Report No. 05/11

Recreation and Tourism Review Committee

REPORT OF DIRECTOR OF NATIONAL PARK MANAGEMENT & EXPERIENCE

SUBJECT: 
UPDATE ON THE REVIEW OF PCNPA VISITOR CENTRES AND ATTRACTIONS
Purpose of Report
To provide Members with an update on the actions taken to date to reduce the running costs of the Authority’s visitor centres and attractions by 19% by the end of the 2012/13 financial year.
Introduction/Background

As a result of the Authority’s grant income being reduced the Senior Management Team (SMT) instigated an internal review of operations with key staff across the organisation followed by Member’s workshops in both September and December 2010. The review utilised a ‘results based accountability’ (RBA
) process to identify opportunities for efficiency savings and to ensure that PCNPA services meet the needs of our communities, customers and stakeholders both now and in the future.

Early in the review process the role of PCNPA’s visitor centres and attractions (including TIC’s) was highlighted as requiring additional scrutiny for several reasons. The list below sets out a number of the common questions that emerged from the RBA review process:

· To what extent do the Authority’s TIC’s and visitor attractions deliver against ‘core priorities’?

· Does the current level of investment in running the 5 PCNPA sites represent good value for money?

· Are the Authority’s sites ‘fit for purpose’ in a tourism market that is undergoing rapid change?

· Should our TIC’s and visitor attractions be more commercially focussed and, through such an approach, could running costs be reduced?

· Is the Park Authority the best placed organisation to provide the services on offer through our TIC’s & visitor attractions or would these services be better led by a different organisation and/or sector?

This led to the Director of National Park Management & Experience establishing a small working group to explore opportunities for reducing the running costs of the Authority’s visitor centres and attractions. The conclusions of the working group were presented to Members in June 2011 as an extensive report that detailed a range of potential actions to be undertaken over a 2-3 year period.
Progress To Date

Following the NPA meeting in June 2011, an internal task and finish group was established, commonly known as the ‘centres review group’, to accelerate a range of actions aimed at significantly reducing the running costs of PCNPA’s visitor centres and attractions by 2012/13. Each meeting focussed on an individual centre and acted as a ‘peer-review’ session with centre managers/supervisors from all other sites bringing their expertise to bear on a tailored action plan for each individual site.
The focus of the ‘centres review group’ was to identify not just potential cost savings but also new opportunities to enhance income generation. The group identified half a dozen key areas for potential exploration including:
· Sub-letting internal space
· Reviewing retail operations

· Offering improved information services (e.g. internet access, bed booking service, etc)
· Reviewing staffing levels

· Developing ticketing services

· On-line shopping

· Reviewing opening times
Through the work of this group the Authority is pleased to report that we are on track to meet the 19% reduction in running costs by the end of the 2012/13 financial year as detailed in Annex 1. Most of the savings to date have been generated through revised staffing levels, reduced opening times, increased visitor income and, crucially, through reductions in support service costs. This has allowed the Authority to maintain ‘front line services’ and increase visitor numbers whilst reducing costs.
In addition, delivery is being further enhanced by the recent restructure, as reported at the NPA meeting on the 12th October, which consolidates the previous line management arrangements (see Annex 2) as well as the commitment of the Authority’s new Marketing Officer, part funded through the Wales Coast Path contract with CCW, who has helped to boost the profile of the Authority’s sites throughout Pembrokeshire (particularly through coverage on Radio Pembrokeshire).
In addition, we are pleased to report that the Authority has been successful in securing Convergence funding through Cadw to enhance provision at both the Carew Castle and Castell Henllys sites. This will allow both sites to diversify in future years and will significantly enhance the visitor experience, particularly linked to the historic environment, within the National Park.
Conclusion
The budgetary challenges facing the Authority have been met ‘head on’ by staff working across PCNPA’s visitor centres and attractions for which they should be commended. The ability of the team to maintain ‘front line services’ whilst increasing visitor numbers and reducing running costs clearly demonstrates how the Authority is responding to the service challenges set out in the Welsh Government’s Strategic Grant Letter as well as the ambitions detailed in the 2011-2014 Corporate Plan.
Financial considerations

The review process required that additional time was spent by key Officers in developing new approaches to service delivery but the commitment of additional hours has been recouped through the savings generated to date.
Risk considerations

It is important that all of PCNPA’s services are ‘geared up’ to meet future customer demands and that, as far as possible, our services are run in an efficient and effective manner. Ultimately, the greatest risk to the Authority is in doing nothing when we need to be ensuring that Pembrokeshire retains a significant market share of the visitors who choose to holiday in Wales..
Compliance
The review of PCNPA’s visitor centres and attractions forms a key part of the Authority’s response to the Welsh Assembly Government’s ‘Making the Connections’ agenda as well as actions and guidance emanating from WAG’s ‘Innovation and Efficiency Programme’
.
Human Rights/Equality issues
None
Biodiversity implications/Sustainability appraisal

None
Welsh Language statement

None
(For further information, please contact PCNPA Director of National Park Management & Experience)
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ANNEX 1

	 
	 
	OUTTURN
	 
	BUDGET 
	BUDGET 

	 
	 
	2009/10
	 
	2010/11
 
	 
	2011/12
 
	 
	2012/13 
  

	 
	 
	Total Cost
	Support Service charge
	net
	 
	Total Cost
	Support Service charge
	net
	 
	Total Cost
	Support Service charge
	net
	 
	Total Cost
	Support Service charge
	net

	 
	 
	 
	
	 
	
	 
	
	 
	
	 
	
	 
	
	 
	
	 

	CAREW
	124
	81
	43
	
	87
	64
	23
	
	72
	31
	41
	
	92
	30
	62

	 
	 
	 
	
	 
	
	 
	
	 
	
	 
	
	 
	
	 
	
	 

	CASTELL HENLLYS
	94
	29
	65
	
	95
	31
	64
	
	100
	28
	72
	
	97
	28
	69

	 
	 
	 
	
	 
	
	 
	
	 
	
	 
	
	 
	
	 
	
	 

	OYP
	 
	251
	50
	201
	
	238
	50
	188
	
	192
	41
	151
	
	191
	33
	158

	cafe
	 
	14
	
	14
	
	34
	
	34
	
	-10
	
	-10
	
	-7
	
	-7

	 
	 
	265
	50
	215
	
	272
	50
	222
	
	182
	41
	141
	 
	184
	33
	151

	 
	 
	 
	
	 
	
	 
	
	 
	
	 
	
	 
	
	 
	
	 

	TENBY
	 
	76
	19
	57
	
	76
	16
	60
	
	71
	14
	57
	
	72
	13
	59

	 
	 
	 
	
	 
	
	 
	
	 
	
	 
	
	 
	
	 
	
	 

	NEWPORT
	37
	16
	21
	
	45
	16
	29
	
	35
	16
	19
	
	31
	12
	19

	 
	 
	 
	
	 
	
	 
	
	 
	
	 
	
	 
	
	 
	
	 

	TOTAL
	 
	596
	195
	401
	 
	575
	177
	398
	 
	460
	130
	330
	 
	476
	116
	360


ANNEX 2
Previous Structure
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Management Structure – TIC’s & Visitor Attractions 


(Before 2012)
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Management Structure – TIC’s & Visitor Attractions 


(2012 Onwards)
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� �HYPERLINK "http://en.wikipedia.org/wiki/Results-Based_Accountability"�http://en.wikipedia.org/wiki/Results-Based_Accountability�
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