EVALUATION OF THE ABERDEEN CITY CENTRE PARTNERSHIP

Final report

EVALUATION PROFORMA

	Title:

Aberdeen City Centre Partnership


	Library Catalogue No.:

(A & E Use Only)

	Client:

Aberdeen City Centre Partnership
	Consultant:

Segal Quince Wicksteed Ltd

	Duration of Project:

April 1997 – March 2001
	Cost of Evaluation: £11,000



	Period of Evaluation:

April 1997 – March 2001
	Cost of Evaluation as proportion of 

Total project costs:

.0001%



	Purpose of Evaluation: to evaluate the activities of the Partnership in the past four years generally and specifically to examine the effectiveness of the Partnership’s Business Plan, the role of the City Centre Manager, funding by the respective Partners.

	Market Failure:  This is essentially in the ‘public realm’ activities undertaken by the Partnership where the private sector is unwilling and in most cases unable to support environmental projects, such as the Shiprow streetscape works. 



	Strategic Objective (SE and LEC priorities):  This lies in the area of place competitiveness where cities, in order to compete, need to be attractive locations where people will want to work, live and visit.   The City Centre has to compete in order to attract investment, entrepreneurs and investors, business visitors and tourists.

	Main Activity Category/Categories:   The main ‘themes’ of activity are in the areas of development, environment, transportation, promotion, community and customer care. 

	Methodology (include extent of survey, sampling type, etc):  SQW carried out the first evaluation for the period from 1991 to 1996.   This latest evaluation used that original material plus desktop research involving the Partnership’s project files.   A number of face-to-face interviews were carried out including Partner members and the ACCP team.   

	Inputs (NB. Cost of projects):  The ACCP contributed £7.9 million to a wide range of projects during the past four years. 

	Activities:   The activities included development projects such as low-cost housing; streetscape works such as the Shiprow project, numerous facelift and floodlighting projects, provision of pocket parks management and promotion of events and managing the City Centre.   The ACCP also carried out a number of studies in the past four years including the Castlegate and Housing studies. 

	Outputs:  The outputs range from physical projects concerning the development and environment work through to various events carried out in the City Centre such as the Winter Festival and the Millennium Party.   

	Impacts:  The impacts of the activities of the ACCP are difficult to assess without baseline information on everything that it does.   What is clear is that the projects would not have gone ahead without the intervention of the Partnership. 

Evaluation of the specific activities is called for in the report by SQW.   The Belmont Street project, however, can, and, will be assessed given the economic evaluation carried out prior to the project commencing. 



	Conclusions:  The key messages coming out of the evaluation relating to the ACCP are: 

· The strategies are over-elaborate;

· The strategic purpose and priorities have got lost;

· Monitoring and evaluation systems are inadequate

· No strategic marketing of Aberdeen City Centre;

· Increased spend on housing not consistent with the priorities of the ACCP’s activities;

· The City Centre has underperformed since the last evaluation. 



	Recommendations:

The principal recommendations made in the Report are: 

· A monitoring system to capture expenditure and activities be established immediately;

· The ACCP review its strategic themes and objectives in order to give more precise focus and that the strategic priorities be linked to specific areas;

· The ‘Community’ and ‘Customer Care’ themes should be dropped as major strategic themes and transformed into cross-cutting operating principles;

· The ‘Transport’ and ‘Environment’ strategic themes should be merged and the ACCP’s role more clearly defined as researcher, monitor, lobbyist and best practice demonstrator;

· The ACCP should specify up to five sub-city action plans consistent the Urban Realm Strategy and that these should provide a strategic focus for joining together its themes in a clustered way; 

· More formal project development and appraisal procedures should be put in place by the ACCP – especially for the strategic assessment stage;

· The Aberdeen & Grampian Tourist Board should be asked to join the ACCP with immediate effect; 

· As part of the wider restructuring of Aberdeen City Council, a City Centre Consultative Forum should be established embracing all of the relevant service providers and communities of interest. 

· The ACCP should be transformed into a company limited by guarantee;

· A chief executive should be appointed to direct the activities of the ACCP;

· The City Centre Manager role should remain within whatever structure is agreed for the ACCP;



1. Management response – ACCP Evaluation

It is recognised that the evaluation is a hard-hitting report.   The majority of the recommendations contained in the Report will be addressed in two pieces of work that was commissioned prior the evaluation having been undertaken.  While evaluation principally looks back the way – the work described below looks forward.  

Greater strategic focus will arise from the work on the Urban Realm Strategy for the City Centre Partnership, which has recently been completed and is awaiting formal adoption.  This study was commissioned to design a number of strategic urban realm projects that are interconnected and designed to be implemented over the next 10 – 15 years.    A number of strategic aims have been identified that go hand-in-hand with the Strategy.

A critical analysis of the existing Partnership has also been carried out which examines the capacity of the existing structure to delivery the Urban Realm Strategy.  The report on the ACCP Strategic Review is currently awaited but is expected to recommend far-reaching changes to the present structure.   
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Executive Summary

1. The evaluation by SQW Ltd of the Aberdeen City Centre Partnership (ACCP) was carried out in early 2001 and covered the period of its development since the last evaluation in 1997.  Its purpose was to account for the activities of the ACCP in the context of the conditions prevailing in the City Centre, to draw conclusions on its performance, and to make recommendations for its future direction and development.

