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Supporting Partners:

	Project Partners:

	· Forestry Commission
· Woodland Renaissance
· Devon County Council
· British Cycling
· Bristol City Council
· Bristol Cycling City Project
· Sport England
· Cycle Exeter
	· South West Protected Landscapes Forum.

· The National Trust

· CTC – The UK’s National Cyclists’ Organisation

· International Mountain Biking Association-UK

· South West Lakes Trust




Supporting Quotes:

"CTC, the UK's National Cyclists' Organisation has been aware of the huge growth in numbers of people cycling off-road, and is at the forefront of this development. We are confident that the 1SW project proposal will put the South West of England firmly on the map as a quality off-road cycling region to maximise benefits to all from this activity."
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Kevin Mayne. Director, CTC - The UK's National Cyclists' Organisation. 

"We should look to develop leisure pursuits - such as off-road cycling - away from the coast within the South West region's expansive countryside to boost the tourism industry's long-term sustainability" 

Malcolm Bell. Chief Executive, South West Tourism.

"I can clearly see the direct benefits that the 1SW proposal for off-road cycling will bring to the region and to Devon. Access for people resident in the County may help increase cycling numbers with the additional benefit of improving health, well-being and tourism. Young people who are excited by off-road cycling will have access to high quality facilities on their doorstep." 

Lester Willmington. Head of Highway Management, Devon County Council .
" The 1SW project proposal will provide a timely boost to our rural tourism economy, encouraging new audiences to get out and enjoy the stunning South West scenery whilst extending the quality and sustainability of the tourism product in our special landscapes ". 
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Dave Dixon. Regional Programme Manager, South West Protected Landscapes.

Introduction:  South West England receives 26 million1 staying visitors each year, making it the most popular tourism region in the UK.  The popularity of the region is based largely on its recognition as a coastal destination for walking and surfing along with stunning scenery and stately homes.  Both the Camel Trail, Tarka Trail and large number of SUSTRANS cycling routes all cater well for everyday cycling and touring.  What the South West is lacking is an adventurous recreational cycling experience that it can market as a new regional tourism product.  With funding from RDPE and the private sector, the 1SW Project will deliver a new high quality adventurous off-road cycling product for the region which complements the existing offer, attracts further tourists, increases tourism spend in rural areas and creates jobs / business opportunities.  
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The Product – before your visit:  The image of adventurous off-road cycling in the South West will encompass fun, family, adventure, great outdoors and inclusivity and the marketing will strongly reflect these themes.  Images of families, lads with granddads and mud spattered grinning faces will be used to attract our target market of mainstream society, Mountain bikers clad in body armour or drenched in sweat will not. 

When searching for a new activity to do with the family, or something to do whilst on holiday in the region, the regional Destination Management Systems will provide prospective tourists with information from a regional website.  This site will allow users to search for activity either by location (using map, county or place name) or their ability.  Trail maps, routes, descriptions, useful advice and hints plus links to transport and accommodation can all be viewed and explored.  Print out’s of route maps and downloadable GPS routes will be available for free.  Photographs and short video clips will be available to give a taste of the experience available on each trail and in each area.  
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While prospective visitors will be able to access all the information required on-line, accidental tourists and those already on holiday will be able to easily access the product via leaflets, promotional cards and comprehensive information boards on each site.  However people discover adventurous off-road cycling in the South West, they will have a quality experience and learn more about the rest of the regional product.  

37% of the South West is a designated protected landscape.  These areas are the most attractive and tourism reliant in the region, offering thousands of kilometres of legal cycling trails through the most stunning inland scenery the South West has to offer.  We will improve information available and the welcome for those who would like to experience the adventure of off-road cycling in these areas.  Sensitivities of individual areas will be highlighted, along with a code of good conduct and advice on suitable equipment.

The Product – a welcome on arrival:  On arrival at each of the six hub sites an outdoor information station is provided, showing the location, route of trails and all other relevant information including emergency contact numbers and the local tourism office telephone number.  Within the hubs, the cafés and bike facilities will be open throughout the year and will provide a warm welcome to all visitors with face-to-face advice on the trails suitability for individuals.  Trail conditions and details of any temporary closures will be available.

The Product – quality trails for all:  At the hub sites consistent way-marking, grading and information provision will ensure a quality of experience. All trail hubs will have optional skills challenges, maximising their appeal to groups of mixed ability and increasing their long-term attractiveness to be ridden many times by the same person or group.  Trails will not be designed based on their length, but will seek to offer a quality enjoyable experience that encourages repeat visits by a wide audience. In this way the more advanced rider can still get a real thrill when out riding with their family or friends, and the progressing rider can build their skill level in stages.  Most people take breaks as part of a couple, family or group with a mixed cycling ability.  Offering trails that provide challenge and fun for all abilities maximises the enjoyment of all visitors, not just selected members of a group.
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For beginners green grade routes and skills areas will lead them around gently undulating terrain with adventure being given by proximity of trees and twisting, flowing trails.  Regular way-marking and information on distance to return to the hub will re-assure riders, and whilst the trails will be narrow and twisting, the skill level required to ride it safely is exceedingly low and the trails are suitable for tag-along bikes and bike trailers with children in.

For beginners and intermediate riders, blue grade route will lead to more strenuous riding with increased elevation and descent, but still flowing smoothly and with a low-level of technical skill required to ride and enjoy them. These trails will provide an even more engaging experience for intermediate riders than green routes, with ‘flow’ to engage the rider and give a feeling of truly controlling the bike.  These trails will be designed to complement smooth riding, the challenge being to ride it faster and smoother.  Detailed signing and short-cuts back to the hubs will be  provided.

