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Summary:

This report concludes the review of the Tourism service with a proposal for a Tourism Partnership involving Cumbria Tourism and Hadrian’s Wall Heritage Ltd.  The report also sets out the savings proposals for the service arising from the Council’s 2008/09 budget resolution.

Recommendations:

1.
That the Executive endorse the principle of the Tourism Partnership and refer the proposals to Overview and Scrutiny for comment.

2.
That the proposed savings and the treatment of the one off costs identified in the report are agreed.
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	David Beaty
	Ext:
	7120


REVIEW OF TOURISM SERVICE IN CARLISLE:  FINAL REPORT

1.
Introduction
1.1
The Executive approved an Interim report on the Tourism Review at its meeting on 30th June 2008
.  The position following the approval of the Interim Report is: 

(a)
Discussions have taken place with Cumbria Tourism, Hadrian’s Wall Heritage Ltd., and NWDA on the establishment of a Tourism Partnership for Carlisle & North Cumbria that would also work with Carlisle Renaissance and other partners to improve the product offer and grow the industry locally.

(b)
Estimated recurring savings of £11,700 have been achieved against a target of £37,500 for 2008/09.  Recurring savings of £20,900 are confirmed for 2009/10 leaving a requirement to achieve further savings of £54,100 to meet the 2008 budget resolution target of £75,000
.  How this savings target will be addressed is covered later in the report.

(c)
There is general agreement that the Old Town Hall is the best location for visitor information services and work is underway to carry out an internal upgrade to enable it to achieve ‘Strategic TIC status.  £90,000 capital is included in the budget for 09/10, which will be supplemented by applications for grant.

(d)
Opportunities to improve income at the TIC through internet sales is being investigated.

1.2
This final report is in two parts and is intended to conclude the review.  It covers the following areas.

· The proposed partnership – [Part A – Public]

· why it is needed,

· its principles and objectives,

· the roles of the three partner agencies,

· governance, funding and operational arrangements.

· How the savings target is going to be achieved and how the budget available to contribute to the Partnership has been arrived at, including staffing implications arising from the proposed review [part of which will be a part B private report]

1.3
Progress on the proposed capital works to the Old Town Hall will be reported through the Project Board.  Progress on TIC sales and income will be reported to the Portfolio Holder.

2.
THE PROPOSED CARLISLE/NORTH CUMBRIA TOURISM PARTNERSHIP
2.1
Why is it Needed?
2.1.1 The need for a different, more collaborative approach to the ‘Visitor Economy’ is being driven by three key factors:

[a] 
an under-performing visitor economy

[b]
opportunities now to drive change

[c]
a supportive policy and funding environment

[a]
Carlisle’s Visitor Economy is Under-Performing

2.1.2
The Economic Strategy for Carlisle has identified a number of ‘barriers’ to growing the visitor economy of Carlisle – notably:

· Lack of collaborative marketing, promotion and under-developed web marketing presence.

Lack of a strategic approach to product and asset development.

Under-developed brand awareness.

· Under performing tourism businesses with an insufficient emphasis on quality.

· Confusion about the strategic leadership of tourism locally between Cumbria Tourism, Hadrian’s Wall Heritage and Carlisle City Council.

· Under developed and under resourced business and conference tourism offer

· No strategic approach and limited resources for event development

Tellingly, the results of a recent Business Needs Survey of Tourism business in Carlisle (2007) confirmed and reinforced these conclusions.  It identified the following problems:

· a lack of any real leadership and direction for tourism services,

· limited opportunity for cluster development,

· the low proportion of quality accredited businesses in the area, 

· the limited extent of research and data about market prospects and opportunities,

· the limited availability and quality of business support and 

· the shortage of customer care and other hospitality skills locally.

[b]
There Are Opportunities That Should Drive Change
2.1.3
Despite the problems and shortcomings outlined above there is general agreement amongst public and private sector partners that Carlisle’s Visitor Economy has real growth potential.

2.1.4
Its strategic location (close to the Scottish Border and The Lake District, on the M6 motorway and West Coast main railway line) is a strength.  Its ‘housing growth point’ status together with its high quality heritage and environment suggest that it should be attracting considerably more than the 2.35 million tourists per annum that currently visit. 