2. The structure of the ACCP had been changed in ways consistent with the broader partnership base and the strategic focus suggested in the 1997 evaluation.  However, whilst the planned actions of the ACCP had been well specified, the evaluation reflected some concern about how well and clearly its strategic priorities and Partner responsibilities were understood.  

3. ACCP activities were associated with spend of £7.9 million (£5.5million from the public sector partners) – a higher spend per annum in the period since 1997/98 compared with 1991-96. Much of this increased spend was attributable to housing and it was not clear that this was necessarily consistent with the priorities implicit in the revised ACCP objectives. Concern was also expressed about the absence of an effective monitoring system that enabled the spend and activities associated with the Partnership to be tracked easily and transparently.

4. By way of contrast, the ACCP initiated an excellent monitoring report on conditions in the City Centre.  The evidence from this and other sources suggested that the City Centre had under-performed against its potential since the last evaluation.  Clear improvements in performance were patchy, and the apparent decline in city centre usage – since 1997 by visitors, and since 1999/2000 by other users – is a source of concern given the marked growth in the city centre population and the otherwise buoyancy of the Aberdeen economy.

5. There is clearly a job still to be done in Aberdeen City Centre. The ACCP has made some in-roads into the problems and has performed well in respect of its city centre management function and in the way in which it has develop relationships between the public and private sectors.  There has also been a conscious and, for the most part, successful effort to concentrate ACCP activity in particular parts of the city centre.

6. The evaluation recommended ACCP action in three directions: managing and monitoring the development of the centre; enhancing its day-to-day operations; and promoting its ‘offer’.  The Urban Realm Study initiated by the ACCP and due to report soon will provide the Partnership with the opportunity to take up these challenges. However, the evaluation concluded that changes were needed for it do so effectively – changes in its strategic focus, organisation, resourcing, and decision-making systems. The recommendations are set out and explained in Section 7 of the report and listed over the page. 

	Recommendations arising from the evaluation of the Aberdeen City Centre Partnership: May 2001

	1. The ACCP should take immediate steps to establish a monitoring system to capture the expenditure and activities carried out in its name from 1997 onwards; and this system should be made as compatible as possible with partners’ own systems to avoid double data entry and duplication of effort.



	2. Adherence to the system’s data and reporting requirements by Partner organisations should be monitored closely by the Co-ordinator and reported regularly, along with monitoring reports, to the Partners.



	3. A project-related time recording system should be introduced to capture the inputs on “time-only” projects.



	4. The ACCP monitoring system should employ a unique project reference system so that projects (and groups 

of projects) can be tracked over time consistently and with ease.



	5. The ACCP should review its strategic themes and objectives in order to give them more precise focus by reducing their number and/or giving a clear identification of strategic priorities among and within them; and the strategic priorities should be linked to specific areas, actions and roles/tasks for ACCP partners.



	6. The Community and Customer Care Themes should be dropped as major strategic themes and transformed into cross-cutting operating principles that should guide the Partnership in everything that it plans and does.



	7. The Transport and Environment strategic themes of the ACCP should be merged and its role should more clearly be defined as researcher, monitor, lobbyist and best practice demonstrator.



	8. The ACCP should specify a limited number of sub-city area action plans consistent with the accepted Urban Realm Study recommendations and these should provide a strategic focus for joining together its themes in a clustered way.



	9. More formal project development and appraisal procedures should be put in place by the ACCP especially for the strategic assessment stage and, as far as possible, these should have the same information requirements as partners’ organisations to minimise the extent to which extra appraisal work is required.



	10. The Aberdeen & Grampian Tourist Board should be asked to join the ACCP with immediate effect.



	11. As part of the wider restructuring of Aberdeen City Council, a City Centre Consultative Forum should be established embracing all of the relevant service providers and communities of interest.



	12. The ACCP is transformed into a formal corporate entity, the exact form of which should be decided once the Urban Realm Strategy has been finalised and its recommendations accepted by all of the Partners.



	13. A chief executive – with a strong private sector property development background - is appointed to direct the activities of the incorporated ACCP, manage its staff, and report to the Board of Directors (the existing Partners, plus AGTB).



	14. The City Centre Manager role remains within whatever corporate structure is agreed for the ACCP with a remit much the same as now but supplemented with a pump-priming budget allocation for the promotion of events and festivals.




2. Evaluation background, purpose and methods

Background

2.1 The Aberdeen City Centre Partnership (ACCP) was set up in 1991 in response to growing concerns about the state of the city centre, in particular the decanting of shops from Union Street to the then newly opened Bon Accord Centre and the resultant and highly visible increase in vacancies in Union Street.  The aim of the ACCP was to “ develop, renew and promote Aberdeen City Centre as the heart of one of the finest cities in Northern Europe”.

2.2 Between summer 1996 and March 1997 SQW Limited undertook the first evaluation of ACCP, looking at its management, activities and achievements over the period April 1991 to December 1995.  The partners in ACCP at that time were Grampian Regional Council (which had been dissolved prior to the evaluation), Aberdeen City Council, Grampian Enterprise Limited (now Scottish Enterprise Grampian) and Scottish Homes.

2.3 The original SQW evaluation found the ACCP to be generally effective, albeit somewhat modest in the scale and scope of its achievements relative to the challenges facing the city centre.  Thus, we recommended that the ACCP should continue, but argued strongly that it needed to broaden its partnership base, give stronger strategic direction to stimulate and see through key projects, develop a city centre management initiative and play a more pro-active role in meeting the demands of users and businesses in relation to the city centre’s development, transport and promotion.