For intermediate riders, and giving a very enjoyable experience for advanced riders, red routes comprise tightly twisting single-track and steep climbs and descents.  We propose only to build a very short overall length of red trail with RDPE funding.  More advanced riders are expected to learn about and enjoy riding in the wider countryside through the project; to build tens of kilometres of red trail will cost a great deal and not maximise the appeal to our target markets.  We feel a red route is needed at the North Cornwall Hub as this is so far away from other suitable sites and needs to offer full progression in the one site.  Red grade optional sections will be provided on blue and green trails to broaden their appeal.
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Experienced riders will benefit from the project by using the Protected Landscape’s interactive mapping to help them plan long all-day routes with confidence.  We also hope that in time, private developers will seek to build market-led facilities for specialist areas of riding such as Downhill, 4Cross and Trials across the South West. 

The Product – cycling friendly accommodation and combined activity breaks:  Accommodation providers across the region will maximise their income by attracting cyclists through providing cycling-friendly facilities.  Most small accommodation providers already have secure garages, drying facilities and maps of their area but are not good at marketing to cyclists.  In the Protected Landscape Areas Community Cycling Hubs will set a precedent of how to provide a warm welcome to off-road cyclists and maximise benefits from this less-seasonal visitor.  Events focussing around off-road cycling are already run throughout the South West, but there is much potential to increase the appeal and attendance at these events through a regional product.  There is also a great deal of potential to attract new, high profile events including linking to existing tourism attractors such as surfing.  A ‘Turf ‘n’ Surf’ festival, linking a weekend of mud and waves would have a huge appeal outside of the main tourism season.
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Mr Paul Hawkins
1SW Off-Road Cycling Project
C/0 Forestry Commission (Peninsula Dlstnct)

Bullers Hill i ﬁE@EHVED

Kennford

EX6 7XR 30 JAN 2009

27 January 2009

Ref. C/Ind/HAWK002
Please quote in further correspondence

Dear Paul,
RDPE Axis 3 Bid - 1 World-Class Region for Off-Road Cycling

Through this letter | would like to confirm my support for the ZSW Project bid to the RDPE
Sustainable Rural Tourism Fund to develop the South West of England as a world-class
quality region for adventurous off-road cycling.

As Minister of State at the Department of Health and Minister for the South West this
project fits strongly with our objectives to encourage healthy lifestyles and economic
vitality across the region.

As a keen cyclist | am aware that adventurous off-road cycling attracts many audiences
to whom regular health initiatives and mainstream sport do not appeal. Off-road cycling
reduces the risk of serious conditions such as heart disease, high blood pressure,
obesity and the most common form of diabetes

Promoted traffic-free recreational cycling routes such as the Camel and Tarka Trails have
proven to be strong attractions to the rural South West. However, it is evident that the
South West is lacking in the provision of adventurous cycling trails that have proven to be
very strong attractions to other rural areas in the United Kingdom such as Scotland and
Wales. The South West is currently missing out on this iarge market that strongly
compliments its existing tourism product.

| wish this project every success and look forward to hearing about its progress.

A

With very best wishes,

Ben Bradshaw MP

Ben Constituency Office Parliamentary Office
Labour HQ House of Commons

Bradshaw 26b Clifton Hill Westminster
Labour Exeter EX1 2DJ London SW1A 0AA
Member of Tel: 01392 424 464 Tel: 020 7219 6597
Parliament for Fax: 01392 425 630 Fax: 020 7219 0950
Exeter e-mail: bradshawb@parliament.uk

website: www.benbradshaw.co.uk
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1.0 Overview:

This document comprises two main elements:

· An overall Business Plan for the 1SW Project.

· Eight individual Business Plans covering the 6 hub sites, South West Lakes Trust Sites and Protected Landscapes project elements (appendices 1-8).  These Business Plans have been prepared working closely with the project delivery partners.

It should be noted that given the complexity of this multi-site bid, detailed site plans and fully itemised budgets have not been included at this stage in the application process.  Further detailed information is available on request.

2.0  Detail of Proposal

With funding support from RDPE we will:

1. Deliver 6 quality, high capacity adventurous off-road cycling hub sites across the region based in rural locations close to the major centres of population, suitable for beginners and intermediate cyclists.  These sites can be accessed via long-distance cycling trails, public transport, private car and the public rights of way network. 

