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2 Introduction: 
This report forms part of an earlier review into the Kendal Markets (undertaken by Quarterbridge Project 

Management Ltd), both Indoor and Outdoor.  The previous reports had reached the generally held 

assessment that the Markets were failing to attract visitors in the volumes that are needed to deliver a 

sustainable weekly market, and were impacting negatively on the success of the town centre as a result.  

The earlier report identified an series of factors that were considered to be the ‘Root Causes’ of the 

perceived problem, and proposed a number of interventions the turn around the current failing status.   

This report has been commissioned to gather more robust data that would enable a detailed 

understanding of the problems from the position of the traders and users.  Data was gathered by means 

of face-to-face interviews  with traders and shoppers, taken over a series of days. In addition, 

consultations were held with representatives of the key town centre stakeholders, to gather their 

opinions and seek a understanding of what they thought the current position was, and what if anything 

needed to change.    

Following the on-site consultation exercise in November and December 2018 with both the market 

traders and market users, we have reviewed the feedback in order to assess the relative perceptions 

of how Kendal’s Markets are performing, whether they are meeting the customer’s needs and how they 

can be improved in order to draw increased footfall and become more successful.  

The questionnaire responses and reports can be found in the appendices.  This report seeks to add 

some interpretation to the findings of the questionnaires and proposes a programme of actions to 

address the findings with the objective of turning around the problems identified.   

3 Findings  

3.1 Traders 

The feedback from the traders suggested that most were satisfied with the trading environment and the 

quality, layout and location of the stalls.  They were also of the view that the existing trading hours met 

the needs of their customers.  

The traders reported that footfall is in decline and that there was a general  recognition that the market 

required fresh impetus in marketing, promotion and branding in order to reverse the downward trend in 

visitors and to appeal to the wider tourist market. 

It was noteworthy that the majority of responses were from traders who had been in the market for in 

excess of 21 years, with the next largest group of respondents having traded for between 11 and 20 

years. 

Other themes / issues that were raised included: 

• Need for improved WC facilities   

• Improved car parking provision 

• Lack of proactive management 

• Broader range of traders 

• Better wayfinding signage  

 



   

4 | P a g e  
 

Some of the issues flagged ( eg parking, wayfinding ) are perhaps relevant to the wider town centre, 

but are nevertheless relevant to the markets. 

3.2 Users 

There was a sample size of just over 250 respondents, with approximately half being canvassed on 

site, with the balance being completed online. The majority (over 70% ) travelled less than 5 miles to 

visit the markets and whose age profile ( 60% ) were between 51 and 80. 

The overall feedback through the surveys paints a picture of general satisfaction with aspects such as 

customer service and cleanliness,  but highlighting various areas for improvement including the need 

for a greater variety of stalls and to incorporate more local produce, artisan foods, crafts and gifts. 

There was a lot of constructive feedback from the public consultees with comparisons being made with 

other markets around the region, with Keswick, Ulverston, Skipton and Lancaster receiving multiple 

mentions as being a good market experience. 

Key themes that came out of the public users comments were: 

• Lack of variety of stalls / goods 

• Lacks atmosphere and looks tired. 

• Lack of quality produce 

• Poor WC provision 

• Poor car park provision 

• Does not appeal to younger people 

• Opportunity to extend trading hours 

• More  specialist & themed events 

• More involvement with local traders  

• More stalls 

• To compete  more effectively with the supermarkets – more fruit & veg / butchers etc. 

• More family friendly stalls / events 

• Consistent trading hours / set up times  

3.3 Other Stakeholders: 

We also engaged with other stakeholders in Kendal to canvas opinion in respect of the current market 

provision from which there was a general acknowledgement that the markets were underperforming for 

Kendal as a whole and that an improved markets provision would be of wider benefit to the town and 

should make better use of capitalising on Kendal’s Charter town status. 

