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8.0 INTRODUCTION, STUDY OBJECTIVES & METHOD

Introduction


This study, commissioned by Scottish Enterprise Dumfries & Galloway (SEDG), evaluates their tourism training programme as delivered during the financial years 2001/2 and 2002/3.  The programme consisted of 10 separate training schemes that are considered by this study, plus an additional one (the Culinary Academy) that was excluded because of its recent introduction and the consequent lack of any measurable impacts to date. The 10 schemes evaluated were:  

· Welcome Host

· Scotland’s Best Service

· Scotland’s Best Service Managers

· New Managers Workshop

· Lunch Club

· Natural Cooking of Scotland Awareness Day

· Natural Cooking of Scotland Skill Modules

· Chefs Club

· Gleneagles Hotel Trip

· Craft Training Award

Each scheme is described in section 2.

Study Objectives

The study had two objectives:

· To evaluate the impacts and benefits of SEDG’s tourism skills programme during a two year period from April 2001 to March 2003

· To identify the current and future training and skill development needs of the area’s tourism businesses.


In addition, because of likely future scarcity of labour in the area, the study collected data on current and expected hard to fill vacancies, the reasons behind these and how companies plan to overcome these. 


Study Method

Because SEDG are undertaking a general review of their 5 year strategy, the study also sought to allow as many companies as possible to contribute to the study and to the strategy review by maximising the coverage of the surveys.  

Slightly over 100 companies have used the programme over the two year period, and following a meeting with SEDG, a sample of 100 companies were chosen to reflect the schemes used and type of business.  25 were to be interviewed on a face-to-face basis, 25 by telephone, and the remainder by post.

In the event, because of refusals and unobtainable companies, the numbers achieved have been 22 by face-to-face, 23 by telephone, and the postal response was 24, giving a total of 69 companies.  This represents a sample of about 65%.

Information was also provided by SEDG on participation levels and programme costs, and these have been used in estimating impacts and benefits and in setting the conclusions and recommendations.

2.0
PROGRAMME DESCRIPTION

The programme has developed from schemes operating across Scotland to include those specific to the needs of companies in Dumfries & Galloway.  Each scheme is described below in terms of its objectives and target audience. 

2.1
Welcome Host / Scotland’s Best Service

A series of 3 inter-related courses, consisting of one day courses (Welcome Host & Scotland’s Best Service and a two day course (Scotland’s Best Srvice managers)

· Create a greater awareness of the importance of looking after visitors to the region and provide them with the best possible service

· Provide those working in tourism and in visitor contact occupations with the opportunity to communicate and interact with each other on customer care and service issues

· Reinforce existing and potential visitor’s perspective of the region as an inherently warm, friendly and hospitable visitor destination

· To provide tourism related businesses with a guide to help them gain the competitive edge and increase profitability, reduce staff turnover and provide greater customer satisfaction

2.2
Natural Cooking of Scotland 

This scheme has two options.  The first is a one day awareness course, and the second (the skills modules) offers chefs a choice of 7 modules on different types of food.

· Create awareness amongst caterers of the need to market fresh indigenous produce

· Identify the business benefits of using fresh Scottish produce

· Make caterers aware of the changing tastes and requirements of customers

· Identify simple techniques which can be used to provide Natural Cooking of Scotland

· Develop the culinary skills of caterers in D&G

· Promote D&G Chefs Club to delegates who attend the Natural Cooking of Scotland and encourage them to participate in the Clubs events

2.3
Craft Trainer Award (Train the Trainer)

The scheme recognises the importance of in-house training and seeks to improve this through formal training.

· To provide a course which will develop the skills, confidence and ability of in – house trainers to support the deliver of in house training 

2.4
Lunch Club

This takes the form of regular series of lunches for previous participants of SBS Managers designed to reinforce and maintain the effects of that scheme.

· Provide previous participants of the Scotland’s Best Service for Managers with an opportunity to revisit the principles of the programme

· Identify good practice amongst the delegates

· To provide a networking opportunity for delegates who have previously attended the Scotland’s Best Service for Managers programme

· Revisit individuals Scotland Best Service promises

· Identify themes for further follow up workshops

2.5
New Manager Workshop

The workshops are targeted at managers new to tourism or promoted staff within the sector.

· Provide participants with an understanding of the role of a manager

· Increase the understanding of key aspects of being a manager

· Provide an opportunity for new managers to discuss challenging aspects within their role to identify new approaches.

Key subject areas are: Motivation, empowerment, time management, stress, handling conflict, working in a team, delegation, decision making, leadership.

