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SUMMARY CONCLUSIONS AND RECOMMENDATIONS
1.
Our overall evaluation conclusions are positive.  The Wigtown Booktown initiative has undoubtedly increased confidence within the town.  The foresight shown by the Enterprise Company and Council in supporting the work of Solway Heritage in upgrading the built environment has made a particular contribution to this but this can also be said of the other support measures, although in many cases “software” development (such as training and business development) takes longer to achieve than building works which have more immediacy for obvious reasons.
2.
Reference to Hay on Wye confirms that this is “normal” and Wigtown has in many respects achieved a considerable amount so far when one considers that Hay on Wye as a market leader in terms of European booktowns, which has taken 40 years to reach its current success, and at least 25 to achieve anything like maturity.  That said, it is understood that Hay on Wye has never received any public sector funding to assist its development.

3.
The summary of achievements to date therefore have to be viewed against this backdrop as far as Wigtown is concerned.  In addition, whilst we have no doubts about the impact of the Booktown in qualitative terms, gathering supporting quantitative evidence has not always been easy, given that the necessary monitoring systems have not always been as established as they might have been.

4.
This is clearly an issue which requires to be addressed, as do those associated with business and market development.  As the summary table overleaf indicates, whilst Wigtown has come a long way in recent years it still has some way to go.  We believe, however, that those concerned with the initiative are to be applauded for the distance travelled to date, and that the Wigtown business community deserves continuing support in helping it to travel further along the Booktown road.  The observations in the table below should be read with this in mind.

	Objective by 2002/03 
	Achievement

	Establish 40 book related businesses, comprising 17 booksellers, 13 book dealers, 4 publishing companies and 6 related businesses by 2002/03
	· Book trading authorities do not see any distinction between a book seller/dealer, so this target merged to 30 book trades. To date, Wigtown has attracted 25 sellers but 3 have closed down.

· The target for publishing companies was achieved.

· Target for book related trades exceeded (from 6 to 13). These refer to diversification within book seller shops.

· The overall target of the creation of 40 book-related businesses has therefore been achieved.

	Upgrade 63 properties by 2002/03
	· This target will be fully achieved by 2003.

· It includes 20 properties that were upgraded as part of a modest facelift scheme, as well as 26 units already upgraded through THI, and a further 19 properties to be upgraded between now and 2003/04.

	Organise 2 major events annually and a series of smaller events weekly throughout the year
	· Two major events have been hosted, these being the annual booktown Festival which is reported to have attracted c3000 visitors; and the Galloway Food Festival that attracted c6000 visitors.

·  Individual traders were responsible for hosting individual events, with some facilitation from the Booktown Company. These have, however, tended to be hosted every month rather than every week and traders have not tended to monitor their success. Broad estimates, however, suggest that visitor levels can vary between 10 and 100+. This is an area where the Booktown Company should continue to facilitate local traders.
· It is believed that visitors to events to date have not tended to provide much business on the day for local traders, although it is believed that such visitors may well return to the Booktown and visit individual stores at a later date. An improved monitoring system is, however, needed to assess the extent to which events do generate business for the wider town on the day, as well as repeat visits at a later date.


	Objective by 2002/03 
	Achievement

	Attract 42,000 additional visitors annually
	· This target has been more difficult to measure as there was no formal system in place to monitor visitor numbers.

· Two sources are however available to provide an estimate of possible visitor numbers. These are as follows. If we take the traders’ estimate of 3% of total business relating to events, and we accept the estimate of 8000 visitors to events, this would suggest a total of 267,000 visitors through the town. A further indicator is provided through road count data in relation to Wigtown which suggests that the number of vehicles in the area has increased by 355 per day since the launch of Booktown. If we then apply an average 2.2 persons per car, this would suggest a total of c285,000 visitors per year. Both estimates are considerably higher than the original target of 42,000 visitors and suggest that this target was also achieved.

· In our view, however, more formal monitoring of visitors is required, and we suggest that visitor expenditure should also be tracked as well as the profile/behaviour of visitors.

	Assess the qualitative impact and resulting increase in general and tourism business confidence
	· Significant physical and psychological impacts have been achieved.

· Both local and business confidence has been boosted.

	Assess the economic environment of Wigtown to include detailed analysis of the book trade
	· Described as a ‘transformation’ , with construction and related trades and essential goods retailers reporting increases in trade. The general view of most people we interviewed , is that this stage of development had to happen and be well established before a sustainable booktown could be established.

· During this initial stage of development, the book trade overall has remained more fragile and is seen to still require a lot of support to be viable. Again, given the stage of development that the Booktown is at, this is generally viewed as acceptable, although most now recognise that book traders and the Booktown needs to prove its viability over the next few years. We agree with this assessment  and suggest that this supports the case for continued support from Wigtown Booktown Company and relevant business development agencies during this period. 

	Assess and identify key training needs in the Wigtown business sector
	· Key needs are to provide business development support to retailers, as well as empowerment in relation to each contributing to the collective success of Booktown.

· Specific training in IT and sales/marketing also identified.


	Objective by 2002/03 
	Achievement

	Determine opportunities for new business sectors, gaps in current business provision, and unexploited market areas
	· A few more large book dealers.

· A greater diversity of retail (antiques, crafts).
· Improved accommodation and catering.

	Assess the financial stability of Wigtown Booktown Company, and review the appropriateness of the operations of the company in relation to the above, the strategic operating level of the company, product development opportunities, and monitoring procedures
	· An earlier business plan prepared for the Booktown Company suggested that it should be self-financing by 2004, through merchandising and events related revenue. This has more recently been seen to be an unachievable aim and that, rather, the Company should help individual traders to be self-sufficient. As there remains limited scope for revenue contributions from traders, this requires the Company to source public funding, which is itself limited.

· The Company has raised the general profile of Booktown and many operators welcome its support to date. As its new manager recognises, its role has needed to be re-defined to respond to the stage of development that the Booktown has now reached. That is, it needs to help individual businesses to become self-sufficient, as well as being involved in more targeted marketing/packaging (including taking all PR opportunities) that will increase Wigtown’s profile within the international Booktown brand. It also needs to ensure that more comprehensive information on the marketplace is collected, and generally that there are better monitoring systems in place to track visitor volumes/value, motivations, behaviour and profile.

	Recommend any appropriate changes to be made to the role, membership and constitution of the Wigtown Booktown Company in order to sustain and enhance the profitability of it in future
	· Sustainability issue not relevant, but Company can play a major role in enabling Wigtown to reach the next and vital stage of its development.

· As mentioned, the Project Manager has plans for the role of the Booktown Company between now and its proposed winding down in 2008, but these need to be formalised and targets set/monitored.


5.
We also developed a wider evaluation benchmarking framework which compared the Wigtown Booktown against two other projects we were commissioned to evaluate at the same time.  These were the Dumfries Town Centre Partnership and Solway Heritage respectively.

6.
The detailed approach behind the benchmarking framework is described in Chapter 3.  In overall terms, our conclusions were that:

(
target setting should be more realistic, with more thought being given to their relationship to wider SEDG objectives and how they can be cost-effectively measured;

(
marketing and communications appear to be as much of a mystery to organisations such as those evaluated as they are to many in the private sector. although the Wigtown Booktown Company is taking steps to address this;

(
there is also a need to ensure that monitoring systems are not only in place but that the results to emerge from them are regularly reported to management committees and the Enterprise Company, with these results being directly related to the targets set (which should in turn be related to SEDG objectives);

(
as part of this process, financial controls should obviously be adequate and seen as an integral part of all monitoring and evaluation systems.

7.
To varying extents, these general observations apply to the Wigtown Booktown as much as they do to the other two projects, especially in terms of target setting and performance measurement in achieving them.  Additional, more detailed conclusions and recommendations are summarised below.

(
The concept is a good one and in many respects Wigtown has proved to be a good location, especially in the empathy which exists between books and the combination of peace and tranquility within a very pleasant environment.

(
Indeed, those interviewed who have known the town for many years can hardly credit the transformation which has taken place and the fact that Wigtown is now the envy of many communities.

(
Much is owed to the physical improvements which have taken place through the work of Solway Heritage, and the foresight of SE Dumfries & Galloway and Dumfries & Galloway Council in shaping, attracting and supporting the project.  This has encouraged incoming and ongoing private as well as public sector investment.  Despite the fact that traders did not see a pressing need for training, our observations suggest that more investment is now required in the supporting software of development, especially business development and marketing.

(
Whilst some have felt the benefits of change, others still struggle to survive, especially within the core book trade.  The economic model is probably fairly typical of the stage reached in projects of this nature in that construction and stated trades have benefitted, as have basic food stops.  Property values have also increased.