· 1 in Cornwall – near Bodmin 

· 2 in Devon – i) Plym near Plymouth and ii) Haldon near Exeter 

· 1 in Forest of Dean – Cannop Valley Near Coleford

· 1 in North Somerset - Ashton Court / Leigh Woods near Bristol

· 1 site in East Dorset - Moors Valley near Bournemouth.
An off-road cycling hub is a focal point site, providing a range of circular quality adventurous cycling trails, café with local produce, cycle and accessories hire and sales.  As venues they provide opportunities for major events, are marketed to attract the general public and cater predominantly for novice and intermediate riders, by far the biggest market sector. Each hub raises awareness of other quality off-road cycling opportunities across the South West and will be maintained in the future using revenue generated on site, following an established business model.
2. Deliver facilities introducing people to off-road cycling at four established outdoor activity sites owned and managed by South West Lakes Trust (receiving a current 2 million visits per year) alongside other adventurous outdoor activities. The four established multi-activity sites are owned by the South West Lakes Trust in Cornwall (Siblyback Lake), Devon (Roadford Lake and Tamar Lake, Bude) and Somerset (Wimbleball).
3. Deliver a quality, sustainable and robust off-road cycling visitor experience in 2 National Parks and 14 Areas of Outstanding Natural Beauty, the most visited rural areas covering 37% of the region. These areas encompass the highest quality landscapes but are also areas that are environmentally sensitive.  The 1SW Project will enable more people to enjoy these special landscapes whilst reducing the pressure on sensitive sites through strategic promotion and visitor management.  These areas have the greatest potential for environmental damage if activities are unmanaged or insensitively developed.
A package of quality off-road cycling information and facilities will be available before and during a visit to a Protected Landscape Area.  Key funded elements include graded maps, quality on-line information and cyclist-friendly facilities at information centres. 
4. Establish an independent marketing group, providing and co-ordinating quality information and promotion of the South West region for off-road cycling.  Promote the region through 1, 2 and 3 above with a dedicated website, brand and marketing package co-ordinated at the regional and national level.

3.0
Market 

Care needs to be taken that development of adventurous off-road cycling facilities is done to a level that suits the main South West tourism market segments and is not elitist.  For maximum  tourism benefit this means a product aimed at beginners, families and those seeking a ‘fun adventure’ experience.  However, experienced off-road cyclists must also be targeted as they are the people most likely to continue visiting and riding in the depths of winter and bad weather.  Almost a third of the Tourism Market in the South West is still reliant on traditional Beach Breaks, and any cycling product needs to provide a quality alternative to the beach for this market, especially when the weather conditions are not suitable for the beach.

Meeting a growing demand:  The demand for adventurous off-road cycling in the South West is not fully exploited2.  Potential demand from the resident population alone is estimated between 6.8 and 10.5 million trips per year2 in addition to demand from the 26 million1 staying visitors.  Demand for off-road cycling is increasing.  From 2001 to 2005 UK participation almost doubled with over 5.5 million people now cycling off-road3.  Off-road bikes now account for over 70% of new bicycle sales in the UK.
Adventurous off-road cycling complements existing successful South West tourism activities such as surfing, walking, coasteering and horse riding.  Previous cycling investment in the South West has largely been on the development of long-distance cycling trails. Co-ordinated regional promotion and marketing of off-road cycling, including sign-posting from hub sites will add value to long-distance cycling routes such as the Camel Trail whilst attracting new market sectors.
3.1  
Marketing Group and Promotional Planning

A marketing group will be established with a life-span beyond that of the funded project.  Membership of the group will be by formal application and include both private and public sector representatives.  The marketing group will have a remit of creating and co-ordinating a marketing and promotional strategy for off-road cycling across the region.  

There are two key elements that must be achieved in delivery of the project to ensure that any marketing and promotional work is successful.  The first is quality of product to ensure repeat off-road cycling visits either to the same destination or another in the region.  The second is consistency of product across all of the outputs of the project to ensure that there is a true regional product to promote, not eight disparate ones.  

The main information hub for all aspects of the project will be a central website.  This will link to the region’s Destination Management Systems with an automated information feed to ensure information on the DMS is completely up-to-date.  

Promotion alongside existing regional brands, activities and events will ensure maximum coverage for the project using the resources of existing partners.  Strong synergy has been identified between markets for off-road cycling and surfing and this will be maximised through marketing the activity as a complementary activity using similar images e.g. ‘if the surfs flat, make sure the tyres are fat’.

Key target groups will be identified by the marketing group with particular emphasis on less-seasonal markets.  These can be broken down into three types of tourist that we will need to target with marketing and promotion, these are: 

Planners:  These potential visitors are planning their holiday before visiting the region.  They may be considering other regions.  Their main research tool will be the internet.

Accidentals:  These visitors already in the region and looking for something to do.  A good experience will encourage them to stay longer or visit again.

Residents: 25% of the key identified growth market of 1-6 night breaks originate from within the Region itself4    Residents play a key part in sustaining tourism in the region.

The table below shows how the above tourist types will be targeted with marketing and promotion for the adventurous off-road cycling product.

	
	Planners
	Accidentals
	Residents

	Destination Management System
	(
	
	

	Off-Road Cycling Product Website
	(
	
	(

	Radio / TV / Newspaper articles
	(
	(
	(

	Leaflets (in TICs, at destinations, with partners)
	
	(
	(

	On-site promotion
	
	(
	(

	Partners promotion (FC, NT, SWPLAs etc)
	(
	(
	(

	City ‘taster’ session
	
	(
	(

	Events
	(
	(
	(


4.0
RDPE Objectives; Measure 313 – The encouragement of tourism activities

4.1
Attract Visitors

Adding value to the existing tourism product: Adventurous off-road cycling complements existing successful South West tourism activities such as surfing, walking, coasteering and horse riding.  Previous cycling investment in the South West has been on development of long-distance trails only. Co-ordinated regional promotion and marketing of off-road cycling, including sign-posting from hub sites will add value to long-distance cycling routes such as the Camel Trail whilst attracting new market sectors.

Adventurous off-road cycling will help spread the tourism pressure in the region, reducing pressure on coastal resorts.  Adventurous off-road cycling is a far more appealing activity on windy or wet days than the beach or coast path.  This reduced weather dependence ensures that this project will provide important tourism trade during off-peak times outside of the main tourism season.  Many more ‘seasoned’ off-road cyclists take short breaks with groups of friends throughout the winter, reserving the summer period for time with their families. 