2.6
Gleneagles Visit

The visit to Gleneagles Hotel was arranged by D&G Tourism Training Forum. 16 places were offered to businesses that support the activities of the forum and 1 teacher from each of the 16 secondary schools   The objectives were:

· To give employees from local tourism industry an opportunity to experience Gleneagles and experience good practises

· To provide guidance / home economics teachers with an opportunity to see the vast array of jobs available in tourism & hospitality and to appreciate the skills required.

2.7
Chef Club

Developed from the Natural Cooking of Scotland (NCOS). The club provides delegates who have participated in the NCOS with a mechanism to continue to learn new skills, identify new trends, network with both local chefs and guest chefs who are involved in delivering workshops.  The Club is open to any chef who provides food for visitors (they need not have participated in the NCOS).  Activities are organised to accommodate requests from the members.

3.0   
ACTIVITY & INPUT LEVELS

The number of courses run in the two years was 56 and 61 respectively with details shown in Table 3.1. A small number of courses (NCOS courses in the West of the area) were cancelled due to lack of demand.

Table 3.1

Tourism Training Courses Run

	Scheme
	2001/2
	2002/3

	Welcome Host
	8
	9

	Scotland’s Best Service
	12
	7

	Scotland’s Best Service: managers
	4
	3

	New Managers Workshop
	2
	2

	Lunch Club
	4
	4

	Natural Cooking of Scotland: Awareness
	3
	3

	Natural Cooking of Scotland: Skills
	15
	17

	Chef’s Club
	4
	2

	Craft Training
	4
	2

	Gleneagles
	
	1

	Total
	56
	50



Programme targets set by SEDG consist of the number of courses run, with no targets for the number of trainees involved.  No targets were set for the Craft Training Award, with courses run in the spring to meet identified demand.  Comparisons between courses undertaken and targets set have been provided by SEDG.  These show that all courses met or exceeded targets set with the exception of SBSM which was one below target. Overall between April 2001 and March 2003, SEDG delivered more courses than its target.

Table 3.2 shows the number of trainees attending these courses during financial years 2001/2 and 2002/3.  A total of 952 trainees attended courses during the study period, with a small reduction in 2002/3 over the previous year.

Table 3.2

Number of Trainees

	Scheme
	2001/2
	2002/3
	Study total

	Welcome Host
	84
	93
	177

	Scotland’s Best Service
	146
	133
	279

	Scotland’s Best Service: managers
	15
	22
	37

	New Managers Workshop
	25
	21
	46

	Lunch Club
	44
	27
	71

	Natural Cooking of Scotland: Awareness
	18
	18
	36

	Natural Cooking of Scotland: Skills
	72
	63
	135

	Chef’s Club
	62
	38
	100

	Craft Training
	29
	11
	40

	Gleneagles
	-
	31
	31

	Total
	495
	457
	952


An approximate estimate has been made of the SEDG costs and income associated with each scheme over the two year period.  The estimates exclude staff costs within SEDG, and assume that costs are not incurred for cancelled courses. The costs of Gleneagles visit are not known.

Table 3.3

SEDG Tourism Training

Costs and Revenues 2001 – 2003 (£)

	Scheme
	Costs
	Income
	Net Costs

	WH
	12686
	2655
	10031

	SBS
	15599
	4185
	11414

	SBS(M)
	4596
	555
	4041

	NMW
	10348
	690
	9658

	Lunch Club
	7820
	1065
	6755

	NCOS(A)
	4440
	540
	3900

	NCOS(S)
	5925
	2025
	3900

	Chef’s Club
	3780
	2000
	1780

	Craft Training
	12492
	3000
	9492

	Gleneagles
	-
	-
	-

	Total
	77685
	16715
	60970


On the basis of the number of trainees and the aggregate net costs, the effective subsidy per trainee is shown in Table 3.4.  On average, the enterprise company subsidised each trainee to the value of £64 over the study period.  The highest subsidies are for the New Managers Workshop and Craft Training at £210 and £237 respectively.

Table 3.4

Subsidy per Trainee over 

2 Year Study period

	Scheme
	Net Costs

(£)
	Trainees
	Net Cost per

trainee (£)

	WH
	10031
	177
	56.7

	SBS
	11414
	279
	40.9

	SBS(M)
	4041
	37
	109.2

	NMW
	9658
	46
	210.0

	Lunch Club
	6755
	71
	95.1

	NCOS(A)
	3900
	36
	108.3

	NCOS(S)
	3900
	135
	28.9

	Chef’s Club
	1780
	100
	17.8

	Craft Training
	9492
	40
	237.3

	Total
	60970
	952
	64.0


The numbers employed directly in the tourism sector in the area was estimated to be around 6600 in 2001. This means that the effective training subsidy per employee (net of SEDG administrative costs) in the industry is therefore just over £9.00.    