(
As noted above, however, with only a few exceptions there are few really strong book traders.  Most of the “front line” businesses are still marginal, some are not viable and all need ongoing support.  We believe that they deserve this in view of the significant investment which many have made in Wigtown in helping their “dream” – and that of all related to the Booktown – to come true.

(
These comments have to be placed in some form of perspective.  This is provided by Hay-on-Wye which took 40 years to reach its current stage of development.  Whilst it is recognised that in today’s fast-moving world Wigtown does not have the luxury of this amount of time, it does need more time to consolidate upon all that has been achieved to date.

8.
If this time is given – and we believe that it should – there are plenty of views on how it should be used.  As far as the core book trade is concerned, views expressed include the following.

(
More major dealers need to be attracted;

(
diversification is also needed, especially in respect of businesses that can sell effectively through the internet;

(
the few good booksellers should be encouraged even more than at present to work with those that are struggling;

(
events are important, and the major event – which can be highly effective in helping to promote the brand – should be capable of being self-financing through national sponsorship.

9.
These are all important points.  However, the appeal of Wigtown should be broadened as well as deepened.  The supporting infrastructure therefore needs to be developed, especially in terms of:

(
accommodation (which will attract staying guests and maximise economic benefits);

(
the catering product;

(
things that will entertain children, both indoors and outdoors.

In addition, the retail base needs to be widened sympathetically to include antique shops, art galleries, and gift shops.

10.
These aspirations will not be met without more and more customers being attracted to Wigtown.  This will require effective marketing but scarcity of both resources and marketing expertise demands that this will need careful consideration.  We also anticipate a continuing – if different – role for the Wigtown Booktown Company. In particular, it has a key familiarisation and empowerment role to play rather than being seen as the deliverer of the project.  There must be those within the business community itself who should increasingly take ownership of the initiative and draw it forward.

11.
We hope and trust that our evaluation of what has been a success story to date makes its own contribution to making this happen, thereby taking the Wigtown Booktown initiative onto its next stages of consolidation and development.

1.
STUDY OBJECTIVES AND APPROACH

1.1
The specific objectives of the study were as follows.

(
Review the operation and performance of the Wigtown Booktown Initiative to date, including whether it has met its operational objectives, which were as follows.

· The establishment of 40 book related businesses comprising 17 booksellers, 13 book dealers, 4 publishing companies and 6 related businesses.

· To attract 42,000 additional visitors per annum.

· To upgrade 63 properties.

· To organise 2 major events per annum plus a series of smaller events weekly throughout the year.  The term “events” covers a wide range and scale of activity but on the whole these are small book trade related events such as auctions, lectures, workshops, etc.

(
Assess the qualitative impact and resulting increase in general and tourism business confidence.

(
Assess the economic environment of Wigtown to include detailed analysis of the book trade.

(
Assess and identify key training or skills needs in the Wigtown business sector.

(
Determine opportunities for new business sectors, gaps in current business provision, and unexploited market areas.

(
Assess the financial sustainability of Wigtown Booktown Company, using the draft business plan established to review the appropriateness of the operations of the company in relation to the above, the strategic operating level of the company, product development opportunities, and monitoring procedures.

(
From the assessment above recommend any appropriate changes that should be made to the role, membership and constitution of the Wigtown Development Company in order to sustain and enhance the profitability of it in the future.

1.2 Our evaluation concentrated upon whether or not these objectives were achieved, but also sought to be helpful in pointing the way forward for the Booktown.

1.3 The methods deployed in undertaking the evaluation included the following.

(
Desk review of all available research and background material on Wigtown and other Booktowns, including understanding the criteria developed by Tony Seaton that is believed to underpin any booktown.

(
A mix of postal, telephone and face-to-face research with a cross-section of book-related traders and other businesses in the town, which sought their opinion on the success of the Initiative to date and their views on the future.

(
Telephone interviews with a property developer who has bought several commercial and residential units in Wigtown, as well as with the main estate agents in the area. The purpose of these interviews was to assess views on the impact that the Booktown had had on property values and business/community confidence.

(
Telephone interviews with the public agencies involved in the town’s regeneration, together with Solway Heritage who have managed the THI works.

(
Interviews with Wigtown Booktown Company staff and specific review of its operations.

· An interview with the Head of Chamber of Commerce at Haye on Wye, together with additional web based research on other European booktowns.

1.4 The key findings to emerge from all of our research are summarised overleaf as well as being set out in full in the Appendix.

2.
KEY SURVEY FINDINGS

2.1
The full detail of our research is set out in the Appendix. The key findings of this are summarised below under the following headings. These findings reflect a considerable consistency in views from the range of people interviewed (book traders, associated traders, public sector representatives, property developer/agents).

(
Perceived Success of the Booktown to Date

(
Product Range and Quality

(
Events

(
Markets and Marketing

(
Management Information

(
Training Needs/Sustainability

(
Wigtown Booktown Company

(
Comparative Analysis

Perceived Success of the Booktown to Date

2.2 In overall terms, the Booktown Initiative is seen to have been a considerable success in stimulating the town’s obvious re-generation. Prior to the Booktown’s launch, the town was very neglected and depressed: property values were below regional average and there was very low demand for commercial or residential property in Wigtown.

2.3 In the first five years of the Booktown’s operation, many believe that the physical nature of the town has been transformed and, indeed that this needed to happen as a critical initial phase of Wigtown’s regeneration. The whole process has had a positive ‘snowball’ effect whereby, without the Booktown concept, significant public sector investment in townscape and property upgradings would not have happened and, in turn, the private sector would not have been encouraged to locate and invest within the town. As a consequence, property value are estimated to have doubled in the last five years, and there is considerably more market interest in buying property in Wigtown. The regeneration that has happened to date is also believed to have raised the general morale of the wider community.

2.4 While major achievements have been made in the last 5 years (66 property upgrades, landscape improvements, c40 book related businesses created/strengthened, new investment in accommodation/catering, etc), most people see the project as long-term, and believe that it will take time (another 3-5 years) for full economic success/sustainability from the Booktown. In this context, construction trades have benefited from the programme of property investment and food shops have expanded in response to the increased population in the town; but while a few book traders are already viable businesses, most still require to attract more footfall to be sustainable, and a few are really struggling.

2.5 Many book traders have invested heavily in their retail units and stock, and while accepting that they would not have necessarily expected a return on this to date, are now keen to see a higher uptake in trade and profits. Existing book traders appear to be categorised into three types. A few are already viable and professional book traders, understand their business and marketplace, and could probably survive without the Booktown. The majority are mostly new to the book trade, but have a positive attitude and have attempted to provide a diversity to their business – both through an element of specialisation in book themes (e.g. food/drink, female authors) and in retail offering (e.g. preserves/herbal products, a café, a chemist, etc). The remaining few who are struggling were found to have a combination of low quality/cheap stock, to focus on selling books only, to be off the main town centre, and to have limited opening times.
Product Range and Quality

2.6 A number of comments were consistently made in respect of the range and quality of the Wigtown Booktown product in its widest sense. These included the following.
(
Still more bookshops are believed to be needed in order to create critical mass. In particular, it is believed that one or two high profile book dealers would augment the town’s credibility and appeal, a good antiquarian book trader is desirable, and existing traders who only sell second-hand books need to diversify in order to be viable.

(
Greater diversity of the retail product is also needed (e.g. antiques, crafts, etc) to ensure that there is sufficient interest for the general tourist in particular. More could also be provided for families.
(
While notable investment has been made in relation to accommodation and catering, still more is believed to be required. The quality of such operations in the town is also seen to remain dubious and, generally, standards need to rise to meet the expectations of the potential Booktown visitor, as well as operators being more flexible in their opening times.
Events

2.7 The staging of events is seen to be important in terms of adding integrity to the Booktown. The main events are seen to be reasonably successful, albeit most benefits on the day are believed to be focussed on the selling of the author’s own work and/or merchandise in the event venue itself, rather than being more dispersed throughout the town. Although traders estimate to attract 1%-3% of their annual business from events, accurate information on the impact of events to individual traders, and the town overall, is not currently available. The Wigtown Booktown Company has now taken steps to collect reliable data, including the extent to which event visitors return to the Booktown for a more general tour of individual bookshops. Suggested actions for the future include the idea of attracting national press sponsorship for the annual event, and attracting more large events and higher profile readings.
Markets and Marketing

2.8 There is also limited information currently available on Wigtown’s markets, both at individual trader level and overall. In broad terms, most traders believe that general tourists and special interest book buyers are important for sustainability, and therefore that the product offering must appeal to both. We consider our estimate of c250,000 annual visitor days in Wigtown to be credible, given that this can expect to include staying tourists and day trippers; although traders believe that they need to attract more footfall and spending actually through their units. Many traders also highlighted the importance of Internet book trading, with this accounting for at least 50% of annual revenues.
2.9 The Wigtown Booktown Company is seen to have undertaken some good groundwork in promoting the general profile of Wigtown Booktown, and more recently the Area Tourist Board is also seen to have had more resource available to assist with this. A number of suggested actions were, however, generally made in respect of marketing.
(
More targeting of the general tourist market and special interest book buyer, in order to increase footfall and spending through individual traders.