2.1.5
Furthermore the prospect of rapidly increasing student numbers at the University of Cumbria - many of whom will be based in Carlisle - should also provide a real impetus for growing the visitor economy of the area.

2.1.6
There are other clear and obvious opportunities that remain to be exploited more fully.  These include:

· The Historic Quarter that has been prioritised for action by the Carlisle Renaissance Board

· Hadrian’s Wall World Heritage site, perhaps the strongest brand after the Lake District

· Visiting Friends and Relatives [known as VFR] is usually a strong market  in University cities

· Links with Scotland (Reivers, Celtic Saints, Adventure)?

· Commercial growth and business tourism

· Opportunities arising from the development of Carlisle Airport

[c]
A Supportive Policy and Action Framework
2.1.7
The Tourism Strategy for Cumbria (2008-18) highlights the opportunity to increase the visitor economy of Cumbria through focussing our efforts on:

· Developing the tourism industry in ways which both protect and make the most of the areas landscape and heritage

· Improving visitor experiences- particularly in terms of outdoor adventure, heritage and culture, food and drink and events

· Getting the basics right- particularly accommodation standards, public realm and customer services

· Distinctive marketing which portrays the area as an appealing, modern destination

2.1.8
It also seeks to focus efforts in the short and medium term in the Lake District, Carlisle and West Cumbria. Several of the key themes and priorities set out above - particularly in terms of improving visitor experiences, public realm, heritage and culture and events, visitor accommodation - are central to a tourism improvement programme for Carlisle. 

2.1.9
Lastly, there is considerable synergy with the priorities of the Carlisle Renaissance Board, particularly the focus on Carlisle City Centre and the Historic Quarter, particularly the Castle, Cathedral and Tullie House Museum.

2.2
Partnership Objectives & Principles Underpinning Change. 

2.2.1 The partnership needs to be constructed to deliver:
· A programme of activity that raises the quality and value of Carlisle’s visitor economy. Delivery of the programme would be the responsibility of the partner organisations and the proposed joint tourism unit.

· Better collaboration between the various agencies and organisations with a remit for tourism and the visitor economy – particularly Carlisle City Council, Cumbria Tourism and Hadrian’s Wall Heritage Ltd.

· A clear Action Plan with clear roles and responsibilities for taking forward the various projects and programmes

· Better engagement with the tourism industry and the development of cluster working

· Clear operational and policy links with the Carlisle Renaissance Board and the Renaissance Team and the identification of a ‘tourism champion’ for Carlisle with influence at Carlisle Renaissance Board level 

· The identification and clever use of both existing and new resources.

2.2.2
The principles under which the Partnership will operate are:

· The Partnership will operate as a non-constituted body under a partnership agreement endorsed by the three principal partners.  A number of templates for such arrangements are available for consideration and if the principles and basic architecture of the partnership is agreed, a detailed partnership agreement would be worked up for later approval.

· An annual action plan and budget will be agreed by the partners with an indicative forward budget for a rolling three-year period.  The budget and action plan would be the subject of annual scrutiny by Carlisle City Council.

· The partnership will develop and implement initiatives designed to improve the tourism offer in Carlisle and North Cumbria, working to achieve outcomes from an agreed action plan.  It will need to have close working relationships with Carlisle Renaissance, the City Council and the emerging City Centre Partnership.  The table below shows examples of current thinking about the lead roles for various partnership bodies and their areas of work.  

	Carlisle Renaissance will lead on…...



	Public Realm improvements 

	Improving the City Centre Retail offer

	Historic Core strategy development  [Cathedral, Tullie House, Castle and area]

	City Centre Partnership will lead on…..



	City Centre Management – areas of activity to be determined

	Carlisle & North Cumbria Tourism Partnership will lead on…..



	Development of visitor experience and enhancement of attractions

	Strategic Tourism Marketing, brand development and awareness and PR activity

	Accommodation sector improvements, quality & accreditation programme

	Tourism sector business engagement, representation, sector ‘voice’ and local delivery

	Visitor information, orientation, research and intelligence

	Conference and Business Tourism – product improvement & marketing 

	Development & support for thematic and area based business clusters

	Selective Tourism Events;  - development, marketing and programming [but not delivery] of events.