Stakeholders Consulted: 

Kendal Town Council 

Kendal Futures 

Kendal Bid 

Praxis – (Westmorland Shopping Centre) 

SLDC - Principal Culture, Arts and Events Officer 

SLDC – Economic Development Team 

Feedback from stakeholders was taken in a joint workshop held in December 2018.  This included 

written submissions with comments on the present and future management styles and formats, together 

with ideas for possible restyling and business improvements.  Much of the earlier analysis of the state 

of the markets was replicated in the comments made by stakeholders, with the need to see the markets 

as part of an integrated town center offering, which extends the attraction to other ‘unique to Kendal’ 

offers, such as the nearby yards.   The overall agreement from the stakeholders was that the Indoor 
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market needed a more radical transformation, with the Bid providing many ideas of what form this might 

take, and the need to co-ordinate the changes with those taking place in Westmorland Shopping Centre.   

Other ideas, including signage and way-marking were raised, to give a branded feel to the markets, are 

echoed in the feedback from traders and shoppers.  Increasing the variety and diversity of stalls was 

likewise another common theme between the stakeholders and feedback from traders and shoppers.  

4 Summary Analysis 
The main analysis of the questionnaires is found in the attached reports in Appendices 1-4.  This 

summary is highlighting some of the systemic issues that need to be recognised in any proposal that 

seeks to turn around the performance of the markets.  

4.1 The missing visitors 

One area of risk that was identified in the planning of the consultation stage was that of only getting 

feedback from existing users, who by their very presence in the market are perhaps in themselves a 

user group which could be described as ‘reasonably satisfied’ with the existing arrangements.  In part 

this has been true; whilst the responses have in some places been critical of the existing facilities, the 

general response to satisfaction of the markets is 67% either satisfied or very satisfied, with just 14.8% 

expressing dissatisfaction Table 1. 

 

Table 1 User Satisfaction with Kendal Markets. 

This however needs to be contrasted with the reality on the ground, and this is perhaps best judged by 

three indicators:  

I. Footfall  - overall estimates of the health of the offering by the numbers attending 

II. Age demographics  - is the market appealing to all age groups or are there groups that don’t 

use the market 

III. Visitor type –  is the market appealing to the wider community of South Lakeland and the 

visitors to the region, or has its appeal fallen to just a small local cluster.  

The answer to these thee questions is shown below: 

Footfall:  Table 2 below indicate in the opinion of the traders the fall in visitors and the corresponding 

fall in sales.   Of note, the traders at the indoor market report the greatest reduction in footfall and sales. 
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Table 2 Market Traders Opinion of Footfall and Sales  

The reduction in footfall is confirmed by users own opinion, Table 3, indicates 69% of users consider 

that they are visiting both markets on similar frequency as previously, and 14%  considered to be less.   

The degree of downturn in footfall and sales from the point of view of the traders is not a quantified 

indicator, giving no comment on the scale of the reduction in either indicator.  The users reduction in 

visits of circa 14%, and by association, reduced spending of 14% (though this direct association is not 

measured in the data collected), represents a significant reduction over a 12month period, and one 

which  if not addressed, will result in a non-viable, and unsustainable market in Kendal.  

 

Table 3 Market Users Opinion of Frequency of Vists. 
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This frequency of visits and spending, as discussed above in Table 3, appears to confirm the opinions 

of users satisfaction with the market where 67% of users were either very or fairly satisfied with the 

markets, and 14.8% of users are very or fairly dissatisfied.  

Demographics: Approximately 55% of all visitors are aged 51 and over, with only 12% of responses 

to the survey being from age demographic of 16-35.  This is perhaps of significant concern as the 

markets are not proving to be of interest to the younger and future user age groups.  This may give 

justification in its own right to seek changes that make the market and town centre, more relevant to 

this demographic group.  Failure to address this factor will result in continuous decline in the footfall 

over the next ten years. Table 4. 

 

Table 4 Demographics of Market Users.  