(
As mentioned, the seeking of national press sponsorship for the annual Booktown event.

(
More cooperation between traders in respect of marketing initiatives.

(
More PR generally that includes promotion of Wigtown as Scotland’s Booktown within the international booktown brand, and the development of more branded merchandise to support this.

(
More packaging of the Booktown with the wider attractions of the area and region.

2.10 Again, the Booktown Company is alert to much of the above and is developing a marketing strategy to addresses these points.
Management Information

2.11 The previous shortcomings in respect of good management information were mentioned above in relation to traders knowing enough about the performance of their own businesses, as well as the town overall having sufficient intelligence on the marketplace. This area is fundamental to evaluating past performance and to guiding future actions, and the Booktown Company has introduced a system that will start to address this (i.e. tracking visitor profiles and behaviours through events). At an individual trader level, it would appear that capacity support is required – both in terms of recognising the importance of good management data, and introducing systems to collect and monitor this.

Training Needs/Sustainability

2.12 As mentioned, most book traders are not yet operating sustainable businesses, and while the Booktown can expect a degree of turnover of individual traders, it must ensure that it protects a hard core of businesses in order for the entire concept to remain economically viable. Both individual traders and observing agencies generally accept that initial investment had to be made in hardware in the early years before any significant returns were made, but also now recognise that businesses must become sustainable in the next stage of Booktown’s development. Evidence of such sustainability will also be important in attracting more support for the Initiative from the local community.

2.13 The individual businesses we spoke to did not believe they had any pressing need for training, although did suggest that some support with computer skills and sales/marketing would be helpful. Based on our own observations and those of agency executives, however, it would appear that many businesses do require business development support. Indeed, we believe this to be vital in assisting businesses to become sustainable. In this context, we understand that the Booktown Company has attracted funding to allow individual businesses to receive a product development audit together with subsequent package of training support that is tailored to the needs of the specific business. In addition to this, operators and agencies believe that businesses need to network more to share issues, ideas and resources, and that the more professional operators should continue to give guidance to more recent book trader entrants.
Wigtown Booktown Company

2.14 Much of the general findings in relation to the Wigtown Booktown Company have already been mentioned above. These are, however, repeated below for ease of reference.
(
The work of the Company has been generally well received by individual traders and agencies. It has initiated some general promotion of the Booktown and has also been instrumental in organising the annual Booktown Festival and other events.

(
As most individual traders have still to place their businesses on a sound financial footing, these same sources also believe that the Booktown Company should continue to have a role in the town for the next 3-5 years – in supporting individual businesses in self-help, in encouraging them and the wider community to work to take over the Booktown Company’s role, and ensuring that Wigtown Booktown benefits from building greater market awareness within the general tourist and specialists sectors. The Company also needs to ensure that adequate monitoring systems are in place to track visitor information and evaluate performance.

2.15 The Company’s new manager has started to address the above and believes that it will take until 2008 until the local community takes full ownership of Booktown and have the skills and resources in place to assume the role of the Booktown Company.
Comparative Analysis
2.16 A sample of other booktowns in Europe was reviewed in order to provide reference points for Wigtown. As more information was available on Hay-on Wye, the findings are biased to this booktown – but are nevertheless instructive. Key observations are as follows.
(
As so many of respondents stated, Hay has taken 40 years to achieve the success it clearly reports today, and this has involved an evolution that has no obvious shortcuts. While we believe that Wigtown can become sustainable much sooner than this, the Hay example does illustrate the fact that the development of a Booktown is long term.

(
All booktowns have recognised the importance of a diversity of product offering in attracting and maintaining market interest, while at the same time protecting the value of the booktown brand. In this context, the retail mix involves no more that 50% as book-related trades and in Hay only a third of its retail sector are bookshops. All booktowns also promote the wider attractions of their area within the booktown package.

(
Annual events are also critical to augmenting the profile of booktowns and in many towns the events theme is expanded to involve all types of art and culture. The annual event in Hay is the biggest literary event in the world and is now self-sustaining and enjoys the sponsorship of a national newspaper.

(
Most booktowns appear to have more immediate access to larger catchment markets than Wigtown, and in Hay some two-thirds of its market is believed to be on a repeat visit. High visitor volumes and spending also enables book stocks to be kept fresh and varied.

2.17 This completes the summary findings of our research within the evaluation.
3.
THE WIDER FRAMEWORK

3.1
The objective behind the development of a wider evaluation framework is to allow different types of project to be benchmarked against each other, thereby identifying priorities for action and contributing to the development of the projects under consideration.  In this case, we evaluated the Wigtown Booktown against the Dumfries Town Centre Partnership and Solway Heritage respectively, given that all were being considered by us on behalf of Scottish Enterprise Dumfries and Galloway at the same time.  This is challenging, given that all these projects are quite clearly very different from each other.

3.2
However, they all share common characteristics in terms of goals and objectives, at least in generic terms.  Given this, generic headings and question areas can be developed which apply to all the projects and any others which the Enterprise Company may add in the future, as indicated below.

(
Target Setting
1.
How realistic are the targets which have been set?

2.
Are they capable of measurement?

3.
How do they relate to wider SEDG objectives?

4.
To what extent has the assisted organisation bought into them?

(
Project Organisation and Management
5.
How effective is the organisation’s committee and management structure?

6.
What are the skills and experience of the project manager in relation to what he/she is expected to deliver?

7.
What monitoring and reporting systems have been established?

8.
How regularly and in what form is performance reported to the management committee and the Enterprise Company?

9.
How is the organisation funded and has an exit strategy been developed which will move the organisation towards self-sufficiency?

10.
Are there effective financial management controls in place?

(
Project Marketing
11.
What is known about the target markets?

12.
Have marketing/communication objectives been set?

13.
Is there a marketing plan, including measures to monitor effectiveness?

14.
Is there awareness of competitive and complementary projects in the area?

15.
Have relevant strategic alliances/networking arrangements been established?

(
Impacts and Outputs
16.
To what extent have the targets been met (on basis of information that can be verified)?

17.
What is the impact of organisational performance on the local economy in terms of employment, productivity and adding value?

18.
What are perceived to be the main reasons for success or failure?

3.3
Answers to these questions are scored on the basis of a scale of 1 to 5, using decimal points.  Results are then added and the average for the project as a whole is calculated.  All features below average are emboldened.  This is known (by tms) as internal benchmarking.  All projects being evaluated within the framework are then assessed across the matrix in terms of particular features, with averages across the way being calculated.  This is external benchmarking.  Within each project, features which are below both the internal and external averages are isolated and the percentage below average in each case is calculated.  These percentages are then multiplied (i.e. internal percentage below average x external percentage below average) to give a performance index.  The indices are added and average values again calculated, with features below average again being emboldened.  These are the features which obviously require immediate attention.

3.4
Application of this approach, with the focus on Wigtown Booktown, is summarised in the table overleaf.

	Marketing Criteria
	Projects
	Average Scores

	
	Solway Heritage
	DTCP Project
	Wigtown Booktown
	All Three Projects
	Without DTCP

	Targets Setting
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1.
	How realistic are the targets set?
	3.8
	2.0
	2.0
	2.60
	2.90
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2.
	Are they capable of measurement?
	4.0
	4.0
	2.0
	3.33
	3.00

	3.
	How do they relate to wider SEDG objectives?
	3.5
	2.5
	3.5
	3.17
	3.50
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4.
	To what extent has the assisted organisation bought into the targets?
	4.4
	1.0
	2.0
	2.47
	3.20

	Project Organisation and Management
	
	
	
	
	

	5.
	How effective is the committee and management structure?
	3.7
	2.1
	3.8
	3.20
	3.75

	6.
	What are the skills and experience of the project manager in relation to what he/she is expected to deliver?
	3.7
	1.0
	3.5
	2.73
	3.60

	7.
	What monitoring and reporting systems have been established?
	4.2
	0.5
	2.0
	2.23
	3.10

	8.
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?
	4.5
	1.3
	1.5
	2.43
	3.00

	9.
	How is the organisation funded and has an exit strategy been developed which will help the organisation towards self-sufficiency.
	4.0
	2.0
	2.5
	2.83
	3.25

