivery. The following development areas 
are underway;

Bridgegate Active Zone and 
Health & Wellbeing Hub
Our new innovative venue in Bridgegate opened in 
May 2021. Located in the heart of Irvine, it offers 
a range of physical activity opportunities and 
health and wellbeing initiatives for all ages. The 
venue will provide an opportunity for partners to 
offer accessible services to specific target groups 
and support engagement with individuals who 
traditionally may not have accessed our leisure 
venues and activities.

Outdoor Activity Programme
We are fortunate to have some of the best outdoor 
spaces, beautiful beaches and countryside in North 
Ayrshire and future projects will develop outdoor 
activities and opportunities to encourage use of 
these green spaces. This will include family physical 
activity sessions, outdoor community wellbeing 
initiatives and gardening growing opportunities. 
The development of these initiatives will enable 
more people to access the outdoors and help 
improve mental health and wellbeing.

Walking for Health
The development of the Walking Programme 
highlighted the need to offer alternative methods 
of support to enable people to remain active. 
Supported by North Ayrshire Health and Social 
Care Partnership and the North Ayrshire Green 
Health Partnership  we secured funding from Paths 
for All to appoint a “Walking for Health Coordinator” 
to develop walking opportunities across North 
Ayrshire. The programme will prioritise supporting 
existing walking opportunities and developing new 
walking opportunities across North Ayrshire.

Engaging Vulnerable 
& Isolated Groups
Two innovative service features which were 
introduced during the pandemic will be continued 
following funding received from North Ayrshire 
Council’s Addressing Future Needs Fund.
• One to one support was introduced for our more

frail and vulnerable participants who  
were at high risk of experiencing a fall and losing 
confidence in functional capacity. Doorstep 
visits offering functional assessments and 
tailored physical activity sessions to increase 
strength and balance were provided.  

• One to one Buddy Walks using the ‘Walk and
Talk’ initiatives provided individual support for 
participants with mental health issues such as 
depression and social anxiety. Participants were 
supported to progress to attend group walks to 
benefit from social interaction and peer support.

Previously, the Health & Wellbeing Service would 
not have been able to accommodate this individual 
mode of delivery.

Mental Health and Wellbeing 
We are dedicated to promoting the positive 
benefits that physical activity has on mental 
health and wellbeing. As part of our future 
developments, our innovative programme, ‘Mind 
and be Active’, will be developed to 
accommodate children and young people. We 
will work with health partners, young people and 
their families to co-design and pilot 
physical activity interventions to support 
mental health and wellbeing. Key features will 
include digital peer support, outdoor physical 
activity interventions and enhanced social 
interaction opportunities.

Future plans Moving forward
As a committed member of the North Ayrshire 
Community Planning Partnership, we are dedicated 
to working collaboratively with our partners and 
like-minded organisations to increase activity 
levels, reduce inequalities and improve the  
health and wellbeing of our communities  
across North Ayrshire.  
Encouraging and keeping people active remains our 
primary goal, however, the pandemic has presented 
new challenges in how that is achieved. In addition, 
it has brought into stark focus the importance of 
using physical activity as an intervention to address 
public health, support underlying health conditions 
and engage with communities. 
We are recognised for our approach and so 
funders and partners can be confident in our 
ability to adapt and evolve. To remain successful, 
sustainable and continue to support more people 
on their own journey to become healthier we will 
focus on the following: 

KA Leisure Health & Wellbeing 
Service Strategic Partnership
We have demonstrated our commitment to 
partnership working and to respond dynamically. 
Nurturing existing, and developing new 
partnerships will be crucial to ensure we can fulfil 
and achieve our future goals. We will establish a 
strategic partnership to allow us to have both a 
strategic and coordinated approach to  
future delivery. 

Evaluation and Social Return 
On Investment
We are passionate about using social physical 
activity opportunities as a mechanism to engage 
and empower communities across North Ayrshire 
and will continue to include process and impact 
evaluation activities from both a quantitative and 
qualitative perspective to guide strategic direction, 
improve service delivery, maximise resources, 
communicate with key partners and demonstrate 
impact. We will undertake a Social Return On 
Investment to demonstrate the impact our service 
has on the quality of people lives and the social and 
financial value that the project has to our partners.

Health Inequality Impact 
Assess
Responding to the direct impact of COVID–19 
has reinforced the importance of our contribution 
to improving health and wellbeing and reducing 
health inequalities. Our future developments will 
include concurrently implementing a health impact 
assessment process, to provide a mechanism 
to ensure that any potential negative impacts 
are minimised and that opportunities are taken 
to improve the health and wellbeing of further 
vulnerable population groups. 