4.0   PROGRAMME USE: COSTS & BENEFITS 

This section looks at the reasons why companies used the programme, the importance of training subsidies and the goodness of fit between training courses and company training requirements.  It also estimates the displacement effects within the sector of benefits accruing from the training.

4.1 Match to Training Needs

Overall, the courses provided a good fit to users’ training needs.  However it is noticeable that the low level, introductory courses provided a poorer fit than the higher level courses.  These introductory courses (Welcome Host and Scotland’s Best Service) are well established, and perhaps their content or delivery need to be reconsidered, and some thought should be given to the future of Welcome Host given its similarity among users to Scotland’s Best Service.

The results confirm anecdotal comments that more management training is needed – the management courses are all rated highly, and companies, in attempts to retain staff and avoid the difficulties of recruiting trained staff, saw a growing need for this type of training.

Table 4.1

Goodness of Fit of Courses

To Training Needs

	Scheme
	No. of Responses
	Average Score 

(out of 5)

	WH
	29
	3.6

	SBS
	27
	3.9

	SBS(M)
	21
	4.0

	NMW
	16
	4.3

	Lunch Club
	8
	4.0

	NCOS(A)
	22
	4.0

	NCOS(S)
	27
	4.0

	Chef’s Club
	18
	4.1

	Craft Training
	6
	4.3

	Gleneagles
	3
	3.7


4.2
Costs of Training

Although most of the training was done at quiet times for businesses, just over half of companies surveyed had to provide cover for staff at a cost of between £45 -£65 per trainee day. In addition, apart from two companies surveyed, all paid staff during training and reimbursed travelling and other expenses.  None of the companies reported any loss in business during training.  

Allowing for the fact that around half of companies incurred these labour costs, these results suggest that the aggregate labour costs of training to companies over the two year period studied has been around £118,000.  Adding training fees paid (c. £17,000) gives, on average, a total training cost to all companies using the programme of about £135,000 or £146 per trainee.   

The total economic or resource cost per trainee is equivalent to the total cost to companies plus the net cost to SEDG (the subsidy) of £64 per trainee.   Over the whole programme, SEDG therefore provides 30% of these costs, with higher subsidies for NMW and NCOS(A) as shown in Table 4.2.

Table 4.2

Programme Cost Analysis
	Scheme
	Total 

company 

cost £ per trainee
	SEDG net cost

£ per trainee


	Total resource cost 

£ per trainee
	SEDG resource cost subsidy per trainee (%) 

	WH
	87.5
	56.7
	139.2
	40.7

	SBS
	82.5
	40.9
	123.4
	33.1

	SBS(M)
	150.0
	109.2
	259.2
	42.1

	NMW
	217.5
	210.0
	427.5
	49.1

	Lunch Club
	105.0
	95.1
	200.1
	47.5

	NCOS(A)
	60.0
	108.3
	150.8
	64.3

	NCOS(S)
	285.0
	28.9
	313.9
	9.2

	Chef’s Club
	222.5
	17.8
	240.3
	7.4

	Craft Training
	277.5
	237.3
	514.8
	46.1

	Totals
	146.2
	64.0
	210.2
	30.5


4.3
Benefits of Training

Although most users were able to point to a range of benefits from the training, very few were able to put a value on these
.  Moreover, in many cases the benefits were seen to accrue to staff, and companies were unable to say how this translated into business benefits. No companies reported increased employment, but some saw increased repeat business from their training.  Nevertheless, there was a general inability to convert apparent benefits into business impacts.  

Table 4.3 shows the range of benefits reported for each scheme, and the effectiveness of each scheme measured by the all benefits reported  as a proportion of the number of companies who trained over the two year period.  It should be noted that the percentage can be above 100 (as in CTA) because of multiple benefits per company for each scheme.  

What is significant is the success of the higher level courses (SBS Management, NMW, both NCOS courses, and CTA) and the relatively poor performance by lower level course such as WH and SBS.  The two club schemes – Lunch and Chefs, appear to have provided fairly soft benefits – mainly in the form of networking benefits.  The Lunch Club, although enjoyed by participants, does not appear to provide any justifiable benefits.  

4.4
Effectiveness of Programme Delivery


Users were asked to rate SEDG’s delivery of each of the courses with respect to the timing and location of courses, information and general administration.  The results show a similar level of satisfaction between all types of programme, with the only significant differences occurring on the Welcome Host and Scotland’s Best Service courses, where levels of satisfaction were slightly lower.  Table 4.4 shows high levels of satisfaction with programme delivery.