	10.
	Are there effective financial management controls in place?
	3.8
	1.2
	3.0
	2.67
	3.4

	Project Marketing
	
	
	
	
	

	11.
	What is known about the target markets.
	3.5
	2.5
	2.3
	2.77
	2.90

	12.
	Have marketing/communication objectives been set?
	1.0
	0.5
	3.0
	1.50
	2.00

	13.
	Is there a marketing plan, including measures to monitor effectiveness?
	1.5
	0.5
	3.0
	1.67
	2.25

	14.
	Is there awareness of competitive and complementary projects in the area?
	4.6
	0.9
	3.2
	2.90
	3.90

	15.
	Have relevant strategic alliances/ networking arrangements been established?
	2.8
	1.1
	2.8
	2.23
	2.80

	Impacts and Outputs
	
	
	
	
	

	16.
	To what extent have the targets been met (on basis of information that can be verified)?
	4.8
	4.0
	3.5
	4.10
	4.15

	17.
	What is the impact of organisational performance on the local economy in terms of employment, productivity and adding value?
	3.2
	1.0
	3.2
	2.47
	3.20

	18.
	What are perceived to be the main reasons for success or failure?
	3.6
	1.0
	2.5
	2.37
	3.05

	Average Scores
	3.59
	1.62
	2.74
	2.65
	3.16


3.5
In the above table we have calculated average scores by feature for all three projects and for Solway Heritage and the Wigtown Booktown without the inclusion of the DTCP.  There are slight variations in the results within the two sets of analyses when individual feature marks are compared against the overall averages, as summarised below.

	All Three Projects
	Average Score

	12
	Have marketing/communications objectives been set?
	1.50

	13
	Is there a marketing plan, including measures to monitor effectiveness?
	1.67

	7
	What monitoring and reporting systems have been established?
	2.23

	15
	Have relevant strategic alliances/networking arrangements been established?
	2.23

	18
	What are perceived to be the main reasons for success or failure?
	2.37

	8
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?
	2.43

	4
	To what extent has the assisted organisation bought into the targets?
	2.47

	17
	What is the impact of organisational performance on the local economic in terms of employment, productivity and adding value?
	2.47

	1
	How realistic are the targets set?
	2.60


	Without DTCP
	Average Score

	12
	Have marketing/communications objectives been set?
	2.00

	13
	Is there a marketing plan, including measures to monitor effectiveness?
	2.25

	15
	Have relevant strategic alliances/networking arrangements been established?
	2.80

	1
	How realistic are the targets set?
	2.90

	11
	What is known about the target markets?
	2.90

	8
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?
	3.00

	2
	Are they capable of measurement?
	3.00

	18
	What are perceived to be the main reasons for success or failure?
	3.05

	7
	What monitoring and reporting systems have been established?
	3.10


3.6
If the criterion “main reasons for success or failure” is omitted (see overleaf) the consolidated table produces the following.

	12
	Have marketing/communications objectives been set?

	13
	Is there a marketing plan, including measures to monitor effectiveness?

	15
	Have relevant strategic alliances/networking arrangements been established?

	1
	How realistic are the targets set?

	8
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?

	7
	What monitoring and reporting systems have been established?

	11
	What is known about the target markets?

	2.
	Are they capable of measurement?

	3
	How do they relate to wider SEDG objectives?

	10
	Are there effective financial management controls in place?


3.7
These criteria can then be grouped to suggest that:

(
target setting should be more realistic, with more thought being given to their relationship to wider SEDG objectives and how they can be cost-effectively measured;

(
marketing and communications appear to be as much of a mystery to organisations such as those evaluated as they are to many in the private sector;

(
in particular, clear objectives need to be set within the context of a marketing plan which includes strategic alliances and networking;

(
there is also a need to ensure that monitoring systems are not only in place but that the results to emerge from them are regularly reported to management committees and the Enterprise Company, with these results being directly related to the targets set (which should in turn be related to SEDG objectives);

(
as part of this process, financial controls should obviously be adequate and seen as an integral part of all monitoring and evaluation systems.

3.8
In addition to these conclusions and the implicit recommendation that the Enterprise Company needs to follow them up, we would suggest that the evaluation process introduced in this report be further developed.  We would be delighted to be part of this process through re-examining the criteria (for example, we would replace “main reasons for success or failure” – which should naturally fall out of the evaluation process – with a criterion related to the “need for the service being provided”).
3.9
As far as the projects evaluated within this study are concerned, the main conclusion to emerge are not surprising in that:

(
Solway Heritage scores well;

(
the Dumfries Town Centre Partnership does not;

(
and the Wigtown Booktown lies between the two.

3.10
As far as the Wigtown Booktown is concerned, particular conclusions can be drawn from the results to emerge from application of our recommended evaluation process.  These are summarised below.

	No.
	Criterion
	% Before Average
	Performance Index

	
	
	Internal
	x
	External
	

	1.
	How realistic are the targets set?
	24
	x
	23
	552

	2.
	Are they capable of measurement?
	24
	x
	40
	960

	4.
	To what extent has the assisted organisation bought into the targets?
	24
	x
	38
	912

	7.
	What monitoring and reporting systems have been established?
	24
	x
	10
	240

	8.
	How regularly and in what form is performance reported to the management committee and the Enterprise Company?
	43
	x
	38
	1634

	9.
	How is the organisation funded and has an exit strategy been developed which will help the organisation towards self-sufficiency.
	5
	x
	12
	60

	11.
	What is known about the target markets.
	13
	x
	14
	182

	
	
	
	
	Average
	620


3.11
In the case of the Wigtown Booktown the evaluation is generally positive, although we have some concerns about performance reporting to the Enterprise Company.  In addition, at least some of the targets appear to us to be difficult to measure which is perhaps why those responsible for the initiative are not entirely committed to them.  Nevertheless, in purely evaluation terms the project scores well.

3.12
This positive observation, which should be seen within the context of our earlier conclusions and recommendations, brings this chapter and our report to a close.

APPENDIX A

The Trade Views

THE TRADE VIEWS
1.
A core element within the evaluation involved seeking views on the success of the Booktown to date from businesses within Wigtown, as well as public sector agencies with an interest in the town’s regeneration and local estate agents/a property developer. We also interviewed the Head of the Chamber of Trade in Hay-on-Wye to ascertain the path of success in relation to Europe’s premier booktown. Through these interviews we also reviewed the success of the Wigtown Booktown Company, as well as interviewing the Project Manager, John Robertson, and reviewing all available of desk research. These views are presented in this chapter under three main headings.

(
Trade Views

(
Agency Views

(
Wigtown Booktown Company

2.
The views of businesses in Wigtown/Bladnoch were sought through an initial postal survey and a subsequent round of face-to-face and telephone interviews. The findings from each of these are discussed in turn below.

The Trade Postal Survey

3.
The initial postal survey was designed to collect data on the following.

(
The significance of the Booktown Initiative relative to other public sector activities in the town in boosting business confidence

(
The perceived benefits from the Initiative

(
Economic and market demand information

(
The importance/success of events

(
Training needs

(
Other general comments

4.
Survey questionnaires were sent to all 62 members of the local business association. The response was somewhat disappointing, with only 15 responses received. Of the 15 total responses, three were from businesses that had only recently located in Wigtown and believed it was too early to comment, only four came from book related trades, and the remainder came from a mix of tourism operators and other non tourism businesses. This lack of response from Wigtown book traders is not isolated to the postal survey, but has been experienced by the Booktown Company on a number of occasions. Given the low response on this occasion, however, we undertook a further 16 personal/telephone interviews – half of which were book related traders – to cover the question areas in the postal survey, as well as a few more.  The main findings from the postal survey in respect of the six topics listed above, were as follows.

5.
The Booktown Initiative (which relies on significant support from local agencies) was found to be considerably more effective in raising business confidence than any other initiatives in the town undertaken by the Local Enterprise Company, the Council or the Area Tourist Board. The average score out of a total of 10 points estimated by respondents is shown in the table below and reveals the Booktown Initiative to have attracted an average score of 8.9, compared to the next best score of 4.9 points for other Council activities. Tourist Board promotions scored lowest, although a number of respondents reported that they were happier with more recent ATB involvement, including promotion of the Gaelforce event.

	
	Average Score out of a total of 10

	Booktown Initiative
	8.9

	Other Council Activities
	4.9

	Other LEC Initiatives
	3.9

	Tourist Board Promotions
	2.9


6.
In terms of the perceived success of the Booktown on individual businesses, responses were mixed. Some reported significant improvements, while others said there had been some improvement. Only one of the four book traders responded to the question, although the others suggested that the project was long-term and would take time to have impact.