Purpose of the evaluation

2.4 It is now almost four years since the first evaluation was completed and we are pleased to have been commissioned again (in December 2000) to review the continuing evolution and achievements of the ACCP.  The purpose of this follow-up evaluation is threefold, namely:

· to account for the activities and achievements of the ACCP over the four year period from March 1997 to March 2001 (it should be noted that the present Partnership Co-ordinator and City Centre Manager have been in place from March 1998);

· to put our assessment of the performance of the ACCP in the context of the performance of Aberdeen City Centre over the same period; and

· to draw conclusions on the performance of the Partnership over the period and make recommendations for its future development and direction.

Evaluation methods

2.5 As our terms of reference are to take both a backward and forward look at the Partnership we have drawn on four key sources of evidence in arriving at our conclusions, namely:

· background documentation relating to the ACCP strategic objectives, structure and planned activities from 1997 onwards;

· ACCP project monitoring data, including the number of projects in each Strategic Theme, their expenditure and descriptions of their activities and achievements;

· a limited number of evaluation reports on specific initiatives and other studies of the city centre undertaken from 1997 to 2000, notably the Gillespies Urban Realm study due in April 2001 and expected to make recommendations for the organisational structures and operational arrangements (including the ACCP) required to deliver the Urban Realm Strategy

· interviews with key players, including ACCP partner organisations, with observations to make on the structure and operation of the ACCP and its performance.

2.6 Unlike the earlier evaluation, the timescale and budget for this exercise did not afford sample surveys of businesses or city centre users, or a survey of project managers.  

Report structure

2.7 Following this introduction, the report is structured as follows:

· Section 2: Aberdeen City Centre and the ACCP in 1996/7:- provides a brief overview of the findings, conclusions and recommendations of the previous evaluation.  

· Section 3: Evolution of the ACCP, 1997 to 2001:- explains how the ACCP’s structure, coverage, strategic aims and themes have evolved since 1997. 

· Section 4: ACCP Expenditure and Activities, 1997-2001:– sets out the patterns of project expenditure over the last four years and provides a brief, Theme-by-Theme discussion to highlight the range of projects undertaken over the period. 

· Section 5: Performance of Aberdeen City Centre, 1997 to 2001:– presents a baseline position of conditions in Aberdeen City Centre in 1996/7 which the ACCP was expecting to influence through the pursuit of its Strategic Themes.  It goes on to track conditions over the last four years and provides a commentary on the city centre’s performance within each of the Strategic Themes;

· Section 6: Conclusions on effectiveness of ACCP strategy, structure and activities, 1997-2000:– draws on evaluation and other studies, the round of consultations and the analysis of city centre conditions to provide an assessment of the ACCP strategy over the period, the effectiveness of the structures in place to deliver the strategy, and the observed or anticipated effectiveness of the initiatives and projects delivered on the ground.  

· Section 7: Recommendations for future strategy and structure:- presents a summary of our recommendations for the future remit, structure and organisational model of ACCP.  

3. Aberdeen City Centre and the ACCP in 1996/7

Introduction

3.1 This section summarises the main objectives of the ACCP in 1991-96, the conditions then prevailing in the city centre, and the key findings of the previous evaluation.

Strategic aim and themes, 1991 to 1996

3.2 When the ACCP was formed in 1991, its aim (now Mission Statement) was defined to be “developing, renewing and promoting Aberdeen City Centre as the heart of one of the finest cities in Northern Europe”.  Over the period to 1996, the Partnership organised its objectives and activities under four key themes as follows:

· Development: the projects undertaken under this strategic aim were designed to contribute to amenity as well as the stimulation of investment and primarily consisted of support for housing investment and the redevelopment of gap sites and “black-teeth” buildings.

· Environment: objectives in this theme aimed to broaden the appeal of the city centre to visitors and enhance its vitality and comprehensively improve Aberdeen’s buildings and civic spaces.  Projects undertaken included environmental improvements such as seating and tree planting, stone-cleaning, flood-lighting, CCTV and landscaping.

· Transport: this theme sought to secure the early achievement of key transport projects to improve accessibility, increase the comfort of pedestrians in the city centre and release development potential. Projects comprised the introduction of bus lanes, park and ride schemes and pedestrianisation.

· Promotion: this aim was to promote Aberdeen city centre ‘as the heart of one of Northern Europe’s finest cities’ and to encourage the people of Aberdeen and the business community to participate in the Partnership.  The projects included floodlighting in addition to more typical promotional activities such as press releases, presentations and events.

The first evaluation, 1996/7

3.3 The evaluation conducted by SQW in 1996/7 involved surveys of city centre users, businesses and key players involved in the regeneration process.  The evaluation also included a review of secondary data sources and examined city centre management initiatives elsewhere in the UK.

Conditions in Aberdeen, 1991-1996

3.4 The previous study used a range of indicators to illustrate the context within which the Partnership had operated and as a basis for assessing whether there was any discernible influence of the ACCP on key aspects of the city centre’s performance. The evaluation noted that:

· the ACCP was established during a period of peak growth for Aberdeen but, shortly after, there was a sharp drop in oil-related employment with a knock-on effect in employment in ‘other’ services, including retail.