Table 4.4

Programme Delivery Ratings

	Rating
	% response

	Very Good
	52

	Good
	41

	Acceptable
	3

	Poor
	3

	Very Poor
	1



Reasons given for the high rating were the good timing and location of courses, and ample notification time given.  Levels of satisfaction were slightly lower in the west of the area, because of the extra distance travelled to train, caused by the cancellation of some courses because of a lack of demand.  
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	Benefit
	
	WH
	SBS
	SBS:M
	NMW
	LC
	NCOS:A
	NCOS:S
	CC
	CTA
	Gleneagles
	Totals

	Better Prices
	
	1
	0
	1
	1
	0
	2
	2
	2
	1
	1
	11

	Better income
	
	1
	2
	1
	0
	0
	1
	1
	1
	0
	0
	7

	Better profits
	
	2
	1
	1
	1
	0
	3
	1
	1
	2
	0
	12

	Reduced Costs
	
	1
	0
	0
	0
	0
	1
	0
	0
	1
	0
	3

	Reduced labour turnover
	
	2
	3
	2
	2
	0
	0
	0
	0
	1
	0
	10

	Easier recruitment
	
	0
	0
	1
	0
	0
	0
	0
	0
	0
	0
	1

	Better Customer Satisfaction
	
	12
	10
	5
	3
	1
	5
	6
	2
	1
	0
	45

	Better Job Satisfaction
	
	2
	0
	1
	0
	0
	1
	1
	0
	0
	0
	5

	Better Networking
	
	0
	1
	0
	0
	1
	0
	0
	1
	0
	0
	3

	Better Marketing
	
	2
	1
	2
	0
	0
	0
	0
	0
	0
	0
	5

	Better Product
	
	0
	0
	0
	0
	0
	4
	5
	4
	0
	0
	13

	Improved Staff Confidence
	
	1
	3
	2
	1
	0
	2
	1
	1
	0
	0
	11

	General benefits to staff
	
	2
	2
	1
	2
	1
	4
	5
	3
	0
	1
	21

	Reduced management time
	
	2
	4
	5
	7
	0
	0
	0
	0
	2
	0
	20

	Total reported benefits
	
	28
	27
	22
	17
	3
	23
	22
	15
	8
	2
	167

	
	
	
	
	
	
	
	
	
	
	
	
	

	No Benefit at all (no. of companies)
	
	7
	8
	4
	3
	0
	2
	2
	4
	2
	0
	32

	
	
	
	
	
	
	
	
	
	
	
	
	

	No of businesses training
	
	60
	87
	34
	25
	24
	33
	31
	48
	7
	12
	n.a.

	
	
	
	
	
	
	
	
	
	
	
	
	

	No of benefits reported as % of businesses training
	
	46.7
	31.0
	64.7
	68.0
	12.5
	69.7
	71.0
	31.3
	114.3
	16.7
	n.a.


The other significant features of the benefits are the emphasis on customer satisfaction: Over a quarter of companies reported this as a benefit – more than twice the next most important benefit – general benefits to staff.  Some companies did say that increased confidence among staff in dealing with customers released management time, but were unable to say how this extra management time was spent or its effect on the business. 

4.4 
Additionality and Displacement

Benefits companies receive from training will, to some extent, be obtained at the expense of other companies in the area, and therefore not add to the area’s economic performance.  The extent of this displacement will mainly be determined by the degree of competition each company faces within the area.  To measure this, users were asked what percentage of their main competitors were based in the area.  This proved difficult to answer for many companies, but the mean value was 57%.  This implies that around half of the expenditure on training has little or no effect on the economy of the area, but simply transfers its effects from one business to another.  

A counter argument to displacement effects is that by raising the standards of some businesses, the area as a whole benefits, and laggardly companies are either forced out of business, or benefit to some extent from the general improvements to the area.  However the number of tourism businesses in the area shows no signs of diminishing, and so the displacement argument prevails.

Closely linked to the issue of displacement is that of deadweight: the extent that tourism companies would train without the availability of courses at the subsidised rate. The issue is an important one, and has been tackled in two ways.  

First, users were asked what proportion the SEDG courses represented of their annual bought-in training expenditure, and the importance of subsidies in deciding use the programme.  Second, they were asked how important training was in meeting customer satisfaction and other company aims, and whether their customers would be prepared to pay for this satisfaction.   

For those able to give a proportion of their total training costs that SEDG courses represented, the average value was 66%.  Much of the remainder appears to be in compulsory legislative training such as health and safety, and many companies reported that they had not looked for alternatives to the SEDG course.  These courses are therefore an important part of tourism training in the area.