Future Funding
The Health & Wellbeing Service relies on external 
funding to provide person centred physical 
activity interventions through a multi-disciplinary, 
holistic approach. This ensures we can effectively 
contribute to local and national outcomes. Securing 
external funding will continue to be essential for the 
sustainability and development of the Health and 
Wellbeing Service.
We’ve strengthened partnerships and increased 
our resilience to ensure we can be more responsive 
in future. Our confidence to engage with more 
people and respond to local priorities is here to 
stay. It’s the combined effort and impact of all our 
individual projects that make us determined to 
keep improving our services and to reach even 
more people to reduce health inequalities in the 
future. We also have the confidence to persist with 
our approach and an appetite to do more where 
there are still gaps. We will continue to learn from 
existing evidence, insight and experiences, as well 
as lessons that we learned during the pandemic and 
creativity and innovation will continue to be key in 
our approach.
We are very grateful to all our partners for their 
continued support and funding, without them 
we wouldn’t be able to continue to offer these 
valuable services. We are continuing to explore new 
opportunities to secure funding and partnerships to 
further our ambitions to achieve our organisational 
ambition of: North Ayrshire, More Active,  
More Often.
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The Health and Wellbeing Service is one of the key 
ways we’ll support people in North Ayrshire to move 
forward from the pandemic. It’s a critical part of 
delivering our recovery and renewal strategy. This 
will help respond to the collective challenges we face 
as a Community Planning Partnership.

To do this, we will reflect on our learnings during 
the last year, work with our partners, and deliver 
opportunities for co-production to ensure our 
programmes are responsive to the needs of our 
communities. In doing so we will also achieve our 
organisational ambition of a North Ayrshire that is 
more active, more often.

26   

22 Quarry Road, Irvine KA12 0TH



1

Recovery & Renewal 
Interim Update Report
Incorporating Financial Information 2021/2022

Appendix 2



North Ayrshire, More Active, More Often 
Underpinned by our existing priorities of:    

In February 2021 North Ayrshire Council 
Cabinet approved the KA Leisure 
Recovery and Renewal Plan. The impact 
of the COVID-19 pandemic has been 
profound presenting us with major 
challenges both operationally and 
financially. Our Recovery and Renewal 
Plan addresses the key challenges, 
identifies priorities and future direction 
as we adapt following the COVID-19 
pandemic. 

Due to criticality and magnitude of our current 
situation, North Ayrshire Council committed to 
work with us and support us financially as we 
implement our Recovery and Renewal Plan and 
improve our financial resilience during 2021/22.

This is a time critical focus for business 
sustainability and development, requiring 
a robust governance framework to provide 
assurance on its implementation and success.

This interim report provides an update on 
progress, organisational performance, financial 
projections and identified actions over the 
coming months.

Introduction  

Balancing inclusiveness, 
accessibility and 

affordability with charitable 
sustainability.

Expanding our reach to 
maximise the impact on 

the health and wellbeing of 
North Ayrshire.

Contents

Introduction	 3

COVID-19 Recovery Progress and Performance	

Performance	 4-6

Venue Portfolio	 7

Reinvent & Reimagine	 7-8

People & Partnerships	 8

Financial Information	

KA Leisure Projected Deficit Position Financial Year 2021/22	 9

Looking Ahead	 10

Our approach to recovery and renewal builds on the existing priorities and 
organisational strategy to achieving our ambition of:  
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5,250 Total 
attendances

COVID-19 Recovery Progress an 
Performance

MembershipsPhysical Activity 
on Referral 

 

1,485 Attendances 

196 Online Classes

Combined Website 
and COVID Portal  
Views

Sessions 197,724
95,732 Users

Social Media

Facebook 
Reach831,000 
Twitter 
Impression 156,200 

Encouraging and keeping people active remains our primary 
goal, however, the pandemic has presented new challenges in 
how that is achieved. In addition, it has brought into stark focus 
the importance of using physical activity as an intervention to 
address public health, support underlying health conditions 
and engage with communities.    

Beyond the immediate challenges and disruptions, the pandemic has shown many aspects of our 
organisation at its best. We have developed new ways of delivering activities whilst restarting and 
expanded existing provision.