Visitor type:  89.5% of visitors consider themselves as being ‘local residents’ Table 5, with 76% of 

visitors living within 5miles of the markets Table 6. This confirms the generally held opinion prior to the 

survey, that the town centre was failing to attract visitors from outside the immediate region and in 

particular, the visitors to South Lakeland were not calling into Kendal as part of the general experience 

of the region.  Anecdotal comments about the loss of coach parties of shoppers from across the North 

West were acknowledged as being ‘fact’, and evidenced by the decline of the ‘K’ Village & Clarks Shoe 

Museum and the Westmorland Shopping Centre.   

 

Table 5  Visitor/User by description 
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Table 6 Distance of Travel to Market. 

 

4.2 Opportunities 

From this market research, and from looking at other examples of successfully transformed markets 

elsewhere we can see that there are a number of opportunities to improve Kendal’s offer and strategies 

that can be implemented. 

These could include, amongst others: 

4.2.1 Outdoor Market: 

• Additional stalls  

• Increased variety of products and produce 

• Improved branding & marketing.  

• Adopting a uniform colour scheme and signage package for the stalls. 

• More “hands on” management:   

o  to oversee the selection, recruitment and retention of suitable traders to enhance the 

overall offer,  

o providing day to day on site management to ensure consistency of stall appearance, 

set up / take down practices & times. 

• Signage, wayfinding, promotion ( including online / website ) 

4.2.2 Indoor Market 

• Improved environment  

• Better variety of use to create a more vibrant market with traditional “theatre” 

• Introduction of more fresh food ( Butcher /  Fishmonger / Cheesemonger / Greengrocer / 

Baker )  

• Potential to engage with existing Kendal shopkeepers / stallholder to expand existing 

representation  

• More traditional craft stalls  

• Toys / Gifts 

• Locally produced “cottage industry” goods – eg cosmetics, jewellery, fashion accessories, 

footwear  
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• Interactive / community events – eg craft demonstrations, tastings, cookery classes, children’s 

storytelling 

• Broader hot food & drink provision – with artisan style offering & made on site 

• Improved customer WC’s / welfare facilities & seating 

• Extended hours trading, special events, themed markets – supporting evening economy 

In all the above it will be necessary to develop synergies with the existing town centre retail offering and 

food & beverage provision, as well as the outdoor and farmers markets to engender a complementary 

rather than directly competitive offer.  This was a concern also raised by the BID.  

Proposed new investments in both the Westmorland Shopping Centre and ‘K’ Village, with the additional 

development of two town centre hotels, and new retail and leisure offering  will help towards the 

repositioning of the Town Centre as a tourist destination.  In particular, WSC is proposing to help move 

the town towards more of an evening economy, with leisure options.   The enhancement of the Indoor 

and Outdoor Markets would further strengthen the Kendal offer, and increase the attractiveness of the 

town to the general visitors to South Lakeland.  Comments around later opening from users would again 

support this concept of more evening activity, and being more accessible to the working population of 

the town as well as visitors spending the evening in the location.  

5 Delivery Considerations: 
If some or all of the above opportunities are to be progressed then there are numerous practical, legal 

and financial considerations that will need to be addressed.   

5.1.1 Outdoor Market:  

In terms of the Outdoor market, much of the changes can be made by management over time, once 

the wider management structure is resolved, the business plan formed and firm strategy for delivery 

agreed. The level of capital investment is expected to be low per trading space.  This might therefore 

lend itself to a service agreement for a short to medium term – say 5years with option for additional 5 

years where KPIs are met.  

5.1.2 Indoor Market:  

For the indoor market, it is likely that change through a soft evolution will be harder to achieve and 

that a more radical approach will need to be adopted in order to deliver a step change in the market  - 

with the key challenges being as follows: 

• Comprehensive refurbishment / upgrade of the Market Hall, with high capital investment 

o Upgrade WC / Amenities 

o M&E provision for additional stall provision 

Depending on who takes the risk for the refurbishment works, and the costs of business relocation, the 

capital investment could be with the Council or a future operator.  Where SLDC seek to deliver the 

works and manage the transition, any future management/operations contract becomes less risky for 

the operator, and thus the term of years for the agreement need only reflect this level of risk.   