Many companies did not appreciate that the training they received was subsidised, which in itself is a useful piece of information in respect to the marketing of any future programme.  For those who did, the average deadweight value was 62%.  This included companies who would have trained less if the cost of training was higher.  There was virtually no difference in the deadweight rating between the schemes, with all but two companies rating each scheme the same. These points are discussed in more detail in section 6.

4.5
Cost Benefit Comparisons 

Comparing the SEDG resource cost subsidy to the percentage of businesses that claimed some benefit from each of the schemes gives a broad indication of the effectiveness of the pricing of SEDG’s training programme: It says where the subsidy is going in relation to the benefits received.  Subsidies and benefits do not share a common value and so cannot be compared directly, but the results allow the relative performance for each to be compared.  As stated in 4.4, the amount of deadweight and displacement attaching to each scheme was found to be almost identical, and so no adjustment needs to be made when considering net benefits in relative terms. 

The results in the fourth column of Table 4.4 show that lower level courses, relative to other courses, consume much more subsidy than the benefits they provide e.g. WH, SBS and NCOS:A.  The Lunch Club also falls into the same category.  That is to say the ratio of benefit to subsidy is substantially lower than other courses.  The courses aimed at management (SBSM and NMW) have higher ratios of benefits to subsidies than the lower level courses, while NCOS:S, Chefs Club and CTA, with the lowest subsidy benefit ratio, provide the best performances. 

Table 4.4

Cost Benefit Comparisons

	Scheme
	SEDG resource cost 

Subsidy per trainee (%)
	Benefits reported 

per business (%)
	Ratio of benefits to costs

	WH
	40.7
	46.7
	1:1.2

	SBS
	33.1
	31.0
	1:0.9

	SBS(M)
	42.1
	64.7
	1:1.5

	NMW
	49.1
	68.0
	1:1.4

	Lunch Club
	47.5
	12.5
	1:0.1

	NCOS(A)
	64.3
	69.7
	1:1.1

	NCOS(S)
	9.2
	71.0
	1:7.7

	Chef’s Club
	7.4
	31.3
	1:4.2

	Craft Training
	46.1
	114.3
	1:2.5


5.0 FUTURE TRAINING NEEDS

Users were asked whether they currently had any hard to fill vacancies, whether they expected any in the future, the reasons behind these, and any steps they might be taking to alleviate the difficulties these caused.  In the light of this, companies were then asked what their future training requirements might be, the importance of this to business performance, and how they intended to meet these training requirements.   

5.1
Hard to Fill Vacancies


48% of companies surveyed are currently experiencing labour shortages, with most difficulties experienced in hotels and catering businesses, where vacancies for chefs and occupations usually staffed by part time females are difficult to fill.  This situation is expected to worsen in future, with 62% of companies expecting difficulties in filling some vacancies.  

Table 5.1 shows the types of occupations companies find difficult to recruit at the moment and those expected in the future.  The last row shows the number of responses by companies, i.e. the overall situation, rises considerably from the current situation, and confirms expected increasing difficulties in the future. 

Table 5.1

Hard to Fill Vacancies

(% of responses)

	Occupation
	Current
	Expected

	Chefs
	31
	55

	Waiting
	17
	14

	Cleaning
	10
	19

	Retail/front of house
	20
	19

	Bar
	5
	2

	General kitchen
	0
	9

	Housekeeping
	7
	5

	Management
	5
	5

	Production/maintenance
	5
	2

	(No of responses 
	41
	58)



The most frequently cited reasons given for the shortages were the benefits trap where it was not worthwhile sacrificing benefits to work part time, the lack of adequate public transport (especially in the west of the area), and a general shortage of labour.  Only a few companies linked labour shortages with low wages, despite most companies seeming to pay at, or very slightly above, the minimum wage rate.


Very few companies had any positive policies towards current and future labour shortages. The main response appears to be increased recruitment effort.  A small number of companies were looking at ways of improving productivity, and one was considering hiring overseas staff. Very few were considering improved terms and conditions for employees, and when discussed, most of these did not believe that this would alleviate matters.

5.2
Future Training Requirements


Demand for training seems likely to increase among tourism businesses in the future: Increasing concerns among companies about staff shortages, increased labour turnover, and rising customer expectations, all point to the need for more training.  For most, the existing range of courses will be sufficient, but there was significant levels of interest in augmenting the two managers courses (SBSM and NMW) to take management training further.  Where reduced demand was likely and specified, it was in the lower level courses (WH and SBS), although the numbers seem small.