4.2
Create new employment opportunities

The current spend associated with cycling in the South West is estimated at up to £129.2 million, generating up to 2,013 full time equivalent jobs2.  Strategic development and promotion of the region will greatly increase this spend, unlocking the huge adventurous off-road cycling market and creating new employment opportunities across the region.  Lack of co-ordination is hampering development and marketing of the region for off-road cycling, despite a rich natural resource2.

4.3
Make rural tourism businesses more sustainable

Adventurous off-road cycling has proved a strong economic driver for tourism in rural areas of Wales and Scotland.  Off-road cycling is a growing market and fits well with target markets of Short Break and Adventure tourism

Over 80 small to medium size businesses in the South West depend on predominantly off-road cycle sales or rental for their income, and will directly benefit from this project.

Opportunities for wider accommodation and service provision businesses will result from the increased quality and range of product created.  Off-road cyclists’ spend per day is high at £13.94 for day visitors, £44.08 for overnight visitors5.  A huge diversity of accommodation is used by off-road cyclists, for example over 20% of overnight users of Scottish cycling hubs were staying in hotels5.

The South West tourism industry suffers from seasonality and when weather forecasts are poor.  Off-road cycling in woodlands is an activity that is less weather dependant than many outdoor pursuits in the south west such as beach holidays, and can be enjoyed throughout the year.  We predict that this will lead to a knock on benefit to tourism businesses in the region by reducing seasonal peaks and weather dependency. 

Organisers of the 2012 International Mountain Bike Conference have expressed interest in the South West hosting the event, linking to the Olympics and catering for 500 of the world’s most influential people in the sport, advertising the region as a quality destination across the world.  This is the start of what will be a steady stream of high-profile events being attracted to the region by adventurous off-road cycling in future years if investment in infrastructure is made.

5.0
Contribution to RDPE Cross-Cutting Themes

5.1
Sustainable Development 

The headings below cover the key elements of Sustainable Development as previously identified by SWRDA, and how this project will meet them.

· Economy. Employment opportunities for local contractors will be provided during construction and it is hoped that associated development of cycling promotion, cycle training, school cycling and healthy lifestyle programmes will provide additional employment for programme leaders.  It is envisaged that cycling businesses (bike hire, bike repairs, cycling retail) will also generate additional employment. 
· Work.  It is expected that cycling will reduce the affects of seasonality normally associated with tourism in the South West.  The use of the site by organised groups, schools and local people will increase activity during term time and off-peak season.  The proximity of the six Hub sites to local communities and the ease with which those people can reach the sites without use of a car will also increase the use of the cycling facilities during winter and in traditionally quieter months. Most site delivery partners operate volunteer programmes and can draw on these people to support events, minor construction and maintenance projects, leading to training programmes and skills development. 
· Learning.  The 1SW project has been talking to educational and training establishments across the region, with exciting responses.  From Cornwall College wishing to use facilities weekly with their academy programme, to British Cycling wishing to use North Somerset facilities for their fully funded training programme, the response has been overwhelmingly positive.  However, this ‘formalised’ education is only one element, as each site and part of the project will be informing and educating those that the project engages with.  From key health messages to timber production and sustainable cycling, quality interpretation and engagement with the public will be achieved at all levels.  Adventurous off-road cycling will be the attraction to thousands of non-traditional countryside visitors, the learning opportunities will stem from this. 
· Health and Well-Being. Almost two thirds of adults in the UK are either overweight or obese costing the NHS £½ billion per annum6.  Off-road cycling facilities that are attractive and accessible to the region’s population will help reduce obesity and increase quality of life and overall wellbeing in the South West including benefit for those suffering illnesses such as depression and stress.  Adventurous off-road cycling will encourage under-represented sectors of society to use the outdoors including teenagers, disadvantaged groups and those with low income.  Opportunities will be taken to promote physical and mental wellbeing throughout the project.  From healthy food options at cafés to the physical and mental health benefits of cycling itself, the project will encourage healthy active living to all visitors, be they local or on holiday.  Existing and new cycling clubs will benefit from the development of sites and will promote the health benefits of cycling, reinvigorate old skills and encourage new participation.  
· Safety.  As managers of the Public Forest Estate and over 2,600km of off-road cycling trails, Forestry Commission lead the industry standard for safety in the provision of cycling trails.  As a leading member on the national Visitor Safety in the Countryside Group www.vscg.co.uk Forestry Commission has spent many years working on safety and best practice guidance for the construction and management of Cycle Trails culmionatnig in the recently produced guidance dopcument ‘Cycle trail Management’ in Appendix 18.  This document will be used to guide the construction, management and maintenance of all infrastructure provided by this project.  All delivery partners will be required to work within these guidelines. 
· Leisure. The project is based around providing improved leisure opportunities across the region.  Please see sections 3.0 and 4.0.
· Democracy. The four Hub sites where requiring detailed planning are still required will all involve local community consultation and the opportunity to input and shape future plans.  All delivery partners are used to working in a democratic and inclusive way, ensuring that the views and knowledge of all stakeholders are fully taken into account.  

