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1.0 Purpose of Report
 

1.1 To outline several proposals which seek to develop a sustainable business model and to 
build resilience within the Council’s Rural Area Play Project (RAPP).  

1.2 Any business income will be used to pump-prime after-school sessions in the more 
deprived areas of East Hampshire.  As part of the Council’s commitment to promoting the 
health and welfare of customers, the service also wishes to provide greater support to 
local working parents who may be looking for reliable and interactive day-long activities for 
their children.  

2.0 Recommendations:

2.1 The adoption of an incremental two-year pricing structure, with an initial review after the 
first twelve months of implementation;

2.2 An extension of the existing programme to deliver the ‘RAPP+’ initiative;

2.3 Work with partners to establish five sessions which will be free at the point of contact for 
vulnerable and disadvantaged families, whilst exploring other options to support our more 
vulnerable children;

2.4 The appointment of three part–time play workers who will be offered annualised hours 
contracts on a three-year, fixed-term basis, (rather than ‘zero-hour’ contracts) to assist 
with staff retention and to allow the project to accommodate both traditional RAPP 
sessions, new opportunities in after-school provision and support longer-day, holiday 
activity sessions (RAPP+);

2.5 The utilisation of a one-off payment of £10,135 from RAPP’s community-raised reserves 
to support the proposed operating changes of RAPP in year 1.  These funds were raised 
by the ‘Friends of RAPP’, a voluntary organisation which formed to provide support and 
assistance for the development of RAPP; and



2.6 In years 2 and 3, to use the £11,000 grant currently paid for the rent for Community First 
at accommodation in Tilmore Road, Petersfield.

3.0 Executive Summary

3.1 This report outlines a more resilient business model to deliver RAPP to establish a service 
for local families to enable parents to keep working or to get back into the work place, 
while improving the welfare and health of their children.  

3.2 This report also proposes many changes including: -
o an increased staffing budget to enable staff to be appointed on three-year, fixed-

term contracts
o an extension of the current programme to include longer holiday provision (branded 

as RAPP+),
o a trial of new after school provision during term time
o a revision of the activities offered as part of Get Activ8d
o a schedule of revised charges for the next two years. 
o developing a series of targeted sessions, which will be offered in conjunction with 

partners and local community organisations, and will be free at the point of access 
and targeted at those most vulnerable children and families

3.3 These proposals will enable RAPP to become more financially resilient, responsive to the 
needs of our customers, provide support to children in areas of limited play or after school 
opportunities and enable working families to continue to work. 

4.0 Additional Budgetary implications

4.1 Currently RAPP operates with a net annual budget of £32,549.  However, this review has 
considered and developed a more detailed budget, which will enable the service to 
operate more effectively and improve overall efficiency.  As a result of the budget review, 
it is requested that the RAPP budget be increased by £10,135, with the additional cost 
being met from the RAPP’s community-raised reserve in year 1, and for the following 2 
years from the £11,000 grant currently paid for rent for Community First at Tilmore road.  
As a result, there will be no additional cost to the overall budget over the 3 years period.

4.2 The net cost will also be partially offset by a review of the pricing structure which proposes 
a gradual increase in sessional charges across the next two years.  Additionally, RAPP 
will be able to pursue many other income-generating opportunities with the stability of all-
year-round staff.

4.3 These plans seek to bring RAPP session charges in line with those of our comparators 
and put RAPP onto a firmer, financial footing and accommodate the measures outlined 
which seek to improve the operation of the project and enable it to appeal to a wider 
section of the childcare market.

5.0 Background and Corporate Strategy & Directorate Business Plans

Background

5.1 RAPP began twelve years ago (2006), the project was developed as part of a national 
initiative to create, improve and develop children and young people’s access to free local 
play spaces. The Big Play Initiative was developed to create opportunities throughout 
England, according to need. ‘Big Play’ funding was specifically targeted to support 



innovation and encourage communities to find new ways of providing opportunities for 
developing and providing children’s play at a local level. RAPP and its sports and physical 
activity counterpart, ‘Get Activ8d’ (which began slightly later in 2008) were initially 
developed with a grant from the Big Lottery Fund, along with financial support from 
Hampshire County Council.   

Current operation

5.2 RAPP sessions run from a variety of community and village halls across the district and 
offers a two-hour play session for children aged from 0+ to 12 years old.   At peak periods, 
such as the summer holidays, RAPP runs two vans and hosts four sessions a day; two AM 
and two PM, with both vans operating from a different location. 
 

5.3 It costs the council on average, £353.00 to run a two-hour RAPP session and the current 
income received for a session varies depending on the number of children who attend; 
income ranges from £60.00 - £100.00 per session.  During 2017, RAPP hosted 105 
sessions in 54 locations across East Hampshire and saw 4,628 children and young people 
access the service. A summary of the locations visited by the service is attached at 
Appendix B

5.4 ‘Get Activ8d’ is designed on the same ethos of RAPP but seeks to promote more active 
and challenging opportunities by offering sport and physical activity sessions.  Get Activ8d 
works alongside sports clubs and coaches and aims to filter young people into established 
sports clubs and organisations where possible.