There was also interest in marketing courses, limited interest in IT (customer data management), telephone sales and financial & business.  Among the food and beverage trade, wine courses for waiting staff were a strong requirement from a surprisingly large number of businesses. 

Table 5.2

Future Training Needs

	Training Course
	% Responses

	Same as before (SEDG Programme)
	38

	Enhanced Management
	13

	Marketing
	15

	IT
	9

	Wine
	6

	Telephone sales
	5

	Financial/ business planning
	5



Although the importance of training in meeting customer need is apparent from Table 5.3, fewer than half of businesses (48%) thought that customers would be prepared to pay for better service.  The main reasons given by the other 52% who though that customers would not pay for good service were that good service was expected, and that the market was too competitive to allow training and other service related costs to be passed on. As stated earlier, the implied reluctance to pay for training seems to conflict with the importance of customer service and the benefits claimed from the training undertaken. 

Table 5.3

Importance of Training to Business Performnce
	Response
	% responses

	Very Important
	49

	Important
	28

	Of some importance
	13

	Not very important
	8

	Of no importance
	2



Companies were asked what provision they had made for this training, and what, if anything, would prevent them undertaking their future training.  Only 41% of businesses who will train had made any provision for future training, and only 31% said that there were no obstacles in undertaking future training.  Of the remainder, the timing, cost and location of training were the main issues affecting future training. Table 5.4 shows the detail.  The importance of timing and location alongside costs, suggest that the SEDG training subsidy may not be of primary importance in determining training levels.

Table 5.4

Future Training Obstacles
	Obstacle
	% Responses

	Timing of training
	25

	Cost of training
	23

	Location of training
	20

	Lack of benefits
	8

	Costs outweigh benefits
	6

	Lack of staff cover during training
	6

	Lack of trainers
	5

	No suitable courses
	4

	High staff turnover
	4


6.0 FUTURE ROLE FOR SEDG

Finally, businesses were asked what future role SEDG should play in the development of tourism in the area.  This was an open-ended question, but which sought some feedback on the Tourism Training Forum.

6.1
Tourism Training Forum

Awareness of the tourism training forum is very low. Almost three quarters had not heard of the forum, and a further 17% while aware of it knew no details.  Only 10% of those asked knew anything about it, and only one gave a positive response, citing its performance during the Foot and Mouth Epidemic.  There was also confusion between the Scottish and Dumfries & Galloway Fora.

6.2
Future role for SEDG

Companies on the whole were satisfied with the direction that SEDG was taking.  The comments mainly concerned adjustments to existing programmes and policies, but there was also significant comment about the relationship between SEDG and the area tourist board and the roles that each should play. 

Suggestions are listed below with the number of companies making the suggestions where they exceeded one.

· Raise tourism standards (4)

· Increase numbers training (3)

· Boost Tourism Training Forum planning

· Provide refresher courses (4)

· More emphasis on west of area (4)

· Reduce consultancy use

· Speed up administration on marketing assistance 

· Training in retailing skills

· Provide workshops by “champions of industry”

· Improve HW, SBS

· Improve information on area to tourists while in the area

· Grant criteria should focus on business effects not area effects

(i.e. ignore displacement and deadweight criteria)

· Introduce broadband faster

· SEDG should improve its PR (hiding light under bushel)

· Improve training info on web

· Leave marketing of the area to businesses

· Provide better business planning assistance

· Improve coordination with Council/ATB

· Provide training manuals for key business activities (6)

· Better information on training courses

· Raise tourists’ perceptions of area

· Widen range of training courses to avoid doing same courses each year (7)

· Take over ATB role (4)

· Focus on upper end of tourism market

· More signposting for visitors

· Better TIC opening hours

· More/bigger grants for businesses

· Try to secure one big visitor attraction

· Give market forces more say

· Relax grant criteria

· More tailored training courses

· More emphasis on sustainable tourism

· Better support for arts businesses

· Provide a NCOS skills veggy module 

· Provide planning guidelines for each tourism niche

· Focus attention on those who want to succeed

· (Widen key account approach

· Better link betweeen skills audit and strategy

· Make SEDG tourism budget more transparent

· Market training better to widen its use) 

Many of the suggestions are of course aimed at increasing the level of assistance to businesses without offering any new benefits in return, but there are is also a strong message about widening the scope of tourism training and giving companies more say in what courses are assisted by SEDG.  

The ATB’s concern that the same companies repeat the same training without any measurable increase in visitor satisfaction levels may be justified to some extent, given comments by companies themselves on the need to review baseline courses such as WH and SBS and increase the emphasis on higher level courses .