Most Hub site delivery partners encourage volunteering from all ages and abilities.  Through this there is already a great deal of community engagement, and this is set to grow with the project.  Ultimately we aim to have local volunteers ‘patrolling’ the trails and assisting users to ensure a quality time is had by all.  This model has been used to great success at Glentress in Scotland where a team of around 30 volunteers are all trained and equipped.  Engagement at this level will facilitate direct impartial feedback and continuous improvement of facilities for all. 

Local community groups already visit each of the Hub sites.  These groups will be engaged in planning facilities and continuous improvement to ensure that they benefit fully from development.

· Transport.  We recognise that carbon reduction is an investment criteria for SWRDA1 and that 99% of transport emissions in the South West arise from road-based travel with increasing traffic movements due in part to tourism4. Cycling itself is a carbon-free activity and one of the great strengths of this project is the ‘spin-off’ of increasing levels of commuter cycling by individuals primarily encouraged into cycling for leisure, reducing regional transport carbon emissions further.
We are committed to providing realistic car- free accessibility to the hubs for visitors.  To ensure that this is possible Hub site locations have been carefully selected to maximise the potential for car-free visits. A key selection criteria for hub sites was existing or potential links to wider public rights of way, cycle paths and National Cycle Network

We will work with project partner First Great Western to improve the provision for cyclists wishing to use the train including bike hire, station facilities and information on trains that carry bikes.
We anticipate investment in new public transport links stemming from our work with Local Authorities, and are aiming to maximise this throughout the project.   We will monitor the car-based proportion of visits to the sites and work with partners to actively increase the proportion of car-free visits.

We will work with project partner First Great Western to improve the provision for cyclists wishing to use the train including bike hire, station facilities and information on trains that carry bikes.
We will work with the private sector to build on the popularity demonstrated by the Dartmoor Freewheeler bike-bus (information at www.dartmoor-npa.gov.uk) to provide demand led bicycle transport around heavily used areas and from public transport nodes to hubs, providing an ‘uplift’ service as well as accessibility. 

5.2 Climate Change

· Good management practice in light of emerging climate change knowledge will be applied throughout the project.

· Tree removal for trail construction will be negligible.  Planting trees is planned at most of the sites over the coming years.

· Climate change messages will be promoted at the sites, including sustainable commuting.

· All Forestry Commission sites are managed under the UK Woodlands Assurance Standard which includes which sets the National standard for sustainable forestry woodland management.
5.3 Equality and Diversity

· Off-road cycling is an activity with a very broad appeal, attracting many non-traditional tourism sectors to the countryside in the South West.  

· The green trails and much of the blue will be suitable for people with impaired mobility to enjoy them.

· All information regarding the project will be available on the internet, from downloadable trail maps to facilities opening times and guidance on what you require to make the most of the region, with potential to add links from sites targeting particular sectors of society.

· Forestry Commission has an Equality and Diversity Strategy (appendix 14) that this project will work within.  

5.4  Other Government Targets

Please see Appendix 9 for details of the other Government targets that this project will contribute towards.
6 Outputs and Outcomes 

6.1   Outputs

For detail of all project outputs please see Appendix 22.  This appendix outlines the methodology that the 1SW project will use to measure the outputs of the project.  Many of the outputs are intentionally conservative and we confidently expect these to be exceeded once the project is underway. 


6.1.1  Output Summary

	Output
	Project Target

	Total visitor spend from cyclists until December 2013
	£16,299,920

	Number of visitors from hard-to-reach target groups
	6,000

	Tourism businesses engaged in training
	176

	Rolling visitor spend from cycling per annum
	£8,956,000

	Total Visit Numbers p/a
	3,573,000


6.2 Outcomes

· We will attract more visitors to the region.

· We will increase dwell time and spend of existing visitors to the region.

· We will increase the quality of experience of visitors to the region.

· We will increase quality of experience of visitors to the region.

· We will increase tourism spend in rural tourism businesses.

· We will increase health and wellbeing of visitors to the region.

· We will increase health and wellbeing of the South West population.

· We will reduce seasonality in the South West Tourism industry.

· We will increase knowledge of and participation in adventurous off-road cycling across the South West.

Footnotes:

1 South West Tourism, South West RDA, ‘Towards 2015 - Shaping Tomorrow’s Tourism’, 2005.

2 Roger Tym & Partners, ‘Developing Off-Road Cycling in Woodlands in the South West’, 2006.  See Appendix 9 for the full report.

3 Mintel International Group Ltd, ‘Activity Holidays, Leisure Intelligence’, 2005

4 State of Tourism SW. South West Tourism, 2003.

5  EKOS Ltd in partnership with Tourism Resources Company, ‘7stanes Phase 2 Evaluation’, 2007.

6 ‘Modelling Future Trends in Obesity and the Impact on Health’, 2007.

7 SWRDA Corporate Plan 2008 – 2011

7.0 
Options Identification

	Option – Brief Description
	Advantages and Benefits
	Disadvantages and Costs

	Option 1:

Create a High Quality World-Class Region for Adventurous Off-road Cycling in the South West
	· Complements the existing regional tourism products.

· Maximises appeal of the region to non-traditional audiences.

· Creates a comprehensive tourism package.

· Maximises dwell time in the region.

· Attracts and retains key markets.

· Reduces seasonality and weather dependency.

· Spreads tourism pressure with a non-coastal attraction.
	· RDPE Cost = £ approximately.

	Option 2:

· Build 3 Trail Hubs

· No SWLT starter centres

· No Protected Landscapes Cycling Product
	· Reduces cost.

· Reduces ongoing maintenance.