· financial and business services continued to expand at record levels and development activity was quite substantial with over £70m invested in construction and refurbishment projects between 1992 and February 1996.

· investment in housing construction projects was at unprecedented levels during 1991-1996 which the evaluation argued was a reflection of the commitment by Scottish Homes through the ACCP to increase residential activity in the city centre.

· during 1991-1996 there was a significant drop in the number of advertised vacancies in Union Street.

The Partnership

3.5 The 1997 evaluation found that there was a high level of commitment amongst the ACCP partners.  This commitment was seen to be key to the success of the Partnership, and we concluded that:

· the close collaboration between partners would not have occurred without the ACCP;

· the ACCP had become a respected figure in the political landscape of Aberdeen not least because of the integrity of the people involved;

· expenditure by the partner organisations on city centre projects was higher with the ACCP than would otherwise have been the case;

· integration between partners’ activities at project level led to increased funding and effectiveness even though partners’ funding was largely spent in their particular areas;

· decision-taking and implementation schedules were shortened and project quality was higher.

The 1997 evaluation’s recommendations

3.6 The 1997 evaluation argued that the ACCP needed to build on these successes to meet its objectives.  This was the case particularly with regard to transportation and access issues, the release of major development potential, and the more active promotion of the city centre as the heart of one of Northern Europe’s finest cities.  The evaluation highlighted several areas for development:

· Strategic direction: The objectives were very broad and general; by contrast, its actions were in the main narrow and specific.  The gap needed to be filled so that the partners would have a clearer and better-defined sense of purpose.

· Broadened partnership: It was recognised that to fully address the opportunities and challenges for the city centre the Partnership should seek to broaden the type of agencies involved, for example the private sector and promotional bodies such as the Tourist Board.

· City centre management: To support the Partnership a city centre management initiative should be established that would be responsible to ACCP and run by an independent manager.

· Development: Further effort was required to enhance, maintain and promote the Aberdeen ‘product’, focusing on promotion, development and transport.

3.7 These recommendations, if taken on board, were expected to lead to a refocusing of the ACCP’s strategy as well as certain changes in its structure and operations.  The evolution of the ACCP in these ways is discussed in the following section.

4. Evolution of the ACCP, 1997 to 2001

Introduction

4.1 Many of the recommendations of the previous evaluation were reflected in changes to structure, strategic direction and planned activity in the two Business Plans that have been produced by the ACCP since the previous evaluation, the first in 1997 and the second in 1999.  This section describes the key changes in strategic direction which we have observed from the Business Plans.  It also describes the structure and management of the Partnership and how some of these aspects have evolved since the previous evaluation.

Aberdeen City Centre – changing the boundary

4.2 Before considering any changes to strategic objectives, it is important to note that ACCP’s definition of the city centre has changed since 1997.  The ACCP has broadened its geographic coverage to include the area bounded by Virginia Street, Commerce Street and Regent Quay.  Although this was not one of the recommendations in the earlier evaluation, the decision to change the ACCP boundary seems a sensible one in that it matches the city centre designation used for Unitary Development Plan purposes.  The forthcoming draft UDP will include a city centre chapter for the first time.  Given the clear overlaps between the strategic aims and themes of the ACCP, the planning obligations of the City Council, and the importance of planning in supporting the enhanced performance of the city centre, the justification for the change seems clear.  

Evolution of ACCP strategy, 1997 to 2001

4.3 Since 1997 one of the most obvious changes to the ACCP’s strategy has been the addition of two new Strategic Themes: community in 1997 and customer care in 1999.  Figure 3.1 sets out the detailed objectives within these two Themes, and also illustrates how the original Themes have been developed in an attempt to specify the ACCP’s actions more clearly. 

4.4 The 1999 Business Plan reveals a number of other significant changes to the ACCP’s written strategy, including the addition of some new components to the mission statement and the strategy’s guiding aims, themes and objectives.  These are depicted in Figure 3.2 below. 

	Figure 3.2:  Components of the 1999 ACCP strategy

	1 ACCP Mission Statement

	4 Guiding Principles for the ACCP

	10 Visions for different parts of the city/city streets *

	4 ACCP Themes

	1 - 4 ACCP Strategic Objectives per Theme

	1 - 9 ACCP “strategies” (descriptions of ACCP activity) per Theme *

	Range of ACCP Projects within each Theme

	Source: Derived from 1999 ACCP Business Plan by SQW; 

Note: Elements marked * are new components in 1999


4.5 The addition of the new themes and components provide a helpful insight into what the ACCP wanted to see done in different parts of the city centre and the actions it wanted to take.  Yet, the strategy presented in the 1999 Business Plan was perhaps over-elaborate in that it did not signal in a focused way how the ACCP “strategies” or activities would lead to the attainment of the 10 visions and ultimately its strategic objectives.  In other words, there was in our view a major discontinuity – explicitly, at least - between the outcomes ACCP wanted for the city centre and the contribution which would be made by the projects it planned to undertake.  There was increased clarity of action in the most recent Business Plans.  Annual Project Plans (later known as Action Plans) were produced for each financial year during the period being evaluated.  The annual Project Plan for 1999/2000 was annexed to the Business Plan to 
demonstrate the projects which would be undertaken within each strategic theme in that year.  Despite this greater specification of planned actions, we consider that a focused sense of strategic purpose and priority had got somewhat lost.  This issue featured heavily in our discussions with consultees and we return to it in our conclusions and recommendations.