Conversely, where SLDC seek the operator to cover all the risk capital of the works, then a longer term 

agreement will be sought.   

Alternatively, a joint venture between the Council and a Private Operator, with joint investment 

responsibilities might be considered.  In all models, the level of returns to the Council need to be 

considered in terms of the risk and reward, and the attainment of the wider objectives.   These ideas 

are summarised in Table 7Table 7.  

Location Model 1 Model 2  Model 3 Comments 
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Indoor Market Service Contract Build Operate 
Transfer 

Joint Venture  

Contract type Applicable Applicable Applicable  
Capital 
Investment 

SLDC – Upfront 
capital.  Might be 
agreed sum 
against operators 
proposed 
requirements 

Operator agree 
to fund specific 
levels of 
investment in bid 
and contract 
agreement. 
Some 
contribution 
might still be 
required by 
SLDC – Eg: 
external 
structures 

SLDC and 
Operator agree 
jointly to fund 
capital 
investments   

SLDC cost of 
capital less than 
third party, and 
thus agreements 
over forward 
funding or on 
lending 
(commercial 
terms) could be 
considered.  

Management Operator Operator Operator Third party 
operator to bring 
all new 
management, 
delivering 
business plan as 
per bid 
offer/contract 

Repairs & 
Maintenance 

By agreement: 
Defined areas of 
responsibility in 
contract 
 

By agreement: 
internal R&M with 
operator and 
external fabric 
with SLDC 

By agreement:  SLDC best 
placed to manage 
R&M via service 
contracts.   

Profit Share SLDC <75%  
Operator base 
core fee. 
KIP triggers to 
higher fee shares 
to operator and 
contract 
extension 
Reinvestment 
agreements from 
SLDC profit share 
 

SLDC < 15% 
depending on 
investment. 
 
KPI triggers 
contract 
extension/ 
deferment of 
transfer back to 
SLDC 

SLDC<50% 
depending on 
level of capital 
investment.  
 

Fee sharing 
percentages 
quoted as 
indicative 
examples only, to 
reflect where risk 
and reward is 
carried.  Sales 
and Profit will 
form part of 
overall 
agreements 

Term of 
Contract yrs 

5 + 5 10 + 10 10 + 5 
 
Alternatively: 
Development 
Agreement - 
outside traditional 
procurement term 
restrictions.    Will 
require KPIs to 
manage 
agreement.  

Sufficient time 
required to bring 
about 
transformation 
and incentivise 
operators to 
perform for a long 
term reward.  

     
Outdoor Market Service Contract Build Operate 

Transfer 
Joint Venture  

Contract Type Applicable Not Applicable Applicable  
Capital 
Investment 

SLDC – Upfront 
capital.  Might be 

 SLDC and 
Operator agree 

SLDC cost of 
capital less than 
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agreed sum 
against operators 
proposed 
requirements 

jointly to fund 
capital 
investments   

third party, and 
thus agreements 
over forward 
funding or on 
lending 
(commercial 
terms) could be 
considered.  
Level of 
investment likely 
to be low.  

Management Operator  Operator Third party 
operator to bring 
all new 
management, 
delivering 
business plan as 
per bid 
offer/contract 

Repairs & 
Maintenance 

Rest with 
operator 

 Rest with 
operator  

SLDC best 
placed to manage 
R&M via service 
contracts for 
Infrastructure 
services only -  
Water& Power.  

Profit Share SLDC ≤ 50%  
Operator base 
core fee. 
KIP triggers to 
higher fee shares 
to operator and 
contract 
extension 
Reinvestment 
agreements from 
SLDC profit share 
 

 SLDC ≤ 25% 
depending on 
level of capital 
investment.  
 