	· Cost = £

· Reduces regional appeal

· Insufficient product to attract and retain visitors.

· Not a truly regional product.

· Reduces dwell time

· Reduces attraction to key markets

· Reduces benefits across the rural areas of the region.

	Option 3:

Do nothing.

Uncoordinated, poor quality off-road cycling infrastructure continues.
	· Zero cost


	· Loss of potential tourists.

· Loss of potential return visits through lack of quality.

· Loss of key market segments.

· Significant lost opportunity for the region in terms of benefiting from a rapidly growing outdoor activity market

· Loss of benefit to businesses.


Our preferred option is number 1.  We believe that delivering 6 high quality off-road cycling hubs is the minimum number required to create a cohesive product in this large region.  The extensive bridleway network provided by the Protected Landscape Areas gives a powerful resource to signpost tourists towards.  The South West Lakes Trust sites combine existing multi-activity sites with adventurous off-road cycling to introduce this regional product to even more existing and potential new visitors.

8.0  Financial Assessment

8.1   Procurement

Forestry Commission has established procurement procedures and is regularly audited both by the National Audit Office, and is subject to independent internal audit.  Procurement of any item over £3000 must be accompanied by at least 3 written quotes. These high standards for procurement will be used throughout the delivery of the project.  Full details of the FC procurement practices and policy are available on request. 

Forestry Commission has the capacity to ensure cash-flow required to fulfil the funding requirements.

8.2   Overview

For a detailed breakdown of year 1 Project investment please see Appendix 22.
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This is a summary, the breakdown can be found in each project Business plan.

Project Element

Private Cash

Private In-kind

Request from
RDPE

Toral

Hub 1: Teignbridge
Hub 2: EastDorset
Hub 3: Forest of Dean
Hub 4: North Somerset

Hub 5: Plym
Hub 6: North Comwall

Outdoor " Active
South West Lakes Trust Sites

South West Protected Landscapes

1SW Off-Road Cycling Website

1SW Marketing Group

Monitoring and Evaluation

1SW Executive Board

1SW Project Delivery Co-ordinator

1SW Project Manager

Totals

Public Money
Including Lottery
Grares (cash and in-
kind)

Intervention Rate %





8.3   Request from RDPE Fund

A total of £   is requested from RDPE Sustainable Rural Tourism.  

The indicative spend profile is shown on the next page.  Please note that this profile is accurate for year 1 of the project only, with detail on years 2-4 being finalised as the project progresses.

Private in-kind funding is comprised of two main elements:

1) The value of staff time devoted solely to the project that would otherwise be employed elsewhere.  This will be valued at £250/per day and will be signed by the contributing partner.

2) The value of land given over permanently to the project (e.g. trail corridors).  This will be valued at £12,000 per acre and will only include land that is permanently given over to the project.

 

8.4 Indicative spend profile of 1SW Project.


8.5  Project GANTT Chart

8.6  Ongoing Management and Maintenance

Maintenance of all trail infrastructure build by the 1SW project is fundamental to the long-term success and viability of sites after the initial RDPE funded trail build.  Each site and project has an ongoing management and maintenance strategy in the Business Plans in Appendices 1 – 8.  The two key elements to this are: 

1) Re-investment at sites each year into a ring-fenced maintenance budget.  Generation of funding from revenue generating activities on sites, from Cafes to events, will primarily go into these budgets.

2) All project sites will be adopted by the relevant delivery partner who will manage and maintain them as part of their remit for public enjoyment.  Whilst each site has been chosen to provide an economically viable product the delivery partners have formally agreed to commit to maintaining them as part of their public enjoyment remit for the first 10 years following funding.

An option for consideration by the Executive Board through the funded life of the project is the establishment of a trust or community interest company model, either at each site or for the whole 1SW project.  Work by Forestry Commission Wales has shown the success of voluntary visitor payback when funds are clearly ring-fenced to be re-invested in the cycling trails network.  Such schemes are not so successful when any monies raised are swallowed by an organisation with multiple objectives.

Each site, trail and level of use will be different and hence the cost of ongoing maintenance is difficult to precisely predict. Initial investment in quality trail design and build will ensure that a low maintenance liability is properly factored into the trails and ongoing management plans from the outset.  Forestry Commission has a wealth of experience in this area; Forestry Commission’s formal facilities comprise over 2,600 km of cycle routes.  Experience from Forestry Commission has show that on average trails will need top-dressing with stone every 5 years, hence 20% of the total cost of this should be held in reserve for each trail every year.  This requires detailed costing of trails in their initial design phase.
8.7 Learning lessons from across the UK 

Forestry Commission off-road cycling centres have had various levels of success in sustaining trails in a high quality condition. Over the past eight months the 1SW project has spoken to staff across the country within Forestry Commission. These discussions have strongly shaped the 1SW proposal to ensure that any investment in trails in the South West Region is truly sustainable and viable.  It is apparent that where long term sustainability has been an issue this has resulted from a few key factors shown in the table below.  

	Sustainability issues on some existing UK trail sites
	Reason for Issue
	1SW Strategy

	Trails degrade rapidly.
	i) Unrealistic project team build extreme trails.

ii) Committed length of trail to funding bids before full professional assessment.

iii) Trails not professionally designed and constructed.
	i) Focussed Project Team.

ii) Detailed quotes based n professional assessment will be gained for all sites.

iii) Professional designers and construction teams will all have to pass ‘competent contractor’ assessment.  