7.
In seeking to gain information from book traders about economic performance and market demand, the low level of responses meant that we were unable to construct any meaningful analysis from the survey. Based on the limited data received, it would appear that visitor volumes and values in respect of individual book related businesses have increased moderately since the launch of the Booktown but annual profits still need to be increased. All book traders also estimated that around half of their visitors come from outside the region, and that event days generate 1-3% of total demand. The staging of events was seen to be ‘very important’ and traders reported the ones to date to have been ‘quite successful’.

8.
While most respondents did not believe their was a pressing need for training most of the 15 respondents (book traders and tourist related businesses) reported a degree of need for this, and for computer training and sales & marketing training in particular.

9.
Some useful general comments were also made, the main ones being summarised below.

(
The Booktown is believed to have made a considerable contribution to the regeneration of Wigtown and it is believed that the Townscape Heritage Initiative (THI) would not have happened without the Booktown. One respondent summed up the improvements as “It has turned a dead-beat tatty town into one where people can invest their small amounts of money without thinking they are wasting it”. A non book/tourist trader believed that it had improved the commercial environs of the town in general.

(
A number of operators see the initiative as a long- term development project and that it will take some time to mature in image and performance. “It doesn’t happen overnight, but I’m pleasantly surprised at the number of people who have visited and return to the area”.

(
More attention to marketing is required on a number of fronts as a means to increasing footfall of both general and specialist visitor markets. Suggestions include the need for more ‘packaging’ of the town’s assets (both book-related and other attractions), more events and the sponsorship of the annual festival by national press, and further penetration of the Irish market in particular.

(
The supporting infrastructure of the town is seen to remain weak in terms of quality accommodation and catering and, generally, there is believed to be a need for more diversity of interest. Signage also needs to be improved, there are mixed views on Sunday trading, and some concern that rents for refurbished retail units are too high.

(
While much has been done in respect of improving the physical fabric of the town and in creating a positive environment in which book dealers will wish to invest, many book traders are believed to not yet be fully sustainable and to still need support in relation to business development in particular. Despite this it is also believed more book dealers need to be attracted into the town.

Face-to-face and Telephone Interviews

10.
Our subsequent interviews with local book traders and other businesses largely involved speaking to people who had not returned a postal questionnaire. Question areas in this instance involved seeking people’s views on the following.

(
Success of the Booktown to date

(
Product range/quality

(
Market mix and marketing

(
Key strengths and weaknesses

(
Role/success of Wigtown Booktown Company

(
The importance of events

(
Sustainability

11.
As before, we have presented the main findings on each of the above areas in turn, although most are qualitative rather than quantitative in nature due to limited monitoring of performance by businesses.

Success of the Booktown to date

12.
Most traders had experience of Wigtown pre and post the town’s upgrading, and referred to this as “a transformation” from a derelict town to one that is now vibrant and re-generating itself. “As a rural regeneration initiative it has certainly succeeded”.

13.
While the visual changes to the town are believed to have been a considerable morale booster to the local community overall, for book sellers most reported that they are not yet making sufficient returns on the considerable investment they have made in buying/refurbishing property and buying stock. Most, however, also recognise that such returns will take time to achieve, many referring to the fact that it has taken Hay-on-Wye  some 40 years to get where it is today. There is also a general acceptance that one can expect to make a nice living in Wigtown, but not a fortune.

14.
The pattern of reported successes from the town’s regeneration is probably typical of the changes that have been made to date. Given the substantial programme of physical improvements, the construction sector and related trades have benefited most so far, and local food shops have also fared well. For example, the local grocer and Coop have extended their stores and now carry a wider range of stock – despite the introduction of a new supermarket in Newton Stewart. The local hotel has been bought and refurbished, the new operator who has lived in the area for some time and who operates tourist accommodation elsewhere in the area believing that this will be a good long-term investment. The fact that some premier location shop units that were derelict have been acquired and refurbished by a local property developer is further evidence of a belief in the town’s future.

15.
In terms of the current performance of book sellers, it appears that these fall into three categories. A few larger operators reported good performance and to have full confidence in the viability of their business even without the Booktown. The majority of book sellers fall into a middle category that is characterised by smaller operations who are dependent on the success of the Booktown as a concept but who often have other elements to their business in addition to a second hand bookshop (e.g. new books, café, food produce, gifts, internet book selling) to allow them to be viable until the book selling side of the business matures. Job creation in bookshops is not substantial but operations with a greater diversity of product have increased the number of part-time jobs. The last category of booksellers is fewer in number but those in it appear to be struggling to make ends meet. In most instances these operators appear to have one or more of the following characteristics: to have developed purely as second-hand booksellers; to be new to the sector; to be located outside the main hub of the town centre; to operate very limited opening times; and to have since considered internet selling but have limited money or time to develop this.

Product range/quality

16.
In terms of bookshops there is a general view that a few more are still required to provide the critical mass needed to offer a mature Booktown. In particular, a few larger operations are needed and possibly one more good antiquarian bookshop. Most operators also see benefit in offering a degree of specialisation between units and there is some concern that there are a few non-professionals involved in book selling in the town with poor/cheap stock. All booksellers recognise the importance of internet selling, this accounting for c50%-90% of turnover in a number of businesses; and apart from the two principal book sellers, there is also recognition of the need for second-hand book sellers to diversify.

17.
While book selling should remain the key theme of Wigtown, most operators believe that there is a need for greater diversity of leisure retail (e.g. antique shops, art galleries, giftware, etc). A few established businesses have not yet improved their shopfronts and need to be encouraged to redecorate these and improve their signage. The catering and accommodation product in the town is also seen as inadequate: many do not believe the quality of catering to be good enough and there is also very limited evening opening; some book-sellers were sorry to see Corsmarzlie Hotel revert to a private residence as this attracted a potential market, and generally there is a lack of anything like this quality/quantity of accommodation in the town.

18.
Most operators also believe that the Booktown needs to be ‘packaged’ with the other many good quality attractions of the area (e.g. harbour, Nature Reserve, Galloway Forest Park, Whithorn, etc). In particular, there appears to be a lack of amenities for families/children (e.g. accessible play area) and the potential for a number of good walking routes remains undeveloped.

Market mix and marketing

19.
There appears to be very limited information on visitor markets to Wigtown but in very broad terms markets segment into the general tourist market and specialist book buyers. Views between operators are mixed in terms of the value of the general tourist market to booksellers although, interestingly, it is those operators –who we referred to earlier as being in the bottom category of performance – who believe that the  focus of marketing should be on specialist book-buying markets. The family market is also seen to be important given the area’s appeal to this sector.

20.
For those book traders who also sell over the Internet, many indicated that without web sales their income would be low. That said, there is a belief that interest in visiting book towns will continue, given that one cannot browse books on the internet and postage costs for a high volume of books will be high.

21.
There is, therefore, a perceived need to increase footfall of visitors to the town and through its shops. The outbreak of FMD, the poor weather and global events have certainly not helped in this respect but, generally, most believe that market awareness of Wigtown – especially in England and Ireland – needs to be increased.

22.
In terms of the marketing of the Booktown, many operators were appreciative of what the Booktown Company had done to date, and while some were more critical of the Area Tourist Board’s efforts in the initial years, greater satisfaction with its more recent involvement reflects the extra resource the ATB has had to market the region and its products. The overall view is that there is a need to increase awareness in both the general tourist and specialist markets. The extent to which traders have good knowledge of their customers and track their details is, however, quite limited.
Key strengths and weaknesses

23.
The particular strengths of the Booktown are seen to be as follows.

(
The existence of a smart, compact town that people feel proud to live in and to welcome visitors into. “A feel good factor” and “a relaxed atmosphere”. One trader summed up the mood of a number of businesses by saying that, “what has been achieved is terrific. You couldn’t have believed it would happen. It’s down to the enthusiasm of people to get it where it is today”. Property values are also seen to have increased, some believing these to have doubled in five years.

(
The town’s scenic location and beauty of the wider Machars area.

(
The collective resource of book traders which has allowed a number of less experienced traders to have been helped by more professional ones. A further example of this is the decision Historic Newspapers took to re-locate into the town centre as a means of strengthening the Booktown concept. It is believed, however that even more could be done to share knowledge and experience.

(
The facilitation and marketing support provided by the Booktown Company.