The comments about the relationship between the ATB and SEDG are topical given the expected restructuring of the tourism industry in Scotland, and are beyond the interests of this study.   

The key conclusion is that while the general direction of SEDG’s tourism support is thought right, some adjustment is needed to the training courses assisted by SEDG to give a wider choice and to provide a better match with changing user requirements. 

7.0
CONCLUSIONS & RECOMMENDATIONS

7.1
Conclusions

During the two year study period, the tourism training programme attracted almost 1000 trainees to the 10 types of courses offered.  The cost to SEDG of providing programme (excluding staff costs) was around £61,000 net of income from trainees of £16,700.  This equates to a subsidy per trainee of approximately £64.

The courses provided a good match to users’ training needs, with management and higher end courses such as the New Managers Workshop and Craft training scoring highest, and the introductory customer care courses Welcome Host and Scotland’s Best Service scoring lowest.

The performance of SEDG in administering and delivering the courses was rated very highly, with the timing and location of courses praised.

The total resource cost per trainee day was £210, of which SEDG contributed £64 giving a subsidy rate of 30%.  The rate of subsidy varied markedly between courses, ranging from 7% for the Chefs Club to 64% for the Natural Cook of Scotland Awareness Course.

97% of businesses training reported benefits from the training, with the most common being better customer satisfaction and general benefits to staff and reduced management effort.  The courses with the highest benefit rating were Craft training, Natural Cook of Scotland and New Managers Workshop. 

Companies found difficulty in valuing benefits received, and no income or employment estimates have been possible.  However there are significant displacement and deadweight factors occurring, and these reduce the benefits obtained when the area or SEDG’s performance rather than the businesses are  considered.  

Comparing the extent of subsidy to, and the benefits provided by, each scheme, the most effective from SEDG’s perspective are the higher level courses -Natural Cook of Scotland Skills, Chefs Club and Craft Training.  The poorest are the lower level courses such as Welcome Host and Scotlands Best Service.

62% of companies surveyd are experiencing difficulties in recruiting staff, with a shortage of chefs and female part time staff for a range of occupations. Companies expect this situation to worsen, and this will affect future training needs.

While companies’ future training needs will be broadly similar to current ones,  there is likely to be increased demand in general as labour turnover continues to be high.  Within this general increase, there will be a greater demand for higher level, management courses, plus demand for a range of new courses. There is also a possibility of a shift away from Welcome Host and Scotlands Best Service due to a lack of user satisfaction.

Companies considered training very important in meeting customer care standards.  However fewer than half of businesses thought that customers would pay for better service.   Only 41% of businesses had made any provision for future training, and the main reasons that would prevent them training in future were the timing, cost and location of training courses.   

Awareness of the Tourism Forum in the area is low, with almost three quarters of companies unaware of its existence, and a further 17% who knew of it, but nothing about it.

Companies surveyed believe SEDG are heading in the right direction, and saw  no reason to make any radical changes.  Where changes were thought necessary, these concerned widening the range of courses to improve their match to users’ needs.  

7.2 Market Failure

The performance of the programme has been good:  Reported benefits are high, and the courses provide a good match to the bulk of current training needs.  However it has to be pointed out that the results contain an apparent paradox.

A very high proportion of businesses reported a wide range of  benefits from undertaking the training, and almost all claimed that training was very important in  meeting (rising) customer needs.  Yet most argued that they or their customers could not afford, or would not pay for, the full cost of training because of competitive pressures - increases in prices to cover training subsidies would place such businesses at a disadvantage.

This is puzzling for a number of reasons.  First, a sizeable number did not know the cost of their training fees, did not realise that the training was subsidised, and even more did not know the extent of that subsidy.  Consequently, the cost of training fees does not appear to exercise their minds to any great extent. 

Second, total expenditure on all company training is a very small proportion of annual costs or revenue: Tourists in Dumfries & Galloway in 2001 spent a total of £131m.  The SEDG training support averaged £60,000
 p.a. during the two year study period.  It is difficult to believe that, if the programme yielded the benefits businesses claimed, and customers are so sensitive to the quality of service, companies would jeopardise a market of £131m by a failure to spend an extra £60,000.  


The key question this raises is at what level should any future tourism training programme subsidise businesses who, by their own account, have to train to meet market requirements.  Underlying this question is the larger one of what strategy SEDG should adopt towards market intervention.  


Market failure does not exist to any significant extent in the tourism training market: Companies are fully aware of market needs, and the link to good training. They are aware of increasing difficulties in labour recruitment and retention, but are unwilling to address the fundamental problem of low wages.  


