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Introduction
This report is a review of the Go For Tourism initiative that has been in operation in the Forth Valley area for the past four years. The role of the initiative is to identify and address the key skills and labour market challenges that the tourism sector faces in the area.  

Scottish Enterprise Forth Valley commissioned the review to evaluate the effectiveness and impact of the Go for Tourism programme on the people issues within the tourism industry.  The review examined the operation of the GfT groups and its performance in the following key areas:

· The role of the Go For Tourism steering group in term of shaping and directing people based activities across the industry within the SEFV area;

· The appropriateness of the current membership profile in terms of personnel, geographical inclusion and skill mix;

· The marketing and profile of the initiative within the industry;

· Value for money and resource in terms of public sector support and intervention;

· Adding value to public sector driven initiatives;

· The role of GfT in the identification and implementation of industry-specific initiatives;

· The role of GfT in co-ordinating training and development activities across the industry; 

· The impact of the programme on the skills and employment profile of the local tourism industry;

· The success of each sub group in achieving its objectives.

This report provides detailed findings and recommendations to direct and advise future developments in this area of work and an action plan of key activities to be undertaken to support the growth and development of the programme.

Methodology & Approach

To secure information on the above points the review uses a range of techniques and tools, including the following:

· Desktop research

· Interviews with key representatives in the groups and from supporting statutory bodies;

· A facilitated Innovation Toolkit session
The individuals interviewed were selected after consultation with the Project Manager for the initiative within SEFV. They were selected on the basis of being a representative sample of the participating organisations and their level of knowledge and input into the scheme. The individuals who participated in the research are listed in Appendix One. The Innovation Toolkit session was undertaken as a medium for generating innovative developments and alternatives to the current GtF activities and structures.

Executive Summary

The main issues and recommendations identified in this report are as follows:

· The Go for Tourism initiative has been successful in co-ordinating employment and people development activities across the tourism industry within Forth Valley.

· The profile of the Steering Group is too narrowly focused on the hotel sector and would benefit from a more inclusive and representative membership.

· The profile of the Steering Group is also too narrowly focused on the Stirling area and would benefit from a wider geographical representation. 

· The Steering Group is too dependent on its Chairperson and requires a greater dispersion of responsibilities and activities.

· There is no clearly defined, shared understanding of the role of the Steering Group. The Steering Group would benefit from revisiting and clarifying the role and goals of the GfT initiative and the role of the group itself.

· The Steering Group should consider a change in structure that will facilitate greater involvement across the industry and reduce the time commitments of members.

· The Steering Group should be redefined as a consultative body that will adopt a more strategic approach to shaping people development and employment activities of public sector bodies within the SEFV area.

· There should be a more proactive marketing of the benefits of involvement in the GfT initiative and a greater emphasis on activities and outcomes for all sectors of the industry.

· The youth employment forum has been very successful in securing private sector support and involvement in public sector-led activities such as the treasure hunts and the links with schools.

· The HR Forum has been successful in establishing a self-supporting industry-based group that is identifying and actioning its own initiatives.

· The Chef’s Forum has proven to be difficult to organise and sustain and ts future viability will depend on a significant restructuring.

· The adult employment forum has been very successful in co-ordinating a wide range of activities promoting tourism as a career, including job fairs and job tasters.

· There is a need to increase the level of participation from the three local authorities in the area.

Background

The Go for Tourism initiative is a partnership that unites the key public sector bodies and representatives of the tourism industry in the Forth Valley area to address key issues in recruitment and skills. This is in line with the key areas of activity identified in the Scottish Executive’s national strategy, ‘Tourism Framework for Action’.

The initiative has been in operating for over three years and its key aims are as follows:

· To increase the number of people employed in permanent, non-seasonal jobs in the sector

· To increase the range of opportunities offered through National and European funded programmes

· To promote these opportunities across all age groups (including key influencers, e.g. parents, careers advisors)

· To promote FE/HE opportunities to study hospitality and tourism related subjects

· To identify and secure funding and in-kind support for delivery of projects
The overall co-ordinating role within the project lies with the Steering Group, composed of both public and private sector organisations. Within the Go for Tourism initiative there are four smaller groups responsible for the delivery of the projects in the yearly group action plan, they are:

· Tourism Human Resources Forum

· Adult group

· Youth group

· Chef’s forum
The initiative strives to co-ordinate the various activities within the areas of employment and people development across the Forth Valley tourism industry. There are a number of public sector organisations inputting into the initiatives such as the Careers Service, Scottish Enterprise Forth Valley and the AILLST Tourist group. There is private sector involvement on the Steering Group from within the tourism industry itself. The Steering Group and the various sub-groups were previously facilitated by an external consultant but this role was not renewed at the end of the last financial year. 