24.
The main weaknesses of the Booktown are seen to include:

(
the range and quality of the wider infrastructure of the town (accommodation and catering in particular);

(
inadequate signage on arterial routes (we understand that this is currently being looked at by the Roads Department in terms of securing brown signs further back along the A75 and at gateway points such as Gretna and Stranraer);

(
the lack of retail product diversity and insufficient ‘packaging’ of the area’s wider attractions;

(
lower than ideal footfall of visitors through the town (although more visitors now visit the town, higher volumes of general and specialist visitors need to be attracted; and while events have helped to increase the profile of Wigtown, visitors associated with them are estimated to account for only 1-3% of annual book shop business);

(
the lack of cooperative marketing between traders.

Role/success of Wigtown Booktown Company

25.
The Booktown Company is believed to have done a good initial job in promoting the town and annual festival, and in attracting increased funding for particular initiatives. The provision of comprehensive, monthly reports is also welcomed by members, as is the improved leaflet and its distribution.

26.
Most operators, however, believe that there is still much to be done to develop the town and achieve the image that Hay-on-Wye has achieved. “They have kicked off an idea but there is still a lot to do.” In particular, most operators would like to see the Company remain until at least the hosting of the town’s 2004 festival. To withdraw the project before then would be premature and “all would fall on its ears”.

27.
Key tasks that some operators believe the Company should perform in future include: to continue to build awareness of Wigtown and to create a brand name that is not yet established; to provide a property update on available premises for people considering relocating in Wigtown (now provided); to encourage second-hand traders in expensive city centre locations to relocate; and to work with individual operators to ascertain how some people are not performing so well and to ensure that good operators remain in the town (while there is a belief that there will always be a degree of turnover in book traders in the town, a hard core of book traders require to remain for the whole concept to be sustainable. To ensure that this happens, each of these individual businesses need to be sustainable in their own right).
The importance of events

28.
Events are seen as an important element within the Booktown’s product (and marketing) mix, both in terms of adding integrity to the theme but also in raising the morale of traders. These are seen to work well and to attract good attendances considering Wigtown’s location, and the main event in September generates reasonable income for some traders. For other events and other traders, the view is that often most book sales are for the visiting author’s new book, although businesses do attract income from sales of other merchandise they stock at events. Given the limited number of days on which major events are staged in the town, and the fact that many operators do not benefit from event attendees on the day, events do not compensate for the still insufficient levels of overall footfall through Wigtown retailers.

29.
The principal operators believe that the town should host more events and higher profile readings/signings, and that the main annual event should become self-sustainable through attracting sponsorship from a national newspaper.

Sustainability

30.
From our discussions with book traders it would appear that, while most remain bullish about their investment in the town over the longer term, few have yet established viable businesses to invest in marketing. For this reason, continued help from the Booktown Company in terms of marketing resource and facilitation is believed to be needed.

31.
In this context, the key future tasks that were mentioned above in relation to the Booktown Company need to be pursued to ensure that the concept becomes and remains sustainable. In addition, several traders believe that more needs to be done to encourage the wider community (and young persons in particular) to be more actively involved in ensuring the town’s sustainability.

32.
A number of traders have suggested some development ideas which are worthy of support, possibly by the Booktown Company. The following list is by no means exhaustive and there should be a mechanism whereby such views are sought, supported and pursued. These include:

(
researching the workings of a pluralistic economy and advising on the need for secondary income;

(
developing a shared human resource that individuals could tap into from time to time to help with all aspects of book-selling, including cataloging, which would increase jobs in the town;

(
attracting one or two high profile book dealers into the town, possibly by pursuing John Druce of Historic Newspaper’s idea to encourage a book dealer in New York or London to relocate their less expensive stock (£10-£200) to Wigtown;

(
John Druce also has a number of other ideas, including establishing Wigtown as an international centre in Internet trading and in creating a small all-weather attraction using vintage cars and/or vintage car trips around the local area;

(
developing branded merchandise and encouraging more people to become involved in joint marketing initiatives.

33.
Finally, we agree with the views of John Druce in terms of moving Wigtown Booktown to the next stage of its product lifecycle. “It needs a good shove to take it to the next level. The next year or two is going to be difficult, and my concern is that it (the Booktown) may go down without such help.”
APPENDIX B

Agency Views

AGENCY VIEWS
1.
As mentioned, we sought the views of local estate agents to ascertain the perceived impacts of the Booktown on property values, as well as those of the public sector agencies in the region with an interest in the regeneration of Wigtown. The findings of each are detailed in this chapter, under the following headings.

(
Estate Agency/Property Developer Views

(
Public Sector Views

Estate Agency/Property Developer Views

2.
We interviewed three of the main firms in Newton Stewart. The main question areas covered in this instance were as follows.

(
Impact of the Booktown on property values

(
Market demand

(
Comparative analysis with other areas

Impact of the Booktown on property values

3. All property agents reported a significant upturn in property values in Wigtown over the last five years. Two of the local firms were unable to give a precise figure although they estimated that the increase could be as much as 100%. The other agent suggested a smaller increase, although this firm appears to operate less in Wigtown than the other two. Part of the increase was believed to have reflected the national rise in property values, but the launch of the Booktown was also seen to have been a major contributor, the example of a local property developer undertaking significant upgrading of prime retail units in the town being seen as evidence of a reaction to the potential of the Booktown. The major public works in the town and initial private upgradings are also believed to have encouraged more people to relocate to Wigtown. In addition, given that Wigtown was particularly depressed prior to the introduction of the Booktown, local property agents believe that the increase in property values would not have been as significant if the Booktown initiative had not been launched. Commercial properties would certainly not have been as developed as they have been without the Booktown.

Market demand

4.
The high demand for properties in Wigtown is seen in comparing the high number of properties for sale prior to the Booktown compared to the handful of properties for sale today, and the general shortage of residential and commercial property in the town. Prior to the Booktown, it wasn’t unusual for properties to take 12 months to sell: now most sell within a month and one agent reported having a waiting list for property in the town. In particular, there is demand for large retail properties and large residential houses with storage.

Comparative analysis with other areas

5.
While property values in Wigtown are not as high as in Newton Stewart, they are seen to have risen higher than most other settlements in the Machars. One agent also believed that Wigtown had a stronger and more vibrant community than others in the area and that, again, this probably reflected the success of the Booktown.

Views of property developer

6.
We also spoke to a property developer, Mr Philip Skinner, who has acquired seven properties in the town and invested in these. His interest in Wigtown appears to have coincided with the launch of the booktown, although he concedes that he would not have invested as much in retail properties in the town had it not been for the availability of grant aid. In terms of the properties he owns in the town, he believes that he has attracted two good quality tenants to date and is pleased to see that he has let to an art gallery retailer as well as a book trader. The largest unit owned by Mr Skinner remains unlet although he is confident that it will attract a ‘big hitter’ soon. While the annual costs for this unit are c£17,000, the square footage rate is comparable to his other units, and the amount is believed to equate to what Mr Skinner has invested in the unit. In this context, he is not prepared to compromise on quality as this would impact on his long term investment.

7.
In terms of Mr Skinner’s wider views on the success of the booktown to date and his hopes for the future, these were as follows.

(
Excellent progress has been made to date, with Mr Skinner singling out the support of Groundbase and a few local players. Again, reference was made to Hay-on-Wye and the fact that it would take time for Wigtown to mature as a booktown.

(
The town stills lacks good quality infrastructure, especially good quality dining and places to stay. Specific point was also made of the need to control the behaviour of some locals in hostelries (e.g. bad language) which visitors might use. In this context, Mr Skinner is considering conversion of the old Red Lion into a good quality  eating place later this year.

(
The local community needs to embrace booktown and recognise that tourism is now the main industry in the area if booktown is to survive and prosper. He is also concerned at the element of youth that is seen to loiter around the town and suggested that some of this could be removed by encouraging apprenticeships to help fill the local shortage of skilled trades.

(
The key success factors for book traders are seen as good quality stock and Internet links.

Public Sector Views

8.
Our interviews with public sector agencies are not yet complete, but we report here on the interviews undertaken with Mike Leybourne of Solway Heritage; Volkvar Nicks, Conservation Officer, Dumfries & Galloway Council; Vicky Miller, Dumfries & Galloway Area Tourist Board; and Sharon Glendinning, Planning & Economic Officer, Dumfries & Galloway Council.

Conservation Officer, Dumfries & Galloway Council

9.
The officer intimated that he was pleasantly surprised with what had been achieved in Wigtown, in terms of not only improving the fabric of buildings and wider amenities, but also in revitalising the character of the town and in stimulating a “feel good” factor within the community. The facility of THI allowed a concentration of resources over a limited period of time and the partnership approach between the Council and SEDG was also seen to be positive. The officer did, however, recognise that further assistance may be required to encourage property upgradings that did not qualify under THI (i.e. to the rear/side).