4.6 The ways in which the original four Strategic Themes have been evolved are explained in the following sub-sections.

Development

4.7 Under the Development theme, the overall objective has remained the same – “to stimulate investment” - but the Partnership has identified an increasing number of ways in which this can be achieved.  This is demonstrated in the much longer list of planned activities in the 1999 Business Plan (Figure 3.1).

	Figure 3.1: Evolution of the ACCP’s Strategic Themes and objectives

	1991
	1997
	1999

	Development
	
	

	To stimulate investment in Aberdeen city centre to secure and enhances its role as the heart of Grampian region.

To provide a more flexible and pro-active partnership to facilitate city centre development.

To encourage sustainable development which meets the needs of the present without compromising the ability of future generations to meet their own needs.
	To support and further stimulate investment in the city centre, securing and enhancing its role in contributing to the economy of Grampian.  The Partnership will pursue the following activities:

· supporting economic and business development

· assisting in property development and regeneration

· working with others to promote and encourage the sensitive development and renewal of a wide range of housing in a range of tenures and particularly where homes can be provided in an environment which balances with the social and economic issues in ways that strengthen and stabilise the city centre economy

· encouraging high quality standards in urban design and architecture
	Support and further stimulate high quality investment and development in the city centre, thereby securing and enhancing its role in contributing to the economy of Grampian and the regeneration of sites and buildings by:

· supporting economic and business development proposals and acting as a pro-active link between the public and private sector

· assisting as an enabler and catalyst in property development and regeneration

· working with others to promote and encourage the sensitive development and renewal of a wide range of housing in a range of tenures and particularly where homes can be provided in an environment which balances with the social and economic issues in ways that strengthen and stabilise the city centre economy

· encouraging the highest quality standards in urban design and architecture in the city centre

· encouraging generators of vibrancy and vitality in appropriate locations

· encouraging the Planning Department to seek developer contributions for quality environmental improvements in relation to large developments

· monitoring key performance indicators

· creating awareness of Aberdeen city centre investment opportunities with investors and developers in terms of integrated approach from Partners.

	Environment
	
	

	To enhance the vitality of the city centre by broadening its appeal to attract more residents, businesses and visitors.

To comprehensively improve Aberdeen’s buildings and civic spaces to achieve an urban environment of European renown.
	To improve Aberdeen’s buildings, streets and public spaces to achieve a quality environment of European renown.  Priority will be given to the medieval core of the city.  Activities will include:

· encouraging the sensitive refurbishment of the medieval core

· carrying out environmental improvement throughout the city centre
	Achieve a city centre environment of buildings, streets and public spaces, which will have a quality of European renown by:

· identifying an “urban realm” hierarchy of key locations

· promoting the need for a high quality pedestrian priority project in Union Street

· encouraging the sensitive refurbishment of the medieval core by implementing a series of NHLF streetscape heritage projects

· carrying out environmental improvements in other key locations in the city centre

· carrying out projects and activities which will further differentiate Aberdeen city centre from its competitors 

· implementing improvements which will help differentiate parts of the city centre to create distinctive and recognisable quarters

· encouraging high quality standards in architecture and urban design

· developing an exhibition with the aims of stimulating and informing public debate on future activities in the city centre relating to design, planning and architecture

· carrying out a programme of innovative floodlighting and facelift projects.


	Figure 3.1: Evolution of the ACCP’s Strategic Themes and objectives (continued)

	1991
	1997
	1999

	Transportation
	
	

	To secure the early achievement of key transport projects to improve accessibility and release development opportunities.

To improve the comfort and convenience of the pedestrian in the city.
	The partners will support and encourage the implementation of the Local Plan Transportation Strategy.  Activities will include:

· resolving the conflict between traffic and pedestrian movement in the central shopping area

· enhancing the provision of facilities for pedestrians, civic space and environmental improvements

· implementing key transport schemes to improve accessibility and to release development opportunities in the city centre.
	To resolve the conflict between traffic and pedestrian movement in the central shopping area and enhance the provision of facilities for pedestrians, civic space and environmental improvements.  Also to implement key transport schemes to improve accessibility and release development opportunities in the city centre by:

· supporting and encouraging the implementation of the Local Plan and Transportation Strategy.

	Promotion
	
	

	To promote Aberdeen city centre as the heart of one of Northern Europe’s finest cities.

To encourage the people of Aberdeen and the business community to participate in the Partnership.
	To conduct a campaign to provide a greater awareness of the role and work of the Partnership.

To conduct a campaign to help better position the city centre tourism product and establish Aberdeen city centre as a vibrant destination throughout the year for arts and culture.

To undertake a programme of small events and activities to increase vitality and vibrancy in the city centre.
	To improve the image of Aberdeen city centre as a tourism destination and establish it as vibrant destination throughout the year for shopping, the arts and culture.

To increase the number of visitors to the city centre over the winter months.

To raise awareness of development opportunities within the city centre and thereby generate more development applications.

To raise awareness of the projects carried out and implemented by ACCP together with generally disseminating positive market information on Aberdeen city centre.

· by conducting a campaign with the Tourist Board and others to help better position the city centre tourism product and helping to co-ordinate the Winter Festival and expanded Hogmanay events

· by producing and disseminating development opportunity information with the Planning Department and others

· by undertaking a programme of small events and activities to increase vitality and vibrancy in the city centre

· by carrying out environmental development, customer care, and transportation projects as proposed and thereby generally enhancing the city centre product.