Fee sharing 
percentages 
quoted as 
indicative 
examples only, to 
reflect where risk 
and reward is 
carried.  Sales 
and Profit will 
form part of 
overall 
agreements.  
SLDC returns 
lower to reflect 
reduced capital 
inputs.  

Term of 
Contract yrs 

5 + 5  10 + 5 
 
Alternatively: 
Development 
Agreement - 
outside traditional 
procurement term 
restrictions. 
Linked to Indoor 
market 
agreement.     
Will require KPIs 
to manage 
agreement.  

Sufficient time 
required to bring 
about 
transformation 
and incentivise 
operators to 
perform for a long 
term reward.  

Table 7 Delivery Model Options and Comments 
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The earlier report into the options for the Markets commented that  

…we consider the ideal agreement is that of a partnership agreement with the provider, whereby SLDC  

retain an interest in the markets and work with the external service provider to help deliver 

transformation.  The nature of the partnership may include management being transferred to the 

provider, including all operational costs, whilst net profits are shared between the operator and SLDC.   

The decision is then perhaps more to do with the degree of the involvement of SLDC once and 

agreement is in place.  This may need to remain subject to negotiation, and dependent upon the degree 

of experience and track record of the operator.  A phased ‘stepping back’ could be adopted whereby 

the Council gives more and more direct control to the operator as KPIs are achieved and when 

performance is strong.   

5.1.3 Alternative Considerations 

SLDC to retain the management of the market and maintain the status quo. This is not considered 

viable for the market or Town based on the current trend as shown in the financial section and as noted 

within the public consultation.  It is possible that without intervention, the market may cease to exist 

such is the rate of decline.   

SLDC to appoint a market officer/ manager with experience in economic development and market 

management to develop and drive the market forward. Whilst this is looked at as a favourable option, 

concern is raised over an appointment of an individual and their track record, it would be difficult to 

ascertain the experience and attribute any market success through a formal interview process, 

generally, an individual’s success will be backed up by a strong innovative market management 

company. This would be explored further if Stage 1 of the two stage procurement process raises 

concern for the Council in outsourcing the management of the market. 

To close the market. This has not been considered because of the potential the market has to offer 

Kendal, the economic driver a thriving market can be for the Town and the importance of the Market 

Charter for the Town. 

5.2  Key Considerations 

5.2.1 Selection of Operating Model 

Whilst there are benefits to each of the models presented in Table 7Table 7, the preferred model will 

need to be selected prior to going out to tender, this will avoid conflicting offers, and uncertainty in the 

market over the objectives of SLDC and the level of capital investment expected.    

Linked to the selection is the question of whether one or two operators / operating models could be 

considered, with all the related risks and benefits.   

Or 

Should one operator only be selected for both indoor and outdoor.  This would have advantages of 

management and coordination, though may need to be adjusted where stand alone operating models 

have differing levels of risk and therefore term of contract.   

 

5.2.2 Output Requirements 

There will need to be clear briefing documents for the output expectations on each market.  These will 

need to be agreed with officers/ stakeholders and members prior to going to tender.  The above 

discussions give guidance as to the expectations for where change is required, however, SLDC needs 

to consider the range of KPI’s against which it will seek to measure and evaluate the range of offers 
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and subsequently monitor the appointed operator.  These KPI’s and terms of reference will give clarity 

to bidders as to what is expected, the vision for the markets by the stakeholders in Kendal town centre, 

and the quantification of returns expected by SLDC.   