10.
No estimate of the change in property values pre and post the THI have been undertaken, but the Conservation Officer believes that Wigtown is now seen to be on a par with other vibrant communities in the region such as Kirkcudbright and Moffat.

11.
Looking to the future, the officer believes that steady improvement will continue to be made in the town, but suggested that all property owners needed to be aware/committed to regular maintenance of buildings. We understand that this is in fact a condition of THI grant, although we note that there is no formal system in place to monitor this.

Architect, Solway Heritage

12.
The architect referred to the depressed state of the town prior to the Booktown, whereby there were a significant number of empty units for a small town and some were in fact derelict. With the facility of THI and other facelift grants, properties have become marketable and increased in value, and the whole character of the town and local trading confidence has improved.

13.
Again, the need to take a longer term view was intimated by the architect. “We’ve only just set the stage – the profile of the Booktown is not fully established.  The town is now more attractive but it will take a further year for it to reach  its peak.”

14.
The architect also believed that Wigtown will never be a boom town but that hopefully operators will make sustainable profits. Many are not at this position and for this reason the architect considered it essential that the Booktown Company and local agency support remains in place for at least the next 5-10 years. Such support should include the need to ensure that the town’s fabric is maintained and in this context possibly an environmental awareness sub-group should be formed.
15.
In terms of seeking to ascertain the value of works undertaken in the town over the period of the THI, some indication of this was provided. The County Buildings have taken the lion’s share of investment (£1.4million), while Public Realm works cost c£142,000. The property grants scheme has generated almost £0.5million of investment in the town to date towards which grants of c£206,000 have been offered. The facelift scheme prior to THI was valued at £75,000.
16.
Excluding the Mercat Cross, the County Buildings and the Public Realm work, Solway Heritage reported that 26 properties have been upgraded under THI to date but that it was anticipated that a further 19 units would be upgraded through THI by 2003/04. In addition, 20 properties also underwent modest upgrading (e.g. paintwork of frontages/signs) through a facelift grants scheme that was available prior to THI. The grants scheme is seen to have already assisted in the upgrading of the most neglected properties in the town and towards the much improved visual townscape of Wigtown. Including the County Buildings, it would appear that 66 buildings have been upgraded This figure therefore exceeds the target of 63 property upgrades set for the town. Furthermore, by applying the average scale of upgrading of 14 square metres per unit, this suggests that c924 square metres of property will be upgraded by 2003/04.
Marketing Manager, Area Tourist Board

17.
The Booktown is viewed as a success story by the ATB. The booktown brand is an important hook, but even greater success can be achieved by packaging in the wider attractions of the area.

18.
The lack of good quality accommodation in the town is recognised as an issue, but realistically this can be resolved by drawing on accommodation supply in the wider area. Within Wigtown, however,  number of properties have been/are planned for  refurbishment in relation to accommodation and catering (e.g. The Plough Inn has recently opened as a restaurant/bar and also hopes to provide tourist accommodation, a High Street property has being bought for conversion to a bed & breakfast, the old Red Lion Hotel will hopefully re-open for accommodation and food, and a previous country house hotel is also due to re-open.

19.
More needs to be done to increase awareness of the Booktown and its wider attractions amongst tourism operators throughout the region.  Generally there appears to be a number of funding sources (Leader, Heritage Lottery, SEDG) for cooperative marketing initiatives.

20.
The two broad markets of general and specialist tourists are acknowledged and while the ATB can assist with the former, it agrees with the need to penetrate the latter through greater PR.

Planning & Economic Officer, Dumfries & Galloway Council

21.
This officer believed that considerable progress had been made in respect of the physical regeneration of Wigtown and the launch of the Booktown, with the town enjoying access to Objective 2 and 5b European funding and equivalent support from Scottish Enterprise Dumfries & Galloway and Dumfries & Galloway Council. As a number of other people have also observed, the officer believes that public subsidy was needed to bring the town to its current level of development, but that Wigtown Booktown is now seen to be at a critical point in its development in terms of proving the sustainability of its economic base, through book traders and associated trades.

22.
The officer also believed that an exit strategy is needed to enable the private sector and Wigtown Booktown as a whole to become self-sustainable, but that such withdrawal of public support should be tailored over 3 to 5 years. Such a plan should take account of the following.

(
The product offering of Wigtown (e.g. which needs to ensure that book traders are economically rather than lifestyle based, that there is sufficient diversity of retail product, and that the town draws on the wider assets of the area).

(
The fact that a greater focus now needs to be put on the development of businesses rather than just marketing. An example of this is the grant assistance that has been made available through the Communities Regeneration Fund for business support, joint marketing, widening the events calendar, etc.

(
More still needs to be done to promote Wigtown Booktown as Scotland’s Booktown (it is more often perceived as Wigtown’s Booktown), and as a key asset of the region. It also needs to link into the wider Dumfries & Galloway tourism product.

(
While there is evidence of community recognition of what the Booktown has done for Wigtown, there is still more work to do to achieve full community ownership. The community also needs to see greater economic benefits from Booktown.

(
Alternative sources of funding should be reviewed so that dependence is not placed on the main public bodies in the region. Furthermore, while European monies have been welcome, they have to be bid for and matched by the regional agencies, as well as the preparation of applications taking time away from actual product delivery.

(
While, as mentioned above, there is still much to do in terms of marketing and business development, the Wigtown Booktown Company has made some successful initial steps in raising the general profile of the town. As the community is not yet perceived to be at the stage of taking over the role of the Booktown Company, the officer believed that the latter still has an important facilitating role to perform in relation to business development and marketing, as well as remaining involved in the financial planning of the Booktown in moving towards self-sufficiency. In this context, the role of the Booktown Company needs to be reviewed as part of the wider exit strategy for public sector involvement in the Booktown.

23.
In overall terms, the Planning & Economic Officer was hopeful of Wigtown Booktown’s future success, and believed that the opening of the extensively refurbished County Buildings combined with the PR associated with the staging of the International Book Festival in Wigtown, would further strengthen the town’s footing. The officer also believes that a  key test for the Booktown will be if it can at least break-even on the financing of the Festival, and in this context a robust monitoring system needs to be in place to allow evaluation of the event and visitors to the town generally.

APPENDIX C

Wigtown Booktown Company

WIGTOWN BOOKTOWN COMPANY
1.
This chapter reports on our review of the activities of Wigtown Booktown Company as set out in its Business Plan. The main source of this was through interviews with John Robertson, the Project Manager, and the Company’s administrator. We also report on our interview with the Head of Chamber of Trade in Hay on Wye.

The Booktown Company
2.
The aims and objectives of the Company are set out in its Business Plan. These are as follows.

(
To secure the long-term success of Wigtown as Scotland’s national Book Town through:

· securing the long-term success of bookselling in and from the town;

· increasing tourism revenues to Wigtown, particularly from those likely to be interested in books.

(
To place Wigtown Booktown Company on a sustainable financial footing so that:

· it continues to be the principal agency that manages and monitors the town’s performance as a Book Town;

· it fulfils this role in the long term with a reduced or suspended level of public sector funding through the achievement of independent financial sustainability by 2004.

3.
A set of seven key objectives are also listed in the Plan, these identifying broad target markets by geography; suggesting that measures will be implemented to strengthen the book trading economy of Wigtown; that the Company will actively pursue benefits to Wigtown Book Town from a carefully selected range of development initiatives to strengthen the town’; that external revenues accruing to the Company would be increased to ensure its long term viability; and that that Company would seek to achieve favourable coverage of Wigtown Book Town in local, regional, national and international media. The remainder of the Plan sets out ‘Company Services’ (a list of its marketing activities such as its leaflet, website, trade fair attendance and involvement in the annual festival), as well finance details (its income & expenditure for 2001-2003; targets for income generation from membership/friends schemes, merchandising, advertising and sponsorship; and targets for the growth in visitor numbers, visitor spending, new book shops, new full-time jobs, and events).
4.
The Business Plan was written by the previous project manager, who vacated the post in late 2001. We are therefore unable to benefit from discussions with this incumbent in relation to the Business Plan or his management of the Booktown during the initial years. We also understand that this business plan was not formally adopted by SEDG. Based on our observations and our discussions with the new project manager, John Robertson, the following summarises some considerable weaknesses in the Plan and the intended activities of the Wigtown Booktown Company.
(
The aims of the Company, as set out in the Business Plan, imply that it will continue indefinitely and that it will achieve self-sufficiency by 2004. The new manager has advised that neither of these options are tenable: the project has a finite life, and it was never the intention to become involved in income generating activities to allow self-sustainability. The Enterprise Company agrees with these points.