	Insufficient ongoing management
	i) Limited partnerships leading one body (usually FC) absorbing all ongoing management.

ii) Little thought has been given to ongoing management beyond project life span.
	i) A broad partnership has been formed to spread ongoing management.

ii) Management has been factored into the proposals at each site.

	Insufficient ongoing maintenance
	i) Limited partnerships leading one body (usually FC) to absorb all ongoing maintenance.

ii) No long-term plan for ongoing maintenance budget.
	i) A broad partnership has been formed to spread ongoing maintenance.

ii) Maintenance revenue generation has been factored into the business plan at each site.

	Revenue generating facilities struggle in winter months
	i) Community and transport links have not been considered.

ii) Sites developed are in remote areas of the UK.

iii) Marketing of facilities has been too exclusive.
	i) Community and transport links have been fundamental to site choices.

ii) Sites developments are in South West England.

iii) Marketing of facilities will be aimed at mainstream society.

	
	
	


Many existing facilities have been aimed at the upper-end of off-road cycling ability and have been developed by enthusiasts for enthusiasts.  This has lead to a product that isn’t always market led and isn’t based on a true business model.  

9.0 Uncertainty / Risk

The risk assessment below shows the key project risks and how we will control these risks.

	Risk Identified


	Probability 1=low

5=high
	Impact
	Raw risk rating        prob x impact
	Risk Control Measure
	Reduced probability
	Reduced impact
	Residual risk rating

	Strategic



	Conflict of interest in partnership
	3
	5
	15
	Conflict of interest policy and clear partnership remit established  from outset
	2
	4
	8

	Loss of match funding
	3
	5
	25
	Realistic assessment from outset.  MOUs with funding partners. Broad spread of match.
	2
	5
	10

	Bad partnership with delivery partners
	2
	4
	8
	Clear remit of all parties agreed.  Clear MOUs where required.
	2
	2
	4

	Failure to meet targets
	3
	5
	15
	 Regular reporting, monitoring and proactive management of projects
	2
	5
	10

	Operational



	Capital projects do not spend to profile
	3
	3
	9
	Exec. Board, included in all significant decisions. Reprofile or reallocation as necessary.
	4
	2
	8

	Projects do not reach output commitments
	4
	3
	12
	Regular Delivery Group updates at quarterly claims
	4
	3
	12

	Relevant monitoring information not received
	2
	3
	6
	Withhold funding until satisfactory information received
	1
	2
	2

	Project fails to meet spend commitments
	2
	3
	6
	Close working with projects and SWRDA
	1
	3
	3

	Project does not reach output commitments
	4
	2
	8
	Identify causes and take action to improve
	4
	2
	8

	Staff risks (loss, poor performance etc)
	3
	3
	9
	Established good management, realistic targets, personnel policies in place
	1
	2
	2

	Professional indemnity issues
	2
	4
	8
	Employers insured. Procurement procedures followed rigorously.  Site risk assessments in line with National best practice.
	2
	1
	2

	Regulatory risks



	Fall foul of state aid regulations
	3
	3
	9
	Understand state-aid and seek advice if concerned.
	1
	2
	2

	RDA guidance not followed
	2
	3
	6
	Direct active links kept with SWRDA through Executive Board
	1
	2
	2

	
	
	
	
	
	
	
	

	Financial



	Changes to funding criteria and eligibility
	5
	3
	15
	Keep up to date with SWRDA through Executive Board
	5
	2
	10


10.0 Project Delivery and Management

10.1 Project Management Structure

The diagram below shows the management structure of the project.  As lead partner, Forestry Commission has a considerable track record of delivering large and complex multi-partner projects.


10.2
Overall Responsibility

Forestry Commission England will take overall responsibility for the project as lead partner.  Forestry Commission England will appoint a Project Champion from the national senior management team to oversee the project and monitor its progress.  This person will take overall responsibility for the co-ordination and delivery of the project and will be nominated chair for the 1SW Executive Board, which will take the strategic project lead.  A representative of each of the 9 delivery groups will sit on the 1SW Executive Board.

The Project Manager will be responsible for the day-to-day management of the project, line managed by Forestry Commission, and will line manage the Project Delivery Co-ordinator.  Job descriptions for both of these posts can be found in Appendix 15.


Co-ordination and quality control of practical delivery of trails and infrastructure at sites will be the responsibility of the Project Delivery Co-ordinator, line managed by the Project Manager.

Delivery of the projects at individual sites will be the responsibility of the 9 Delivery Groups, strategically co-ordinated by the 1SW Executive Board.  The Project Delivery Co-ordinator will sit on each of the 6 hub Delivery Groups, and the South West Lakes Trust Delivery Group.  These are all projects where physical trail build is the main focus.  The Project Manager will sit on the Marketing Delivery Group and the Protected Landscape Areas Delivery Group.

10.3 Reporting to SWRDA and Administration

The Project Manager will be responsible for reporting to SWRDA .

Responsibility for reporting site progress will fall to the lead partner at each site or project.

11.0 Monitoring and Evaluation

11.1 Site monitoring

Each of the site delivery partners will be responsible for monitoring the increase in levels of use of the sites for cycling.  This will start with baseline monitoring and will feed into studies in 11.2 and 11.3.  Experiments into budget cycle counters have recently taken place at Haldon with some success.  Qualitative surveys will add detail to visitor numbers.