Change Objectives include: 

o Outdoor Market.  

o Physical Changes 

� Improved stall infrastructure – canopies, tables, power/ lighting 

� Uniform visual appearance  - canopies, stall name and products 

� Co-ordinated branding  - design, presentation of stalls 

� Clear signposting  - onsite and online 

 

o Operational and Management 

� Increased variety of stalls 

� Increased use of special events / markets 

� Improved marketing and promotion 

� Increased management involvement   

� Longer opening times – especially evenings 

o Indoor Market 

o Physical Changes 

� Enhanced quality of products and services  

� Craft stalls 

� Change to layout and service 

� Signage  

 

o Operational and Management 

� Improved WCs 

� Improved marketing and promotion 

� Increased management involvement   

� Longer opening times – especially evenings 

KPI’s around performance may need to include a range of direct and indirect indicators, with some 

baseline data against which they will be measured.  This might include:  Number of stalls, variety of 

stalls, hours of trading, set up and take down times, special market events, coach companies including 

Kendal Markets etc. 

5.2.3 Input Requirements  

The pre-selection & evaluation criteria will need to consider what it expects from a future operator, 

and set a base criteria to use in the assessment and selection.   These might include the following:  

• Experience of the operator 

• Willingness / demonstration to use local supplier 

• Quality and reputation  

• Understanding of problems and solutions 

• Vision for Kendal and ambition to grow the markets  

• Investment commitments – Input from Operator / expectations from SLDC 

• Profit share % with SLDC, with consideration for incremental rewards matched to incremental 

improvements, giving greater motivation to the supplier/operator to grow the markets 

• Requirements of SLDC within a partnership agreement 
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5.2.4 Delivery timescale 

 

• One of the most critical decisions concerning the procurement is the delivery timescale, are the 

changes that are proposed to be implemented over a managed period of time resulting in 

incremental transformation, or are they to be delivered in a single project resulting in radical 

transformation.   

• In assessing the strategy, it is required to separate the indoor from the outdoor market, as there 

are potentially different strategies that need to be applied.   

o Outdoor Comments:  

� All changes could be delivered within a short time period following the 

appointment of a preferred operator.  

� Coordination of design, branding, and promotion will need wider consultation, 

though is not complex by nature.  

� Timescale from appointment to implementation of infrastructure:  2 months. 

� Timescale to attract and new stalls, increase diversity and events:  3 – 12 months 

(ongoing for increasing stall numbers). 

 

o Indoor Comments:  

� Building infrastructure changes will require a long period of planning, design 

procurement and implementation following the appointment of a preferred 

operator. This assumes that regardless of the model for operation, the operator 

will seek to have influence / control over what is being proposed in the 

alterations.  

� Coordination of design, branding, and promotion will need wider consultation, 

though is not complex by nature.  This to link with the Outdoor markets.  

� Timescale from appointment to implementation of infrastructure: 4-6 months. 

� Timescale to attract new stalls to work alongside existing traders, increase 

diversity and events:  4 – 12 months  

 

 

5.2.5 Procurement  Process:   

The procurement strategy will need to look at how best to deliver the preferred operating model from 

those described in   Table 7Table 7, and move from the present position to a new state.  This future 

state will need to address the various issues raised in the analysis in the most appropriate manner.   

It is recognised that not all the issues raised are directly related to the market.  Though peripheral in 

nature, they are matters which may impact upon future performance, whilst being outside of the 

control of the Market project.  These include: 

• comments made about the lack and quality of the WC facilities in the market and more 

generally Kendal town centre.   This might be a factor that dissuades visitors, or makes 

the experience of shopping in the town an unsatisfactory one.    

• additionally, there was significant reference towards car parking spaces and the desire to 

see free parking to compete with the supermarkets.  

These peripheral matters will need to be addressed outside of this procurement, though in parallel.   

The procurement process will need to be adapted depending on the form of operating model(s) 

selected.  However, it is envisaged that the route below will be typical of the how the procurement will 

progress using a two stage process. The precise arrangements will need to meet the different rules 
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around service & works contracts, or where a Joint Venture is selected, the nature of this will need to 

be defined and procured subject to rules governing this contractual arrangement.  In typical service 

agreements, the bidder / operator has the expectation of receiving a payment for providing the service.  