The Steering Group

The overall co-ordinating body within Go for Tourism is the Steering Group, which consists of a cross-section of private and public sector representatives. The SG at present meets approximately every six weeks and is chaired by Robin Osborne of Stirling Management Centre. 

One of the main issues to arise in this review was the role of the Steering Group. It is recognised by many of the main players within the initiative that there is a need for a central body to both liase with industry representatives and to co-ordinate the range of activities being undertaken within the areas of employment and people development within Forth Valley, but there appears to be some discrepancy over both the formation and effectiveness of the current steering group. The main concerns are as follows:

· Although the initiative is called Go for Tourism its focus and membership are predominantly in the hotel and hospitality fields. It is recognised that early attempts to enlist support from other sectors within the tourism industry proved difficult but it is argued that the emphasis on hotel related issues has contrived to make the initiative less appealing to the sizeable number of other hotel related businesses such as visitor attractions, activity businesses and tour/holiday operators. It can be posited that sub-groups such as the Chef’s Forum reinforce the impression that this initiative is more akin to groups such as the Glasgow Hoteliers Association than truly representative of the industry as a whole.

· Although it is argued the project is hotel-based it focuses primarily on the larger businesses and does not represent or address the concerns and issues of the bulk of the tourism sector in the area that are SMEs. 

· There are concerns that GfT is perceived as Stirling focussed and has doe not have adequate representation from areas such as Callander, Strathard, Clackmannan and Falkirk. Efforts have been made, with some success, by the HR Forum to have meetings around the area to encourage wider participation.

· All interviewees have been unstinting in their praise for the current Chairperson Jeremy Osborne, and the level of effort and commitment he has given to the project. The main concern is that should any circumstance prevent Jeremy from being able to continue to invest a similar proportion of time and energy to the chairing of GfT there would be a disproportionate impact on the continuation and development of the steering group. 

· There is an apparent reluctance by many in the private sector to get involved in the steering group, even within the hotel sector. This is in contrast to the very positive contribution many of the businesses make to GfT related activities such as the Job Fairs, the Treasure Hunts and the Adopt a Chef scheme. A number of reasons were suggested  why the same businesses are reluctant to participate in the steering group:

· the steering group is perceived as a having little influence or relevance to businesses;

· there has been inadequate marketing of the project and its benefits;

· the group has been perceived to be more focussed on discussion than action;

· the format is perceived as dry and uninteresting;

· the content and focus is too directed towards the larger hotels and consequently is of little relevance to other businesses;

· there is a great deal of successful activity already being undertaken that addresses the concerns and needs of business and they do not perceive a need;

· There are concerns that the steering groups raison d’etre needs to be revisited as there are conflicting views on the current and future role of the steering group within the initiative. Some interviewees stressed that the steering group was effectively a consultative body where the activities of the various public sector partners could be presented to and shaped by a selection of industry representatives. The steering group also allowed the public sector bodies to co-operate and communicate in a constructive manner. An alternative view is that GfT is an opportunity to create a stronger business network within the local tourism industry and that efforts should be made to proactively manage the profile of the project and encourage more businesses to participate in the various groups and sub-groups.  

· A number of interviewees highlighted the lack of commitment or participation in the GfT initiative from the local authorities and believe that this has had a detrimental impact on the overall initiative as resources may be underused and promotional opportunities missed. It was stated that another effort should be made to secure buy-in from local authorities

Recommendations: To address the concerns above it is recommended that consideration be given to the following actions:

· It is recommended that the steering group becomes more focussed and adopts a more strategic overview of the GfT activities. This would allow the group to more directly advise and shape initiatives without concerning about the implementation of activities. The group should change from a committee structure to a tourism industry focus group that will have regular consultation with the relevant public sector players on the appropriateness and relevance of the GfT initiatives. The group should agree and advise on the 3-4 main issues to be focussed on by the public sector players and use these as the main agenda for the discussion of relevant activities during meetings.

· The structure of the steering group should be altered to make it both more directly relevant to the wider tourism industry and easier to market. It is recommended that the group becomes a more clearly defined consultative body that is given an opportunity to comment on current employment and people development related activities and to shape and future activities. Rather than a structure of 6 weekly meetings it is proposed that a half-day/evening workshop be held every three/four months for a targeted group of industry representatives where the following activities would take place:

· presentation of current GfT activities;

· a key speaker/trainer presenting on a relevant topic or best practice example (e.g. whisky tasting/ customer service/ IT in tourism/etc) to attract people to the event

· short sessions focussing on one of the specific GfT topic agreed as a priority  by the steering group where individuals would give feedback, identify their needs and suggest projects/developments;

The sessions would be held in different locations around SEFV, particularly in places that will be appealing and of interest to group members, thereby further increasing the learning, networking and motivation to attend. 