	Figure 3.1: Evolution of the ACCP’s Strategic Themes and objectives (continued)

	1991
	1997
	1999

	Community
	
	

	A new Strategic Theme in 1997
	Provide support to the community through:

· promoting the setting up of a community council for the city centre area

· approaching sensitively social problems arising in the city centre

· encouraging access to opportunity.
	To harness the full range and support of the city centre community and in particular the resident population by:

· promoting the setting up of a Community Council for the city centre area

· approaching sensitively social problems arising in the city centre

· encouraging access to opportunity

· liaising regularly with the city centre community.

	Customer care
	
	

	A new Strategic Theme in 1999
	A new Strategic Theme in 1999
	To build a renowned service friendly culture in the city centre by:

· working with AGTB, SEL Tourism and Training, and City Council’s Economic Development Department to develop a customer care training programme aimed at city centre businesses

· encouraging the provision of quality information points in key locations.


Environment

4.8 In the same way that the Development objectives have been expanded so too has the list of planned activities under Environment.  Many of the activities in the Business Plans remain quite general in their specification, for example ‘carrying out environmental improvements in other key locations in the city centre’. But others have been made quite specific, for example ‘promoting the need for a high quality pedestrian priority project in Union Street’.  This form of specific activity identification helps to increase the Partnerships focus beyond general objectives.

Transportation

4.9 The Transport objectives have been reworded but remain essentially unchanged from the time the ACCP was established.  The Partnership’s key objective continues to be to resolve the conflict between vehicular and pedestrian traffic in the central shopping area.

Promotion

4.10 The Promotion objectives in both 1997 and 1999 are the same except for the addition of an explicit objective which relates to the desire to raise awareness of development opportunities within the city centre. 

Observations on the strategic focus of the ACCP

4.11 It will be evident from our outline of the changed strategic themes and objectives of the Partnership that, in our view, they have been extended and elaborated but have not in this process achieved greater clarity of purpose.  Indeed, we think that the effect might have been the reverse – to diffuse rather than focus and to give an inadequate sense of priorities between themes, between objectives, and between different parts of the city centre. 

Evolution of ACCP structure and membership, 1997 to 2001

4.12 The organisation of the Partnership was changed in some important respects over the period since 1997 – a broadening of the partnership basis to include the private sector, an expanded role for the Partnership Co-ordinator and the appointment of a City Centre Manager.  The new private sector partners have had a formal role at Partner level and in the operation of the ACCP through regular trilateral meetings between the ACCA, the Chief Executive of the City Council and the City Centre Manager.  They have also been critical to the operation of two sub-groups covering city centre maintenance and promotion.  The current structure is presented in Figure 3.3.

Figure 3.3: Organisational structure of the ACCP in 1999
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The partners

4.13 Broadening the Partnership was one of the four core recommendations of the previous evaluation.  It was recognised that it was important for ACCP to include other specific stakeholders if the work of the Partnership was to shift strategic gear in the way proposed by the evaluation. This was acknowledged in the 1997 Business Plan which stated that three additional partners would be sought for ACCP, two organisations from the business community and one body representing the residents of the city centre.  Since then, the Aberdeen City Centre Association (ACCA) and Aberdeen Chamber of Commerce (now Aberdeen and Grampian Chamber of Commerce (AGCC)) have joined the Partnership.  Both organisations represent private sector interests, with ACCA’s representation of city centre traders and AGCC’s wider representation of the city’s business community.  In addition, the objectives detailed in the previous chapter (Table 2.1) state the ACCP’s intention to work more closely with the Aberdeen & Grampian Tourist Board (AGTB) to promote the city centre, which also indicates a broadening of the stakeholders involved.  However, as yet there has been no inclusion of a body representing residents in the city centre.

Partners’ representatives and Partnership meetings

4.14 Each partner appointed one representative to attend meetings that were held on a six weekly basis until 1999, but since then have been held every eight weeks. The level of representation was high - over the last twelve months ACC has been represented at Partner level by its Chief Executive and before then by the Lord Provost. The representatives co-ordinate and approve the projects to be implemented.  Their decisions are then fed down to the Partnership Co-ordinator and as appropriate through either the Partnership Team or, since 1998, the City Centre Manager for implementation.

Partnership Team 

4.15 The Partnership Team comprises the Partnership Co-ordinator and City Centre Manager along with nominated officials from ACC, SE Grampian and Scottish Homes – representing the organisations administering and delivering the majority of the ACCP’s largest capital projects.  The private sector is represented on the Team through the City Centre Manager, who is able to report back on the agendas and decisions made by the City Centre Maintenance and Promotion Sub-groups.

4.16 The Partnership Team’s role is to control the delivery of the annual Action Plans and discuss, agree and monitor the implementation of the ACCP’s strategy, including finance, commissioning of feasibility and other studies, project implementation and delivery.  The Team has considerable discretion to make decisions in the name of the Partnership, and this appears to reflect a relatively hands-off attitude by the Partners.  While this level of discretion has its benefits – especially in enabling action and maintaining momentum between Partner meetings – its drawbacks are potentially significant.  With a pro-active Partnership Team there is a risk that Partners lose track of the ACCP’s progress in meeting its stated mission and objectives.  This risk is compounded where, as we noted earlier, there is a lack of clarity surrounding the links between projects and the attainment of strategic objectives and changing conditions in the city centre.  We return to these issues in our conclusions and recommendations.