This payment is then judged as the ‘value’ of the contract, either annually or over the term of the 

agreement.  This in turn will determine the regulations (local and national) concerning the procurement 

route.  In the above summary of model options, there is the expectation that the Council will have no 

ongoing revenue commitment to pay to the operator, and that the operator will generate internal profits, 

which will cover their operating costs.   This then makes the nature of the agreement that is being 

sought, more akin to a hybrid service agreement, which includes a property ‘lease’ agreement which 

falls away on expiry or termination of the service agreement.    

5.2.6 Legal Considerations 

The Legal nature of the agreements with the market stall traders and with the owners of the 

Westmorland Shopping Centre are complex.   SLDC own the freehold to the Indoor Market, however, 

SLDC granted a headlease to the owners of the Shopping Centre, and have a sublease back.  The 

terms of the sublease create certain restrictions that will need to be negotiated with the headleasee 

should changes be proposed.  Further, the Market Charter itself has terms and conditions which will 

also need to be complied with and agreed interpretation of the terms included in advice to bidders.   

5.2.7 Financial Considerations 

The earlier report considered the historic financial performance of the market.  This is summarised 

below:  

 

The income between years 2003 and 2007 included revenue from Ulverston Markets, which was 

estimated at circa £100kpa.  Thus the Kendal Markets were generating circa £170kpa during these past 

years.  The table below indicates that this is still much the same even up to 2018/19 

 

In real terms there has been a fall in the value of the revenue to the Council.  Since 2007/8,  the fall is 

over 40% as measured by RPI.  Therefore, any consideration of future income generation and 

contribution of revenue to the Council will need to reflect on the probability that income growth without 

transformation is unlike to happen.   

Table 8Table 8 below indicates the budget expectations for the Market profit towards the general 

overhead charge for the next five years.  

Year 18/19 17/18 16/17 15/16 14/15 13/14

Income £ 178,070       169,555       176,003       171,348       177,421       169,170       

Net Surplus £ 46,497          48,710          47,524          51,599          56,353          43,384          
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Table 8 SLDC Approved 5yr budget 

 

Whilst this reflects only modest growth, if nothing changes to the management of the markets, this 

performance is unlikely to be achieved.  The customer survey indicates a 14% reduction in user visits, 

which is expected to be reflected in falling sales and therefore pressure on any future rental growth.  

Whilst there in no current agreement as to how future profits will be shared, it needs to be recognised 

that change is going to require capital and revenue investment.  That is the Council may need to help 

fund some of the capital investments and at the same time forego, at least in the short term, any or all 

revenue streams, whilst profits are reinvested into the markets during the transformation.  

6 Conclusions 
The consultation has confirmed many of the thoughts and conclusions reached in the initial review of 

the markets, with some very strong data in support of taking positive actions to change the current 

model to avoid a further decline.  The support comes from Traders, Users (shoppers) and the wider 

Kendal business community (stakeholders).  The survey has raised the concern over the speed of 

decline, which allowed to continue will result in the need for more radical transformation.  When 

compared to successful market towns, it is clear that Kendal has fallen behind in terms of its weekly 

and indoor market offering.  This may not be the primary reason why the town has such low levels of 

tourist visitors during the week, but it is perhaps one of the strong contributing factors.   The very low 

levels of users in the age groups higher than 35yrs, is a real concern, and change must address the 

needs/wants of these groups.  