· The structure of the steering group should be changed to make it more representative, both of the area and of the wider industry. It is recommended that efforts be made to include/invite representatives from the main tourist areas and the main tourist sectors of Forth Valley. It is important that the group also represents the variety of tourism businesses within the area and that in particular SMEs are included. This may require representatives from bodies such as SEFV and AILLST Tourist group to use their contacts to approach specific individuals to participate in the steering group.

· The topics selected for discussion and review should be more inclusive for all the tourism industry. Efforts should be made to present GfT as an initiative that addresses the employment and people development needs of all areas of the industry and not just hospitality. For example, a focus on customer service would appeal to a much broader group of organisations.

HR Forum

The HR Forum membership is primarily from the major players from the hospitality industry in the area, including Hilton, McDonald, Paramount and De Vere Hotels. Although the HR forum took some time to build a momentum, there is evidence that the group is working effectively and is self-sustaining and all the interviewees were very positive about the future development of the group. Recent meetings have had attendance figures of between 15 and 20 and meetings have been held in different parts of the SEFV area.  The HR forum has had a number of successes including:

· setting up a casual staff bank where employees can be shared between hotels at peak times. This has been used by a number of hotels within the initiative.

· Generic training courses within companies are being opened to other participating GfT members, thereby reducing costs and increasing the availability of training.

· Investigations into the chartering of a bus to bring staff to hotel locations outwith normal hours.

Recommendations: It is generally perceived that the HR forum has successfully established itself as a productive initiative for the larger hospitality based organisations in the area and is capable of identifying and actioning operational issues affecting that sector of the industry. The interviews identified that the forum would benefit from a wider and increased membership but little was suggested as regards changing the structure or operation of the group. As with the Steering Group it would be advantageous to include a wider representation from other tourism sectors and SMEs. The HR Forum could also have a more direct input into shaping the training and development priorities and activities organised by AILLT and SEFV. SEFV and AILLST should have discussions with the group to identify opportunities to support the initiatives of the HR forum. 


Employability group
Chaired by JobCentre Plus, the focus of this group is on working with industry and individuals to match job vacancies with job seekers. This group has been very successful in securing the input of a wide number of participants from industry into initiatives such as the Jobs Fair. The Jobs Fair in Stirling attracted 30 employers, and over 600 job applications were received. This year the Employment team have identified some other innovative approaches to linking the unemployed with the attending companies, such as asking job seekers to complete an application form on entering the jobs fair that is then copied to the relevant employers to enable them to set up interviews. Other initiatives such as the 2-day job tasters have proven to be very successful at introducing unemployed individuals to the idea of working within the tourism sector. This initiative is being extended to the Falkirk area. 

Recommendations: It is generally perceived that the Employability forum has made significant in-roads into addressing the employment issues within the industry in the SEFV area. Most notable success is the high degree of involvement in the job fairs from the industry itself. As before it would be advantageous to include a wider representation from other tourism sectors and SMEs in the employability group but it is recognised that the major hotels are the main employers within the sector. 

Youth group
Chaired by Careers Scotland, the focus of the group is on promoting Career opportunities in Tourism to young people, their parents, and teachers. Key successes have been in developing a range of what are now ongoing programmes every year to promote the industry to schools. This group has been particularly successful in securing the involvement of both the private sector and the schools in a range of innovative programmes including the following: 

· Tourism treasure hunts that are designed to allow secondary school pupils to find out about local tourism businesses;

· Careers days and tourism themed business dynamics course projects. At these events promotions such as Ready, Steady Cook competitions have emphasised the attractions of the industry through reference to popular media;

· The Chef’s Forum at Falkirk Town Hall where school pupils were encouraged to find out more about the industry;

· The promotion of training initiatives such as Welcome hosts within schools; 

· The Adopt a Chef project has focussed on schools establishing a direct relationship with a local chef and hospitality venue.  This has enable the chefs to actively promote catering as a career and demonstrate best practice within the schools.

A significant success is the widening of the interest in the forum’s activities from other departments in schools outwith the Home Economics such as Geography and Business Studies. 

Recommendations: The youth group have an impressive list of achievement over the last three years and are evidence of excellent co-operation and collaboration between the public sector, private sector and the educational establishments.  Again no significant changes to its operation or structure were suggested and overall the feedback on this initiative was very positive. It is recognised that some of these initiatives such as the Treasure Hunt, have been running now for 5 years and may need refreshing but they are also being introduced to areas outwith Stirling as a promotional activity. It is recommended that the group seek to consult with the industry to identify new initiatives to take to the schools to encourage and promote careers in tourism.