2.3
The Roles and Contributions of the Partner Agencies

Carlisle City Council

2.3.1 The City Council’s acceptance of this proposal will also mean that the Tourism service within Carlisle will change and that the Council’s influence will have to be exercised through the approval of the budget and the action plan and as a member of the Partnership.

2.3.2
It will not mean that the Council’s role in supporting and servicing the visitor economy will diminish.  While the Partnership will focus on the development of the tourism sector through the interventions in the table above, the City Council will continue to lead on the provision of arts, cultural and sports facilities, the management of the public realm & streetscape and the management of events.  

2.3.3 Agreement to a Tourism Partnership will, for example, provide the opportunity to review the City Council’s arrangements for event management, which is currently split between two directorates.  It is not envisaged that the partnership would have a direct role in the management of events.  However there will need to be inextricable links with events and public realm teams, etc., and arrangements for regular joint meetings between the partnership officers and those teams would need to be put in place.  
2.3.4
The proposal would involve the Council placing its tourism staff and direct operational budgets at the disposal of the Partnership.  The responsibility for the management of the service would pass from the Director of Development Services to the Partnership Project Director.  An appropriate senior officer within the Council would have to be identified to advise the Council on the approval of the annual action plan and budget. He/she would also act as the principal contact with the Partnership and would advise the City Council Member appointed to the Partnership [see section on Governance below]

Cumbria Tourism & Hadrian’s Wall Heritage Ltd

2.3.5
Cumbria Tourism [CT] would take on the responsibility for managing the Partnership through the appointment of the Project Director who would be an employee of Cumbria Tourism, not the City Council.  

2.3.6
CT would make resources available through its core funding and in addition CT’s Industry Liaison Officer for North and West Cumbria and an officer from Hadrian’s Wall Heritage will operate within the unit. Other specialist support such as research and intelligence, quality advice, marketing, PR and industry services will be available through Cumbria Tourism and HWH as and when required.

2.3.7
Details of administrative and financial management are still to be determined but inevitably some support will be required within the unit in addition to central provision from Carlisle City Council and CT.  The details of this would be worked out within the framework of the partnership agreement.

2.4
Governance, Funding and Operational Arrangements
Governance

2.4.1
Proposed membership of the Carlisle Tourism Partnership is as follows:

· Carlisle City Council 



(one seat)

· Hadrian’s Wall Heritage 



(one seat)

· Cumbria Tourism 




(one seat)

· University of Cumbria 



(one seat)

· Cumbria Vision 




(one seat)

· Carlisle Renaissance 



(one seat)

· Carlisle Conference Group 


(one seat)

· Carlisle Cultural Sector 



(one seat)

· Private sector businesses/independent

(three seats)

It may be appropriate to review this membership from time to time to take account of future developments – e.g. the formation of a City Centre Partnership.  Cumbria CC ‘s view on membership is being sought.

2.4.2
It is suggested that one of the private sector or independent representatives should take on the role of Partnership Chair and that there should be a small annual retainer for undertaking this duty. Ideally the Chair would be widely respected within the business community and able to lever commitment and resources from both public and private sector partners.

2.4.3
The detailed responsibilities and Terms of Reference for the Partnership are still to be prepared and agreed but it is proposed that the partnership would not be legally constituted. Instead the partnership can be based on a ‘memorandum of understanding’ or partnership agreement between the organisations and bodies involved.

2.4.4
The wider membership of Carlisle Tourism Partnership should also include a wide range of interests and organisations such as:  Cumbria County Council [if not a member of the committee], Carlisle Leisure Ltd, Cumbria Chamber of Commerce, English Heritage, Virgin Rail, Settle-Carlisle Railway Development Company, Tyne Valley Line, Carlisle Parish Councils’ Association, Solway Coast & North Pennines AONB and Carlisle Cathedral as well as key tourism businesses from the district. This wider group could meet annually to review the programme of activity and perhaps six-monthly for specific topic based meetings.
Resources

2.4.5
The resources needed for the Partnership have yet to be agreed but will be based around the following staffing proposals:

· Cumbria Tourism and Hadrian’s Wall Heritage Ltd staff

[2.5 full time equivalent]
· City Council posts
  [excluding TIC staff] [2.5 FTE]
2.4.6
The City Council will contribute the Tourism and Conference operational base budget, which together with the contributions from the other partners will be used in accordance with the partnerships objectives.