There is therefore a reasonable argument in favour of a more market led approach to tourism training.  This argument is strengthened by some of the results of the study: future training needs will be more varied, and will therefore require increased resources from SEDG simply to define, select, arrange administer and market these new courses.  


A more market led approach may increase the amount of training undertaken, and would release SEDG resources to tackle other, wider tourism issues. 


7.3 Recommendations 

Future Evaluations

The survey of tourism businesses using the SEDG tourism Training programme provided useable information on its performance.  However in the critical area of business benefits, they struggled to provide a cogent account of the final effects on their companies.  

If any future evaluations are to be undertaken, it is recommended that these concentrate on the business performance of programme users relative to non users in the area.  This would obviate the difficulties of companies attempting to separate the effects of training, and shift the task to consultants.  This could be done in comjunction with recommendations below on monitoring consumer satisfaction.

Visitor Satisfaction Levels

A large part of the current programme is concerned with raising customer satisfaction levels.  However one feature emerging from the study is that while businesses claimed to be meeting customer satisfaction needs, few if any actually monitored these on a consistent basis over time.  

As a consequence companies do not know whether they are increasing the level of visitor satisfaction, and more importantly how this is changing in relation to their competitors, both within the area and beyond.  Under these circumstances, they cannot judge whether their tourism training is having any effect, and in the long term this may reduce the incentive to train.

It is recommended that SEDG, in association with the Tourist Board, undertake an annual survey of visitors to the area to measure visitor satisfaction levels over an extended period of time and relate these to similar measures in other parts of Scotland and NW England.  Such comparisons would pick up relative performance, which is the critical measure.

Training Voucher Scheme

It is recommended that SEDG considers a tradeable voucher scheme for future tourism training.  The vouchers would be redeemable by companies only at trainers accredited by SEDG for any tourism related training course other than those covering statutory or legislative training requirements (e.g. health & safety).  The vouchers would have to be redeemed during a given financial year to satisfy SEDG budgetary requirements.

The vouchers would create a tourism training market since trainers would have to set the content of the courses to meet demand, market courses to obtain vouchers and set their prices at market rates.  Over time these prices would reflect the value placed on training by tourism businesses, and the range of courses reflect user needs.

Under the scheme, tourism companies would be issued with vouchers to a value based on the number of employees.  The aggregate amount would also be set by SEDG’s tourism training budget – say £30,000 for the whole of the area.  The level could be adjusted to encourage more or less training as circumstances dictated.

Training vouchers could be traded between companies to allow those requiring additional training to obtain it by purchasing other companies’ unwanted vouchers.   A market value for training vouchers would be set, perhaps by using the SEDG website as a market clearing device.  

However a key feature of the proposal is that SEDG would only pay for training undertaken.  No money would change hands unless it was to pay for training undertaken.  

Payment to trainers by SEDG would be at the face value of the vouchers irrespective of the market price.  Depending on the market value vis a vis the face value, companies seeking to train may find it cheaper to buy vouchers than pay in cash – thus reducing the cost of training b.

Payment for courses undertaken would be by any combination of cash or vouchers.  SEDG would, as at present, be required to monitor and verify the level of training undertaken before reimbursing accredited trainers to the (face) value of vouchers used.  

The proposal would also have the effect of increasing customer choice as trainers compete for income, and would be likely to reduce the public costs of training as the risk involved in mounting courses is borne by the private sector.  

Increasing choice among companies by the creation of a training market would also increase compatition amongst trainers, which in turn would be likely to lower training costs.  If companies’ responses to this study are accurate, they are highly sensitive to training costs, and might be expected to increase training levels if prices fell.  

The proposal is a radical departure from current practices, and was discussed with some businesses during the study.  The response was neutral in terms of the numbers for and against it.  However, it produced stronger responses among those in favour who saw its flexibility, while those against were more concerned with the inconvenience of not having courses laid on for them – seemingly ignoring the role that would be played by trainers.  

One further advantage of the proposal is that it would address the imbalance of relative subsidies and benefits between course by allowing the market to adjust actual prices to reflect benefits.  The overall subsidy provided by SEDG to companies would therefore be more optimally distributed between both training schemes and businesses.  

This in turn would result in a better mix and level of training and concentrate training activity in those companies with the most interest in meeting market needs. This has to be a central plank in any SEDG tourism development strategy.

If the recommendation is accepted, it is suggested that one year’s notice is given to allow trainers to adjust, and for a market clearing mechanism to be set up – for example a web based forum where vouchers can be advertised.

� Costs less income


� Only 5 companies placed a value on benefits received, 4 said £0(zero) and one said £10,000


� The lastfour points were made by the ATB, who asked that these be attributable.


� Including SEDG staff costs
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