5

Mind and Be 
Active 

270 People Supported

174 Facebook Group 
Members

2,273 Post 
Engagements

2 Support Sessions 
per week

4,538Fitness & Swim 
Members

491 Golf

#STAYACTIVE 

April – August 2021 

Walks

Group Walks158
702 Attendances

Buddy Walks  65
Bridgegate Active 
Zone and Health and 
Wellbeing Hub

Opened May 2021

44 Attendances

Buddy Walks  176

Children & Young 
Peoples Mental Health 
Pilot Project

12 Week Project

Families Supported  6

Partnership with CAMHS

15 Sessions Delivered

Doorstep Visits

People Supported31
159 VisitsLearn to Swim

Participants per week773

Elevate Online 
(Since April 2021)

 Total	 3,631 862
Attendances Classes

825 Members

ONLINE

Summer of Fun

 

1,452 Attendances 

311 Centre classes

Community Sport 
Programme

Sports12
42 Classes per week

CSP
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l  Venue Portfolio  

l  Reinvent & Reimagine 

l  People & Partnerships 

Regaining pre-pandemic performance remains 
our goal, however, we recognise this will 
be challenging and is time critical. We have 
established a strong foundation and have identified 
three key areas where we will concentrate our 
efforts to gain the greatest impact:  

Venue Portfolio  
Our venues remain key to supporting positive 
health and well-being. During the first part 
of the financial year revised operations have 
successfully been implemented to mirror 
customer needs and optimise operational 
efficiencies across our aquatic and health 
and fitness provision. Further venue reviews 
are being undertaken in line with changing 
community needs and the introduction of new 
products within our health and fitness portfolio. 
    

Reinvent & Reimagine 

The world that we were active in has changed 
quite considerably and the impact of the 
pandemic will be a feature of our daily lives for 
the foreseeable future. 

We have, and continue to adapt, innovate, 
and expand our current service provision to 
meet the requirements of a new operating 
environment, increase participation levels and 
build capacity to generate income ensuring 
our sustainability.  

Fitness  

Customer visits to fitness activities normally 
account for over 50% of annual visits and over 
£2million annual income. During the pandemic 
we have experienced a loss of over 50% of 
our fitness memberships. The introduction 
of new health and fitness products and 
membership categories in the coming months 
will increase membership sales, membership 
yield and income streams. The introduction of 
new products will be supported by industry 
renowned Health and Fitness Specialists to 
improve overall service provision and meet the 
financial targets identified in the Recovery and 
Renewal Plan.

Included within our revised product portfolio 
is our Outdoor Elevate Fitness series. The pilot 
has successfully launched at the Portal and 
during the coming months our ‘Fitbox’ outdoor 
concept will be rolled out at other venues 
in North Ayrshire. In addition to our venues 
we have been actively utilising our urban 
and green space environments to expand 
our health walk programme and community 
garden initiatives. 

Furthermore, during the coming months our 
newly revised Elevate Series small group 

training and Personal Training products will 
be launched along with our new weight 
management programme and the introduction 
of innovative group exercise provision. 

Health and Wellbeing Service 

The Health & Wellbeing Service was deemed 
essential prior to the pandemic emerging, 
and now a year on its importance has been 
reinforced. We know that prevention, early 
intervention and enabling people to access the 
right support at the right time is essential. 

The service continues to deliver innovative 
programmes through collaboration with key 
partners and engage with priority groups, 
including those who are vulnerable, isolated 
and at greatest risk of inactivity. 

A report has been produced to outline the 
Health & Wellbeing Service response to the 
COVID-19 pandemic from April 2020 to March 
2021. It captures our pandemic experience 
and the impact on our service, reflects on our 
achievements, shares inspiring participant 
journeys and provides strategic direction for 
our future delivery. 

Going forward, our Health & Wellbeing Service 
has been developed and expanded to include;  

l Bridgegate Active Zone and Health and 
Wellbeing Hub -  
Our new innovative venue in Bridgegate, 
opened in May 2021. Located in the heart 
of Irvine, it offers a range of physical activity 
opportunities and health and wellbeing 
initiatives for all ages. In addition, the venue 
provides an opportunity for partners to offer 
accessible services to specific target groups 
and support engagement.

l Active North Ayrshire Online –
	 This provides opportunity for participants to 

keep active at home and continue to benefit 
from the condition specific and specialised 
instruction.

l Doorstep Visits -

	 One to one support was introduced for our 
more frail and vulnerable participants who 
are at high risk of experiencing a fall and 
losing confidence in functional capacity. 
Doorstep visits offer functional assessments 
and tailored physical activity sessions 
to increase strength and balance were 
provided. 

We continue to adopt a phased approach to re-opening venues and restarting activities in line 
with Scottish Government guidelines and restrictions. Whilst it is encouraging that we have moved 
beyond level 0, several restrictions remain in place impacting available capacity and therefore 
attendances recorded. 

Performance has been impacted during the first quarter of the financial year by the necessary 
restrictions to prevent the spread of COVID-19. Although, customer visits have increased in 
comparison to 2020 they still remain significantly below 2019 levels. However, as restrictions ease 
there has been a gradual increase in visits recorded. 