Chef’s forum
The Chefs forum has been a major source of concern and disappointment for all those interviewed. It is generally agreed that the initial idea to create a network of good practice across the hospitality industry was an excellent idea but some over ambitious plans to create a limited company and the inevitable focus on legal and financial issues dissuaded many from pursuing the project further. It is generally accepted that at this point the forum is moribund and unlikely to be resurrected in the original form in at least the immediate term.

Recommendations: It is recommended that the development activities aimed at increasing the abilities of chefs across the region should be subsumed into the general training and development activities of the HR forum.  This would enable the development activities to be planned and undertaken in a reasonably short timescale rather than having to wait on the reorganisation of a specific forum. The merger of the Chef’s Forum into the HR Forum would also lessen the impression from the industry that Go for Tourism is a hotel-focussed initiative.

Marketing

It is generally recognised that the marketing of the initiative needs more focus and activity to reach a wider audience. Despite the positive steps of establishing a web site and a newsletter it is argued that there is a lack of awareness of the initiative amongst companies within the tourism sectors and that more effort needs to be put into promoting the benefits of participation to a wider group of companies. There are a number of actions that could be taken to promote the wider participation in the initiative:

· Contact the wider tourism industry to clarify their needs as regards people development, recruitment and flexibility;

· Feed the findings into the various GfT groups to enable the information to shape the products and services being offered;

· Increase the level of direct promotion of the initiative to the industry;

· Promote the initiative in more of the local tourism networks;

· Increase the input of the AILLST into promoting the initiative to its membership.

Facilitation

It is generally accepted that the appointment of a facilitator to the GfT initiative was a good idea but that its impact was less than desired. The role was originally envisaged as a proactive co-ordinator and organiser or meetings and activities but it evolved into primarily an admin role that acted as Minute Secretary to some of the groups and did little to move ideas or projects forward. The value of the role of the facilitator can be questioned if the Steering Group is to operate more as a consultative body meeting on a 3-4 monthly basis as there will be little requirement for a supporting role. The public sector bodies involved in delivering the programmes and initiatives have their own facilities for managing and co-ordinating activities that do not require additional resource. There may be a need for a specific group or individual to take on the responsibility for the organising of the events but it is not envisaged that this would full-time input.

Conclusion

The Go For Tourism initiative has proven very successful in the last three years of promoting employment and development within the tourism industry across the SEFV area. There have been a number of key successes:

· The establishment of an industry led HR forum

· Effective co-operation between public and private sector organisations in organising major events such as the job fairs and shared training courses;

· Innovative approaches to promoting careers tourism to young people such as the treasure hunts and Adopt a Chef; 

· A significantly higher profile for the tourism industry as a career choice in the SEFV area.

The sub-groups of the GfT initiative have been very successful in identifying and actioning ideas to improve the employment and development of people within the industry and it is recommended that AILLST and SEFV seek to continue their support for these groups and their activities. Opportunities should be sought to widen the appeal and scope of the groups to include other sectors within the industry and other geographic areas. 

It is recommended that the main focus of restructuring is the Steering Group. At present it has a mainly co-ordinating and information sharing role. There is a lack of clarity about the purpose of the Steering Group even from amongst its members and this needs to be addressed as soon as possible. There are also concerns that the group lacks a strategic overview of the issues and that there is too much emphasis on discussion rather than activities. It is proposed that the Steering Group adopts a strategic consultative role where key members of the industry in the SEFV area can meet 3-4 times per year to shape and direct the tourism activities of the public sector bodies in the area of employment and people development. This would enable the public sector bodies to focus on the priorities identified by the industry and gain feedback on the success of current initiatives. It is important that the role of the steering group is perceived as more relevant to all the interested industry sectors and offer a holistic overview of tourism across all of SEFV. Efforts should be made to diversify and widen the profile of the group to include representative of other sectors such as  visitor attractions, activities providers and SMES, as well as a more inclusive geographic profile of SEFV. 

Appendix One

List of Interviewees

NAME






ORGANISATION

Lars Christianson
Saltire Leisure

Colin McKenzie
Express by Holiday Inn


Jill Brown
AILLST Tourist Board

Eileen Calveley
AILLST Tourist Board

Jean McSween
Careers Scotland

Paul McCafferty
Scottish Enterprise Forth Valley

Jeremey Osborne
Stirling Management Centre

David Cochrane
Springboard

Margaret Grierson
Triage

Lilian Hamilton
Scottish Enterprise Forth Valley