Partnership Co-ordinator

4.17 ACCP continues to be managed on a day to day basis by the Partnership Co-ordinator but the role has evolved since the last evaluation.  The 1997 Business Plan noted that the Co-ordinator’s principal responsibilities were:

· implementation of strategy

· pursuing schemes for economic development, environmental improvement, land and property development and community involvement on the partners behalf

· reporting to the partners.

4.18 In the 1999 Business Plan the role of the Co-ordinator was expanded to include:

· pursuing schemes for customer care and community involvement on the partners behalf (reflecting the addition of these Strategic Themes in the 1999 Business Plan)

· supervision of City Centre Manager

· co-ordination of the ACCP team

· adding value by:

· acting as a focal point for ensuring the delivery of the objectives

· ensuring that the individual partner organisations are in regular dialogue with each other and that key individuals are aware of the objectives and status of the Partnership

· enabling and ensuring that a holistic and integrated approach is considered for all aspects of the city centre.

City Centre Manager

4.19 The City Centre Manager was appointed in 1998 and, according to the 1999 Business Plan, the role of the manager was to:

· co-ordinate and implement a programme of promotion and customer care for the city centre

· ensure the highest possible standards of service delivery and customer care in the city centre to meet the needs of all its many customers

· monitor results of city centre management activities and particular retail market intelligence

· add value to other ACCP projects

· report to the Partnership Co-ordinator.

ACCA/ACC/CCM meetings

4.20 The 1997 Business Plan noted that a city centre forum had been established and that it was expected to meet regularly to discuss issues relating to city centre management.  With the involvement of the ACCA, this forum evolved into the regular meetings between the ACCA, the City Centre Manager and the Chief Executive of Aberdeen City Council.

Concluding comments

4.21 The structure and procedures of ACCP have been changed over the last three years in ways consistent with the broader partnership base and the strategic focus suggested in the 1997 evaluation.  However, we have some concern that the ACCP strategy has become over-elaborate and that, given its limited resources, and the wide discretion given to the Partnership Team, this could have led to a lack of clarity at Partner level with respect to its strategic focus and priorities and the roles and responsibilities of individual partner organisations.  We return to this issue in our conclusions and recommendations.

5. ACCP Expenditure and Activities, 1997-2001

Introduction

5.1 This section provides a profile of the expenditure incurred in the name of the ACCP during the financial years 1997/98 to 2000/01.  It describes, in qualitative terms, a selection of the activities funded through this expenditure and discusses some of the benefits that have occurred or are expected to flow from ACCP projects.

5.2 Before proceeding further with this section, we must make the observation that the ACCP’s current project monitoring and evaluation system did not facilitate a rigorous assessment of the effectiveness and cost-effectiveness of ACCP spend and activities.  A framework for project monitoring and evaluation has not been established and agreed with ACCP partners within which anticipated and actual expenditure, activities, outputs and impacts can be captured.  Moreover, monthly monitoring of actual expenditure and project activities does not take place and is not reported in a systematic way.  Finally – and a consequence of the first two weaknesses - there did not appear to be a clear understanding or acceptance amongst all partners as to their monitoring responsibilities with respect to ACCP activities. For example, we understand that Aberdeen City Council has been unable to provide the ACCP 
Co-ordinator with up to date expenditure information because of the difficulties of extracting it from 
multiple Council ledger systems.  

5.3 As the following sub-sections demonstrate, an estimated £5.5 million has been spent by the public sector partners in the name of the ACCP since 1997. Good quality, reliable, and well presented data on project expenditure and activity is absolutely essential for accountability purposes and can play a valuable role in lobbying for funding support.  We, therefore, think that improvements need to be made as soon as possible to the ACCP monitoring system and in partners’ supply of data on the relevant spend and activities.  This gives rise to the first and second recommendations from the current evaluation.  

5.4 Recommendation 1: that the ACCP takes immediate steps to establish a monitoring system in order to capture the expenditure and activities carried out in its name from 1997 onwards; and that this system should be made as compatible as possible with partners’ own systems to avoid double data entry and duplication of effort 
5.5 Recommendation 2: that the adherence to the system’s data and reporting requirements by Partner organisations should be monitored closely by the Co-ordinator and reported regularly, along with monitoring reports, to the Partners.
Expenditure and other inputs

ACCP project expenditure

5.6 Table 4.1 sets out our estimate of the expenditure incurred on ACCP projects within each Strategic Theme by funding source.  Over the four year period some £7.9 million was spent on ACCP projects, of which some £5.6 million (70%) was by the three public sector partners.  We were not able to identify the components of “other” expenditure (£2.4m) to show the contributions made by ACCA and AGCC, other private sector contributions (e.g. development finance) and National Lottery funding.