Overall Customer Visits Quarter 1
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l Buddy Walks- 

	 One to one Buddy Walks support 
participants with mental health issues 
such as depression and social anxiety. 
Participants are supported to progress into 
attending group walks to benefit from social 
interaction and peer support. 

l Mind and be Active -
	 Our innovative mental health and wellbeing 

programme, ‘Mind and be Active’, is being 
developed to accommodate children 
and young people. Collaborating with 
Child Adolescent Mental Health Services 
(CAMHS), young people and their families 
we have delivered our first pilot project 
offering a range of physical activity 
opportunities and social interaction to 
improve mental health and wellbeing of 
young people in the pre-diagnostic stage 
of Autism.  Due to the success of the pilot a 
further project is due to begin in September 
and will provide us with valuable insight and 
learning to enable us to replicate similar 
targeted projects across North Ayrshire 
Localities.

   
Community Sport    

To enhance the current provision of sport 
and physical activity opportunities across 
North Ayrshire, our ‘INSPIRE’ membership for 
children and young people will be available 
from October 2021, Inspire will provide 
opportunities for children and young people 
to experience sporting activities, arts, drama, 
dance and music. 

This active for life theme continues with the 
development of a recreational programme of 
adult activities. This new programme will offer 
opportunities for adults 16 to 80+ to participate 
in a range of sports in a sociable environment. 

Pricing

While we remain committed to ensuring 
our activities remain accessible, affordable, 
and inclusive, this alone does not guarantee 
engagement with those that would benefit 
the most from participating in physical activity. 
During the current financial year, we have 
supported our partners to provide targeted 
interventions to those most in need. 

In addition, we have introduced a standardised 
pricing strategy to ensure all customers 
continue to receive outstanding value for 
money, while those that need greater support 
receive this in the most appropriate manner. 

The introduction of new health and fitness 
products and membership categories will 
provide increased options for customers and 
assist with developing our financial resilience. 

Digital 

Digital platforms will continue to be an integral 
component of our continued offer. We have 
implemented a solution that combines the 
motivation and social connection of live 
fitness experiences in our venues, with the 
convenience of digital workouts at home. 
Our digital platform provides live class 
streaming and on-demand classes, ensuring 
vital customer engagement and interaction 
is retained whilst still being flexible and 
responsive to current lifestyles.

 

People & Partnerships  
 
Throughout the pandemic our staff have 
demonstrated their ability to work dynamically 
and adapt to different ways of working. Our 
future success will depend on us delivering 
an agile and resilient structure in order to 
effectively deploy the future phases of our 
Recovery and Renewal Plan. 

Structures are being considered in order to 
improve team performance, communication, 
manage workload and improve employee 
health and wellbeing. 

To deliver increased sales of the newly 
introduced products and our memberships 
our people strategy includes the introduction 
of a Sales Team. This will be combined with 
a sales training programme for all existing 
staff to ensure that product range and the 
key messages are promoted to customers 
appropriately. 

Financial planning for 2021/22 was completed in partnership with North Ayrshire Council using a 
scenario planning model based on estimates of the number of months spent in each tier level. Three 
indicative budgets were developed from the scenario planning model. The deficit for each budget 
scenario is noted below:

Financial Information

Scenario 1 £570,116

Scenario 2 £922,133

Scenario 3 £1,211,852

The financial projections have been updated based on current information. Whilst several restrictions 
have eased there are still some restrictions in relation to ventilation and capacity levels that prevent 
activities operating at full capacity. This is reflected in the revised projection below. 

KA Leisure Projected Deficit Position Financial Year 2021/22	

Expenditure £

Employee Costs 4,945,886

Property Costs 1,486,081

Supplies & Services 444,805

Transport & Plant 33,817

Administration Costs 362,200

Payments to Other Bodies 154,581

Finance/Other Expenditure 442,744

Total Expenditure 7,870,114

Income

North Ayrshire Council 2,705,624

Other Income 4,093,210

Total Income 6,798,834

Net Projected Deficit Position for Financial Year 2021/22 -1,071,280

The updated financial projections take 
into consideration delayed access to the 
Community Sports Hub facilities within 
the school estate, the ending of the UK 
Government Retention Scheme, actual to date 
financial information and our phased approach 
regarding restarting and expanding activities in 
line with Government guidance. 

We recognise the projected deficit position 
is unsustainable and that the pace of 

development is time critical. Options to reduce 
the current levels of expenditure are limited 
and our focus remains on re-engaging with 
our former members and introducing further 
innovative and attractive products for our 
customers.   

Financial projections will continue to be 
updated and reported to the KA Leisure Board 
and North Ayrshire Council.   



10

Looking Ahead  

Our approach to recovery and renewal 
builds on our ambition to keep North 
Ayrshire More Active More Often. We 
will continue to work in partnership with 
North Ayrshire Council to improve our 
financial resilience during the current 
financial year to develop efficiency 
savings and optimise income.  

We would like to thank North Ayrshire 
Council for their continued support and 
guidance. 
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