(
A number of observations can also be made about the Company’s seven key objectives in the Business Plan:

· all lack supporting, detailed strategies/costed action plans to show how each would be achieved;

· there is no suggestion as to how objectives will be monitored.

(
In terms of the estimated economic outcomes for Booktown overall, there is no evidence of the base used for these targets, and no detailed breakdown on the source of these.

(
As mentioned, the new manager has reported that it was never intended that Wigtown Booktown Company would become involved in income generating activities, as the life of the Company is finite and it requires to focus its role in facilitating the local book trade to become self-sufficient.
5.
The above deficiencies should not, however, be over-stated in relation to the Company’s achievements to date. While there is no absolute measure of these, key anecdotal indicators include the following.
(
Although more work is needed to build awareness of the Wigtown Booktown brand, initial marketing activities have put Wigtown on the map. Certainly, given that many operators have not yet established viable businesses – and need to focus their attention on this – their ability to fund and/or manage the promotion of the Booktown is premature.  Wigtown Booktown Company has continued to fill this gap.

(
In our interviews with local traders, most believe the Company has done a good job and are keen that support for it continues to at least 2004/05.

(
The Company was instrumental in the organisation of the annual Booktown Festival (which is understood to attract c3000 visitors) and Galloway Food Festival (with c6000 estimated visitors), as well as encouraging individual traders to develop their own programme of events. The more recent Festival sub-committee, which is designed to be independent of the Booktown Company, however, remains in its infancy and Company staff continue to be heavily involved in event organisation.

6.
The new project manager recognises that the Booktown Company needs to assist the Booktown to move to its next and vital stage of development. In this context, his plans for 2003/04 include the following.

(
More targeted marketing and better packaging of the Booktown with supporting infrastructure and the area’s many attractions. In this context, the Company has engaged a previous employee of the Tourist Board, Linda Johnstone, to assist in this process.

(
In particular, the Company is planning to focus its marketing resource on maximising PR opportunities and familiarisation visits by journalists, which will hopefully create greater awareness and conversion within specialist markets.

(
The need to know much more about the Booktown’s market-place is recognised by the Company in allowing  it and local trades to be more focussed in their marketing effort and visitor servicing, as well as providing the necessary data to monitor success. In this context, the Company aims to track visitor names at events and trade shows, as well as encouraging individual operators to collect more information about their customers and enquirers.

(
The project manager is also aware that many operators continue to need a lot of support in understanding and developing their businesses. The Company therefore intends to work closely with operators, seeking to strike a balance between hand-holding and empowering them to be independent of the Booktown Company. Such a process will include working with traders who appear to be struggling in order to assess whether such businesses can be turned around. We understand from the Enterprise Company that the WBT Company manager should not have the responsibility of hand-holding individual businesses, but rather that his attentions should be on supporting/championing the Wigtown Booktown brand and the collection of businesses. While we agree with this in theory, the reality of the situation – which we ourselves observed in our interviews with traders – is that a number of individual businesses do need considerable capacity building support in order for the potential impact of the overall collection to be delivered. The role of the Wigtown Booktown Company should therefore include facilitating local book trades to identify the need for support and subsequently source appropriate support from relevant agencies/suppliers, rather than the Booktown Company actually delivering this itself.

(
Given the above, and the fact that individual traders and most agencies believe that it would be premature to withdraw the Wigtown Booktown Company from the town, we suggest that the Company still has an important role to play in facilitating businesses and continuing to build awareness of Wigtown within the European booktown brand. In this context, the manager of the Booktown Company would like to see public funding continue at current levels through until 2006, by which time a Festival Steering Group (made up of local traders) would have built up greater capacity to run the marketing and development of the Booktown. By 2008, Wigtown Booktown would be expected to be self-sustaining and the WBT Company would be wound up.

7.
While we do not disagree with any of the above, we suggest that such plans need to be detailed in a formal business and marketing plan that sets out clearly how particular strategies/actions will seek to achieve particular outcomes, together with the means of monitoring such outcomes. We understand that this process is now underway.

Chamber of Trade, Hay on Wye

8.
Finally, given that Hay on Wye was the first developed, and has since proved to be the most successful, booktown in Europe, we considered it helpful to contact the Head of the Chamber of Trade at Hay on Wye, Mr Westwood, to assess how it assisted the development and marketing of its booktown. The main points to arise from this follow below. These should be read as providing reference points in relation to Wigtown rather than providing a model for it to emulate.

(
Reference was again made to the fact that it took Hay on Wye 40 years to build the level of brand awareness it enjoys today and Mr Westwood suggested that there were no easy shortcuts for other booktowns to achieve a similar success. That said we understand that there no real planning went gone into building Hay and nor did it receive public sector support: it simply evolved.

(
Diversity of product mix is seen to be critical in maintaining market interest. In Hay, which supports a population of only 1400, some 90 retail units are now established. Bookshops make up a third of the total, with the remainder equally shared between shops servicing local needs and those servicing the visitor. The latter are considered an essential complement to bookshops given that book buyers are usually men, and their partners prefer to shop for clothes, gifts, etc. The types of other tourist shops include antiques, four women’s clothing shops, a ladies shoe shop that has just opened, a specialist teddy shop, jigsaw shop, board games shop, and a range of craft/gift shops. Retail units have always been easy to fill, although with property leases/values increasing considerably there are initial signs of some empty units. Accommodation and catering supply in the town has evolved over time to meet market demand, and the wider scenic attractions of the area are also packaged to augment the core booktown product.

(
In terms of markets, Hay is estimated to attract c500,000 people annually, of which two-thirds are repeat visitors. This allows a good turnover of books and thus more return visits. The core market are day-trippers and weekend short breaks from within a 3 hour catchment (that is estimated to contain a population of c20 million people and therefore considerably greater than that of Wigtown).

(
The annual booktown festival in May was only established 13 years ago but is seen to be the main thing that keeps the image of Hay known. This 10-day festival, which is reported to be the largest literary festival in the world attracts 70,000 people and accommodation is always sold out within a 25-mile radius of the town. The event is run independently and is self-financing, enjoying a range of sponsorship – including the Guardian newspaper. Income from tickets is also substantial, the reading by Bill Clinton in 2002 generating c£180,000 from the 900 seats sold at £200 each.

(
The Chamber of Trade operate a membership scheme to which members pay £25 annually. Only half of all operators support this and, interestingly, Mr Westwood reported that Hay has been notorious for people not co-operating in joint initiatives. Given this lack of unity, Hay has never attracted any public sector funding.

(
Given very limited funding, the Chamber of Trade focuses its resources on PR and in hosting visits from journalists. This is organised by only one paid official (the Secretary of the Chamber of Trade) and a team of volunteers. A press pack has been produced for journalists, while a flyer leaflet is inserted into books sold over the Internet.

(
In considering the future of booktowns, Mr Westwood was optimistic for two reasons. Firstly, he believes that rising property costs will make it uneconomic for second-hand bookshops to survive in major towns and cities and that both demand and supply will shift to booktowns. Secondly, internet selling will continue to grow and second-hand book dealing is ideally suited to this. This will not, however, replace visits to booktowns as people will wish to continue to browse through bookshops. Such a scenario will not, however, happen overnight and will require considerable awareness building. A concern that Mr Westwood has for Hay is that if traders do not recognise the need to maintain awareness in the market-place the brand identity could diminish. A further threat relates to the fact that business in Hay appears to be more and more seasonal, given some harsh early winters in Wales.

9.
The above provides some helpful insight to the running of Europe’s most successful booktown. Key references to be taken from this in relation to Wigtown would appear to be as follows.

(
The physical development of a booktown and associated market awareness takes a considerable time.

(
Supporting infrastructure (e.g. accommodation, eating places, etc) will evolve over time to augment the core booktown product.

(
A booktown can still protect its branding, even although only a third of businesses are book related.

(
Support for joint initiatives from individual traders has been disappointing, and significant reliance is placed on the PR that the town’s annual festival attracts from a national newspaper.

10.
Less information is available on booktowns in continental Europe but, again, the following points provide reference for Wigtown.

(
Many are estimated to attract between 100,000 and 300,000 visitors per year, but all of these are located near major road networks that connect to large conurbations of people.

(
While promoting themselves as a booktown, considerable focus is also placed on augmenting the theme with a broader programme of culture (e.g. Redu in Belgium, during its annual festival, is open all night and includes jazz, rock and classical music, as well  as puppeteers, circus artists, etc. Montolieu in Southern France, also features graphic arts in its widest sense).

(
Only up to 50% of all shops are book related.

(
Even the more recently established booktown in Fjaerland in Norway, which is more distant from resident catchment markets, is located in an area where there is already a major tourist attraction that receives c90,000 visitors annually.

11.
This completes this section.