2.4.7
In addition finance from external sources would be drawn down by the Partnership to fund specific projects and interventions.

2.4.8
In due course, match funding may well be needed in addition to the base budget contributions above.  This could come from various sources. Decisions by the City Council on any capital or revenue sums required for project development would need to be taken as part of the normal budget process.

2.4.9
Specialist officers employed by CT and HWH will work within the Partnership from time to time.

Operational Arrangements

2.4.10
The proposed unit will be managed by a newly appointed Project Director employed by Cumbria Tourism on a fixed term three year contract.  The director would be responsible to the Partnership for delivery and to the Chief Executive of Cumbria Tourism for all matters related to performance, discipline etc.

2.4.11
The existing staff in Carlisle City Council’s tourism team will be seconded to the unit on agreed terms and conditions, and will remain employees of the City Council. It will be necessary to review existing job descriptions to reflect the changed circumstances of partnership working.  

2.4.12
Day to day management of City Council staff would be the responsibility of the Project Director, but in all other respects [disciplinary matters, etc] the responsibility for City Council staff would lie with the nominated senior officer of the City Council.

2.4.13
The operation of the Tourist Information service would remain directly funded by the City Council but the Tourist Information Officer would be managed by the Project Director under the same arrangements as in 2.4.10 above.  The operation of the TIC would remain a separate City Council budget as at present.

3.
CONCLUDING THE REVIEW OF TOURISM
3.1
The establishment of the Tourism Partnership should provide better leadership and support for the tourism sector locally and should enable the more effective use of Council resources alongside those of Cumbria Tourism and Hadrian’s Wall Heritage Ltd.

3.2
The table below shows the current outcomes from the various elements of the review.

	
	Scope of the Tourism Review [from DS.67/08 Interim Report 29/05/08]


	Outcomes at Feb 09

	1
	Review the operation of Carlisle City Council’s Tourism Service to ensure that it can respond to changing demands and to provide a high quality service for the minimum cost to the Council.
	Proposal for Carlisle/North Cumbria Tourism Partnership to be implemented from September 09.

	2
	Establish how the service can contribute to the delivery of the Carlisle Economic Strategy in collaboration with key tourism agencies.
	Partnership will cement collaborative working.  Alignment of areas of work alongside Carlisle Renaissance set out in final review report [para. 2.2.2 above]

	3
	Show how the role of the private sector might be strengthened.
	Leadership of tourism partnership committee

	4
	Focus particularly on the Carlisle Tourist Information Centre (TIC) and the Carlisle Conference Group (CCG) within the context of the wider service
	Staff savings made at TIC.

Future approach to business tourism and conference to be determined within context of partnership

	5
	Options for the location of the TIC, including the present location at the Old Town Hall
	Reviewed within Interim report – conclusion best option for TIC is Old Town Hall

	6
	How co-location of the TIC with other uses might present opportunities to generate increased income.
	No opportunities identified.  Increased income via internet sales being investigated. 

	7
	Consideration on whether there are alternative ways of financing the work of the Carlisle Conference Group
	Development funds via NWDA develop business tourism offer to be investigated

	8
	Whether a savings target of £38,000 in 2008/09 and thereafter a permanent saving of £75,000 in the overall tourism budget can be achieved through a reduction in expenditure or an increase in income.
	See 3.3 below;

	9
	How the opportunity to achieve Strategic Status for the Carlisle TIC might be enabled
	Identified for strategic status Funding bid to be submitted April 09

	10
	How to determine opportunities and mechanisms for attracting, promoting and commissioning events as part of the tourism offer at a strategic level in collaboration with key tourism agencies.
	Proposal to focus event management within Community Services team

Tourism Partnership to concentrate on event development & marketing


3.3
Further savings from the Tourism Budget can be achieved and these are set out below.

· Permanent, recurring savings of £11,700 have been secured in 2008/09 from staff cost reductions at the Tourist Information Centre – achieved through natural change.