11.2 Project Evaluation

Allowance has been made within the RDPE funding for engaging consultants to evaluate the overall success of the project in achieving the outputs and outcomes required for RDPE, and the genuine value of the project to the region.  Extreme care must be taken with this work to ensure that multiplier assessments are not relied upon and that all figures produced have a realistic and easily comprehensible basis.

11.3 CASE Award PhD

A CASE award PhD has been engaged with Exeter University to look at the economic impact of off-road cycling and the project across the South West.  This study will tackle the issues surrounding assessing the genuine benefits of facilities that are free to use for the general the general public and have no one common point of entry.     

12.0 Legacy

All of the developments will be embedded into the core mainstream activity of the delivery partners and will be managed and maintained as part of their infrastructure.  The shared ownership between multiple major partners spreads this rather than focussing pressure on one organisation.

We will engage consultants to evaluate the best model / structure to ensure that the integrity of the hub ‘family’ and associated products continues beyond 2013.  This work will investigate the need and potential for a formally constituted body such as a trust or social enterprise to ensure co-ordination across the region and enable co-ordinated marketing and promotion.

13.0 Support

The letter of support below is from Ben Bradshaw, MP for Exeter and Minister of State for Health and South West.  Letters of support or signed Memorandums of Understanding from all direct delivery partners are attached to the relevant individual business plans.

1SW Project Business Plan


One World-Class Region for Off-Road Cycling
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Lead Partner  Forestry Commission England





Hub 3:  Forest of Dean, Cannop Valley





The Cannop Valley has great potential to attract many more cyclists and families seeking fun and adventure.  Cannop is a key ‘gateway’ site for the South West from the Welsh visitor market.





With funding from RDPE we will:


Link to Beechenhurst Visitor Centre and café. 


Create new blue grade family trail and skill area


Add adventure features to the family cycling trail.  





Request from RDPE:  £





Hub 4: North Somerset , Ashton Court / Leigh Woods 





This site has great potential to provide a quality off-road cycling experience accessible to thousands of people.  The area is a perfect gateway to attract regional visitors from the north.  





With funding from RDPE we will:


Create new and improved trails and skills areas.


Maximise benefit from development of a new café.





Request from RDPE:  £





Hub 2:  East Dorset, Moors Valley Country Park 





Most of the site’s current 1m annual visitors come from the south east making Moors Valley a key ‘gateway’ site for the Project, with capacity to expand to provide adventurous off-road cycling as a major attractor.   





With funding from RDPE we will:


Develop a new blue grade cycle trail. 


Create and improve skills development areas.





Request from RDPE:  £





Hub 1: Teignbridge, Haldon Forest Park 





The site has capacity and the potential to attract many thousands more tourists to the area. Haldon Forest Park has already attracted thousands of local people through adventurous off-road cycling.





With funding from RDPE we will:


Deliver a brand new blue grade family cycling trail


Deliver a cycle skills area.





Request from RDPE:  £





Hub 5:  Plym Woods, South Hams / Plymouth.





Plym Bridge, at the foothills of Dartmoor, has great untapped potential to attract tourists.  This deep wooded river valley is a popular site with local people.  





With funding from RDPE we will:


Deliver adventurous cycle trails and skills areas.


Develop a new café / visitor hub centre.





Request from RDPE:  £
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1SW Whole Project Indicative GANTT Chart





Application to RDPE Sustainable Rural Tourism Programme


August 2009





Hub 6: North Cornwall, Lanhydrock / Cardinham.





Building on the existing major attraction of Lanhydrock House we will create an adventurous off-road cycling experience.  Building on the success of the nearby Camel Trail we will retain visitors for longer and attract them on days when coastal resorts are crowded or the weather is poor.  





New trails, skills areas and cycling facilities will be developed using RDPE funding.


Request from RDPE:  £





� EMBED Word.Picture.8  ���





Index and Supporting Quotes








1SW Project Map








1SW – Creating a high quality visitor experience for all to enjoy!








Project Manager (PM)


Paul Hawkins, 1SW Project








Proiect Delivery Co-ordinator (PDC)


(To be appointed)





SWLT Delivery Group


[inc. PDC ]





1SW Executive Board including 1 representative from each group. 


Chaired by FCE


[SWRDA invited]








Line Manager


David West, Forestry Commission





Marketing Group


[inc. PM ]





Admin. Support, Forestry Commission





Protected Landscapes Delivery Group


[inc. PM]








Teignbridge Hub Delivery Group


[inc. PDC]





Plym Hub Delivery Group


[inc. PDC]





North Cornwall Hub Delivery Group


[inc. PDC]





East Dorset Hub Delivery Group


[inc. PDC]





Forest of Dean Hub Delivery Group


[inc. PDC ]





North Somerset Hub Delivery Group


[inc. PDC ]
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South West Protected Landscapes





These designated areas cover 37% of the whole region and encompass the most beautiful and key rural tourism areas.  There are thousands of legal cycling legal trails throughout these areas, and through provision of quality information we will encourage more people to visit and enjoy them.  We will also work with tourism providers to create cycling friendly community hubs to encourage more people to stay and cycle. 





Request from RDPE:  £








South West Lakes Trust Start Pedalling Centres:





These multi-activity sites offer the perfect opportunity to introduce thousands of visitors to adventurous off-road cycling.  Existing infrastructure and capacity to expand makes them perfect for off-road cycling.  Cafes and complementary activities such as sailing are available.  Using RDPE funding, four sites will have beginner friendly off-road cycle trails constructed with optional skills areas and challenges.





Request from RDPE:  £
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