5.5 Staffing requirements mean that each session is hosted by a Play Leader, supported by a 
minimum of two Play Workers. Staffing ratios are dictated by Ofsted regulations; the length 
of the session and subject to the capacity of the session venue and the ages of the children 
attending.  Children under 8 must be accompanied by an adult or adult carer and they 
remain responsible for the needs of their child throughout the session. 

5.6 RAPP sessions operate across most of school holidays throughout the year, (excluding 
Christmas).  We aim to support working parents, grandparents with caring responsibilities 
and help engage and improve the wellbeing and health of children, those who are local to 
East Hampshire and those families are on low income. 
 

5.7 Despite a growing demand for the service across the last twelve years, it is recognised that 
RAPP has never been established with a formal, permanent staff complement. As such the 
project has not benefitted from the stability of regularly employed, permanently contracted 
staff, consistency of play workers or develop some ‘service resilience’.  As such the project 
has had limited ability to evolve or simply build-on development opportunities as and when 
identified.

Corporate Strategic Plan

5.8 RAPP supports the Council to meet its corporate and social responsibilities in a variety of 
areas:
 Improving people’s lives
 Innovation
 Customer focus
 Entrepreneurship 

Community Business Plan



5.9 RAPP sits within the Council’s Community Team, the Communities Team business aim is 
to be at the hub of the Council, offering excellent community engagement and connecting 
‘people with place’. In response to the specific, rural nature of East Hampshire, RAPP was 
developed around three key priorities: 

i.   How to best meet the needs of children living in East Hampshire, especially those who
     are isolated due to the rural nature of the
     area they live in.
ii.  The limited range of play/ childcare opportunities elsewhere in the district. 
iii. The need to keep children safe and positively occupied during the school holidays, 
     especially if their parents are employed and working

6.0 Options and reasons for the recommending the relevant option

Option 1 – 
Cease providing the existing service

6.1 RAPP focuses on providing play opportunities to children in areas where play and activity 
options may be limited. The service also acknowledges that not every parent can afford to 
access organised play opportunities and in meeting these needs, RAPP provides a 
valuable service.   If the service were to cease, the ‘social value’ to children, families and 
grandparents would be lost.   As such it is recognised that RAPP enables many working 
families to continue to work, which in turn contributes towards our local economy; as well 
as improving the health of children and young people through active play.

6.2 The financial saving to the Council would be £32,549 annually, if RAPP no longer operates.  
However, in terms of impact on the community and local families, no longer operating 
RAPP would be a significant loss in terms of access to affordable play opportunities and 
the positive value that RAPP provides during school holiday weeks. 

6.3 Additionally, in the more remote villages the negative impact would be even greater.  

Option 2 – 
Continue providing the service in the way it is currently provided (‘status quo’)

6.4 RAPP play workers are currently employed on a ‘zero-hours’ contract arrangement.  This 
has led to major difficulties in staff retention and continuity with staffing; especially as the 
majority of our existing staff are seasonal, university students and not available consistently 
throughout the year. Because staff appointments are only advertised on a seasonal basis, 
we are finding that this discourages many applicants from applying; often the staff we are 
trying to attract are seeking employment on a more permanent basis and year-round which 
is more reliable than employment offered through a zero-hour contract.  

6.5 Difficulties in employing and securing reliable play workers has caused the service to 
suffer; especially in terms of continuity and the training that can be offered to staff to 
enhance the play benefit they offer.  This summer, RAPP has experienced huge difficulties 
in attracting new staff.  In terms of service provision, this has meant that we were only able 
to offer 14 sessions or 18% of our usual programme; in contrast to the 77 sessions we 
were able to offer in Summer 2017. Get Activ8d offered a total of 20 sessions this summer, 
in comparison to 25 as offered in 2017.



6.6 Despite increases in hall-hire charges in the community, fuel and transport costs and the 
increase in the national minimum wage, prices for a RAPP session have not been reviewed 
or increased for the past five years. The cost charged currently for each child, per session 
is minimal; currently around £4 a session (5 years+) or £2 a session (children aged 4 years). 

6.7 Comparative research suggests our sessional rates are significantly lower than the cost of 
competitors’ charges.  For instance, a local competitor is offering a two-hour craft session 
at £11.50 per session.  Aimed at children from 4-11year olds, this attracts a standard, flat 
charge.  

Option 3 – 
A revised delivery model with increased sessional charges – Recommended option

6.8 The increase in budget to accommodate permanent staff would be found from within the 
existing Community team’s budget in years 2 and 3 and for year 1 from the RAPP reserves.  

6.9 It is proposed that by offering school holiday hours (RAPP & RAPP+, Get Activ8d) 
alongside proposed term-time, out-of-school hours (for new out of school club provision) 
together to form one contract, more applicants may be attracted to play worker posts.  
Additionally, any training provided to employees would cover each RAPP work area, 
meaning that fewer part time staff would require training.