· The post of Tourism Officer has not been filled resulting in a saving of £9,200 in 2008/09.  Because it is part of this review it has not been considered under the vacancy management policy. Because part of this post-holder’s role was to do with event management, the proposal is that a proportion of the budget for the post is transferred to the Director of Community Services on the transfer of responsibility for the events budget. The balance would be allocated to the partnership.  The effect would be the deletion of the post with retention of the budget, split as above.

· For 2009/10 the recurring savings in the Tourist Information Service will amount to £20,900.

· It is proposed that further recurring savings of £48,600 in 2009/10 can be achieved in the remainder of the service through natural change.  Details of this proposal are included in the Part B report.

· Altogether it is proposed that recurring savings of £69,500 could be achieved in 2009/10 against the budget savings target of £75,000.

· This saving is subject to decisions on how one-off costs arising from the proposed changes are funded.  The options of funding these from reserves or from potential under-spends within the Development Services Directorate is to be explored.  If an under-spend is available, this would need to be carried forward into 2009/10.

· Income targets for the TIC have not yet been revised, but the intention is to develop proposals for increased internet sales of “Carlisle” branded goods etc via the TIC and not to seek additional income through the more commercial use of the Assembly Room.

· The budget for the Christmas City event [but not the marketing budget for the event] plus a proportion of the staff costs would transfer to Community Services.

4.
CONSULTATION

4.1
Consultation to Date.
Cumbria Tourism, Hadrian’s Wall Heritage Ltd, Carlisle Renaissance

4.2
Consultation Proposed.
Further staff consultation

5.
RECOMMENDATIONS

1.
That the Executive endorse the principle of the Tourism Partnership and refer the proposals to Overview and Scrutiny for comment.

2.
That the proposed savings and the treatment of the one off costs identified in the report are agreed.

6.
REASONS FOR RECOMMENDATIONS


To enable the development of an improved, co-ordinated service to the tourism sector and to deliver specific improvements to the Tourism offer in Carlisle and North Cumbria

7. IMPLICATIONS

· Staffing/Resources – See Part B report.

· Financial – 

In February 2008 the Council approved a budget, which incorporated revenue savings requirements from the Tourism and Conference Group budgets.  These amount to £38k in 2008/09 and £75k per annum from 2009/10 onwards.  The savings proposals set out in this report total £20,900 in 2008/09 and £69,500 per annum from 2009/10 onwards.

The resulting shortfalls are therefore £17,100 in 2008/09 and £5,500 per annum from 2009/10 onwards.

The 2009/10 position may be offset by the potential to generate more income from the changes as set out in paragraph 3.3 above, but as yet any increase is not incorporated in the total savings figures quoted.

If the proposals are implemented certain one off costs will arise which are set out in the Part B report.

It is suggested in the report that the one off costs be met from a virement from underspends in other areas of the Directorate should sufficient of these arise.

This request, which will form part of a carry forward request, will be included as part of the 2009/10 Accounts Closure.

If that is not approved the achievement of the savings will be delayed until the one off costs are met.

· Legal – 

The Council has power under Section 2 of the Local Government Act 2000 to do anything which it considers is likely to achieve the promotion or improvement of the economic, social or environmental well-being of its area or part, or some or all of its inhabitants.  This includes giving financial assistance entering into arrangements or agreements and providing staff, services and accommodation to facilitate these objectives.  These powers should therefore be sufficient to enable the Council to participate in and contribute to the arrangements set out in this report.

In determining whether to exercise these powers, the Council must have regard to its own community strategy and any relevant guidance issued by the Secretary of State regarding the use of the powers.  As with any decision, the authority also has to have regard to its overarching fiduciary duty to its taxpayers.

· Corporate – 

· Risk Management – Risks related to partnership working

· Equality and Disability – No implications

· Environmental – No implications

· Crime and Disorder – No implications

· Impact on Customers – The Tourism Partnership should result in a more effective service to the Tourism sector

� Report DS82/08 Exec minute 155/08


� Expressed in the budget resolution as savings from a review of the operation of the Tourist information centre and the Conference group, but subsequently included in a review of the Tourism service as a whole


� Project Director, 50% FTE Cumbria Tourism North Cumbria Industry Liaison officer, 1 Hadrian’s Wall Heritage staff member


� Marketing officer, Conference officer, 50% Tourism assistant [ currently vacant]
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