7 Recommendations 
In reviewing the findings of the consultation and the considerations of previous studies, it is our 

recommendation that SLDC progress with the following:  

7.1 Model for delivery: 

The Build Operate and Transfer Model is our recommendation for the future operation and management 

of the markets.  This would incorporate the following characteristics: 

• Ideally this would be a single agreement across both the indoor and outdoor market.  To 

separate the markets between different operators would dilute the economic opportunity, and 

potentially create conflict between the markets.  However, we recommend that in the stage 1 

Approved Budgets 2019/20 to 2023/24

Year 2019/20 Year 2020/21 Year 2021/22 Year 2022/23 Year 2023/24

£ £ £ £ £

Total Expenditure (excluding accounting charges) 136,538.00 138,855.00 141,279.00 143,139.00 144,555.00

Total Income -181,952.00 -185,912.00 -189,958.00 -194,092.00 -194,092.00

Gross Profit -45,414.00 -47,057.00 -48,679.00 -50,953.00 -49,537.00

Accounting Charges 35,764.00 35,764.00 35,764.00 35,764.00 35,764.00

Budget Surplus (-) / Deficit -9,650.00 -11,293.00 -12,915.00 -15,189.00 -13,773.00

Adjust for Accounting Charges (which would 

not be a saving) 35,764.00 35,764.00 35,764.00 35,764.00 35,764.00

Budget Surplus at Risk of Being Lost -45,414.00 -47,057.00 -48,679.00 -50,953.00 -49,537.00
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Expressions of interest, that flexibility in the model is maintained to allow consideration of offers 

that seek either one or both markets.  

• Agreement to take the form of a hybrid service and lease agreement.  With the operator having 

a service agreement with SLDC to run the markets for a period of years, subject to various Key 

Performance Indicators (to be agreed).  Whilst the service agreement is in place, there will be 

a lease to occupy the property of the indoor market and periodic occupancy of the outdoor 

market in line with Market Charter terms.  The service agreement will give the right to manage 

the charter market on behalf of SLDC. When this agreement falls away at the end of the term, 

the right to occupy the property will also fall away, with no protection under Landlord and Tenant 

Acts for the right of renewal.   

• Extension to the term of the service agreement say a 10 year initial with option for further 10 

years, based upon appropriate business plan, pervious performance and meeting the 

objectives and KPIs in the initial agreement. 

• The BOT model will not transfer ownership, nor any management rights beyond the initial term.  

The rights to operate the market will also need to be subject to fulfilling the commitments in 

terms of transformation / investment as proposed in the bid document and service contract.  

 

7.2 Capital Investment 

• SLDC will be expected to commit to the repair and maintenance of the external fabric of the 

Indoor market during the term of the agreement, with the Operator being responsible for internal 

repair and maintenance. 

• The Operator will also be responsible for the investment in the indoor market alterations in line 

with their business proposals and commitments within the service agreement.   

• The Operator will be responsible for the investment in the outdoor market stalls, signage etc.  

With SLDC funding the street signage as maybe required.  

7.3 Revenue Return 

• Whilst SLDC are primarily seeking to improve the failing market, and incentivise an operator to 

invest in Kendal, it needs to build into its model an ability to be rewarded from the grant of this 

opportunity.  This might be reflected in a rent of the lease of the property, or a profit share or 

both.  

• During the early years SLDC will need to support the operator in every way possible to deliver 

a successful outcome, and as such may agree to reinvest their income share from the markets, 

subject to agreement on where and how this money will be reinvested.  

• In future years, when the markets are trading significantly better than today (this point to be 

determined by prior agreement in a form that maintains the incentive for ongoing growth),  then 

SLDC may seek to retain some of the revenue returns.  However, it is perhaps prudent to retain 

the option to do so, and set out conditions where its own share will be retained.  For example, 

where investments are not required beyond the ongoing repairs and maintenance.   

7.4 Next Steps 

• Step 1: Prepare Stage 1/ EOI documents for issue –19th April 2019.  

• Step 2 – Return to Cabinet with preferred options following Stage 1 - 05th June 2019 

• Step 3: (Subject on receiving approval to proceed from Cabinet on 5th June 2019) Prepare 

Stage 2 tender documents for issue.- 07th June 2019 

• Step 4: - Evaluation - 12th July 2019.  

• Step 5: - Council Approval required dependent on financial implications from outsourcing of the 

market 23rd July 2019 

• Step 6: - Contract Award - 30th August 2019. 
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