6.10 Despite changes to the way in which children now play (acknowledging the massive 
increase in online gaming and hand-held games and activities), changes in OFSTED 
guidance and the growth in other children’s activities that are offered elsewhere, RAPP is 
still seeing year-on-year-increase in demand for our services.  

6.11 RAPP is now seeing demand from Registered Providers, schools and community 
organisations who wish to ‘buy in’ our service to assist with their local events or meet client-
group requirements.  Permanent staff employed on year-round contracts would enable 
RAPP to take advantage of these business opportunities as well as supporting working 
parents.  It is envisaged that any additional income could be used to offer low-cost 
afterschool/ junior club provision in more disadvantaged areas of East Hampshire and to 
reduce the overall budget. 

6.12 It is proposed that RAPP works with local agencies or community projects (for example, 
building on our existing relationship with Alton Buckle and extending to similar 
organisations such as Homestart, the refuge, Supported Families) by offering five free 
sessions across the district, with each session accommodating up to 25 children.  Whether 
held in a specific geographical area, neighbourhood or with a specific target audience, by 
working in partnership with local organisations, RAPP will be able to ensure that sessions 
provide the maximum benefit to those who would really benefit, without making them feel 
isolated or embarrassed by having to demonstrate their need. These sessions would be 
‘free at point of contact’ to those invited to attend them and help us ensure that resources 
are fully targeted to those most in need.  

6.13 For all other sessions, a new proposed schedule of charges is attached at Appendix C. It is 
proposed that increasing the prices by £2 per child, per session and charging for all 



children over 2 years old, would assist in increasing income. Based on current figures, it is 
projected that income would increase to between £150 - £250 per session which would 
decrease the council’s subsidy per session; see Appendix C for more information.

6.14 It is proposed that the revised charges be introduced as of 1 April 2019.  If accepted, this 
proposal will allow time for the new pricing structure to be embedded within the Council’s 
CRM process and accommodated by the community.  Additionally, in areas where services 
need some additional financial support to enable start-up or encourage children to attend 
(i.e. in a deprived area of the district), this may also allow for some form of voucher scheme 
to be offered. 

6.15 The pricing structure proposed has been calculated based on the actual cost of providing a 
RAPP session.  The proposed charging structure has been established to:

 help ensure that financially the service, where possible, can work towards covering its 
basic costs, this includes accommodation, staffing and resources

 reduce and more carefully manage venues that appear less-popular, alongside those 
that are always fully booked

 simplify and make booking sessions easier, through the introduction of a flat-rate 
structure

 put RAPP on a more competitive footing with neighbouring providers 
 enable RAPP to offer five, free sessions a year to those who are disadvantaged.

6.16 Although in some areas, there is a small amount of income achieved currently, as 
highlighted by the budget attached at Appendix A, this does not meet all the associated 
costs that are currently incurred by the Council in providing the service.  

6.17 In the case of Get Activ8d, a new pricing structure will also mean that those more popular 
activities (or those that cost more to bring in) will be charged at a slight premium to a range 
of lower-cost activities that are offered.  This will ensure that where possible, activities 
which are expensive to offer, will be more cost effective and not run ‘at a loss’, which has 
sometimes been the case in the past.  

7.0 Resource Implications

7.1 Financial implications – If option 3 is agreed, there would be an increase in resources to 
allow for new staffing arrangements which would be fully financed over the 3 years.  In 
addition, the revised sessional charges would help RAPP strive towards sustaining its costs 
and take advantage of new business opportunities.

7.2 HR implications – if option 3 is agreed, three new fixed term part-time posts would be 
established on annualised hours contracts.  This would be a Play Leader, supported by two 
new Play Workers.  The posts would be managed within the Community Team, by the Play 
Development Officer.

8.0 Legal Implications 

None

9.0 Significant Risks



9.1 Pursuing option 1 - ‘ceasing the service’, could have a damaging effect to the reputation of 
the Council, should Cabinet decide to withdraw the service.  This would also have a 
negative consequence on the provision of services to local children and young people.

10.0 Consultation

10.1 During the last few months, RAPP staff have been conducting consultation with existing 
users, feedback indicates that the service is very valued by the local community and some 
parents recognise that charges may need to be increased to help sustain the initiative.  
Furthermore, many new activities were requested which will enable the service to respond 
to emerging themes and assist in meeting the needs of local parents, who were also 
consulted.

11.0 Communication

11.1 If the new pricing structure is agreed, this will need to be promoted and publicised carefully 
to the local community.  It is suggested that the pricing be introduced at the same time as 
RAPP+ and out of school project is announced, meaning that the RAPP brand can be re-
launched and actively promoted alongside the changes.

Appendices and background papers:
Appendix A - Proposed RAPP Budget and subsidy
Appendix B - Details of the locations and sessions that RAPP covered in 2017
Appendix C - Proposed revised charges (effective April 2019)
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