	Table 4.1: Spend on ACCP projects by funding source and strategic theme 





(1997/8-2000/01 (£))

	Strategic Theme
	ACC
	GEL
	SH
	Other
	Total
	% 

	Development
	110,000
	109,500
	3,313,213
	1,758,500
	5,291,213
	67%

	Environment
	804,315
	932,300
	10,000
	553,000
	2,299,615
	29%

	Transport
	31,000
	67,000
	0,000
	0
	98,000
	1%

	Community
	0
	3,000
	0,000
	0
	3,000
	0%

	Promotion
	41,474
	139,000
	0,000
	75,000
	255,474
	3%

	Customer Care
	0
	0
	0
	0
	0
	0%

	Total
	986,789
	1,250,800
	3,323,213
	2,386,500
	7,947,302
	100%

	% of all expenditure
	12%
	16%
	42%
	30%
	100%
	

	% of sum due under ACCP agreement
	99%
	125%
	332%
	n/a
	
	

	‘Other’ financial contributions to ACCP projects included major elements of funding from Lottery Funding, the ACCA, and private sector development finance.


5.7 The level of expenditure by ACC, SE Grampian and SH in the four years since April 1997 is almost identical to the £5.54 million incurred by the partners between 1991/2 and 1996/97.  Thus, the annual contribution to ACCP projects in the last period was some 25% higher than in the previous 5 year period.  So, the changes in the ACCP strategy and its organisational structure reported earlier have been accompanied by an increased financial commitment to the work of the Partnership. 

5.8 Much of the additional expenditure was provided by Scottish Homes on housing projects within the Development Theme.  From the outset of the ACCP, each of the three partners undertook to commit £250,000 per annum for capital projects.  Over the four year period to 2001, we would therefore have expected each of these partners to have contributed some £1 million.  Aberdeen City Council’s contribution was only slightly short of this target, and we understand that this was due to a recent general moratorium on Council capital expenditure.  However, SE Grampian and, particularly, Scottish Homes, have exceeded their anticipated contributions – threefold, in SH’s case.

5.9 Figure 4.1 profiles the expenditure made in each Theme by the public sector partners since 1997 and compares this with the thematic distribution of Partnership expenditure during the first five years of the ACCP.
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5.10 The chart reveals the dominance of expenditure on “Development” projects in 1997-2001 - almost two-thirds (64%) of all estimated public sector expenditure on ACCP projects as compared with the one third represented by this strategic theme in the previous period.  Further analysis reveals that almost all of this expenditure was on housing projects (the small scale exceptions being various studies, a CCTV extension and display materials).  

5.11 By contrast, expenditure in the Environment and Transport themes between 1997-1999 was significantly lower than in the 1991-1996 period accounting for only 35% of estimated project expenditure compared with 56%.  Expenditure on Promotion and the new Community and Customer Care themes was negligible for reasons that will be explained later in this section. 

Overhead costs

5.12 In 1991, the original Partnership agreement required that each of the three public sector partners should contribute £25,000 per annum towards overhead costs.  From 1997, with the recruitment of the City Centre Manager, overhead costs increased, and an additional contribution, to pay for the City Centre Manager’s salary, is now made by the group of retailers represented on the Partnership by the ACCA.  

5.13 As far as we can see, overhead costs have been strictly controlled.  However, we suspect from our own experiences on this project that this has only been achieved through persistent use of outdated IT equipment and software and inadequate resources devoted to project monitoring and evaluation.

Time inputs

5.14 It is important to recognise that the work of the strengthened executive team - the Co-ordinator and the City Centre Manager – does not always get captured in the expenditure data. Some examples of “time-only” projects are described later in this section.  However, as with the monitoring of expenditure, we consider that the ACCP cannot do full justice to this work without strengthening the way in which time is recorded by the Co-ordinator and City Centre Manager on individual projects.  This leads to our third recommendation.

5.15 Recommendation 3: that a project-related time recording system should be introduced to capture the inputs on “time-only” projects.
ACCP projects and outputs

5.16 The way in which project information is currently reported does not allow us to present a consistent, accurate, picture of the number of projects within each strategic theme.  This is because projects have not been numbered or titled consistently between financial years, even where we suspect they are one and the same.  Consequently, we think it likely that a simple tally of the number of “project” entries in the project plans and other material would be grossly inaccurate.  For this reason, we recommend a specific improvement to the coding practice in the ACCP monitoring system.

5.17 Recommendation 4: that the ACCP’s monitoring system should employ a unique project reference system so that projects (and groups of projects) can be tracked over time consistently and with ease. 
5.18 The rest of this section provides examples of the key projects undertaken in each Strategic Theme.  This draws on project-related information set out in the 1999 Business Plan, the 2000 and 2001 City Centre Monitoring Reports, and a statement of ACCP activity provided by the Partnership Co-ordinator.  It does not seek to list all of the projects.  Rather it provides a flavour of the key activities of the ACCP – the activities that, we consider, are most likely to make a difference to conditions in Aberdeen City Centre.

Development

5.19 The mix of ACCP activity undertaken within the Development Theme is illustrated by the following project examples:

· The role of the Partnership Co-ordinator in liaising between the City Council and a developer keen to establish a multi-screen cinema at Shiprow, which had been the subject of earlier streetscape improvement works (see Environment, below);

· The Housing Strategy for Aberdeen City Centre, commissioned by the ACCP in order to re-establish objectives for housing activity and set a strategic framework to help concentrate future resources in particular parts of the city centre.  The report was produced in February 2000 and was broadly accepted by the ACCP Partners and the City Council’s Planning and Strategic Development Committee;

· Aberdeen Foyer Extension, Crown Street – an extension to an earlier ACCP-supported housing project led by Scottish Homes which provided an additional 19 housing units.

· Castlegate/Citadel – a time-based input, following the earlier feasibility study (pre-1997), which involved close liaison with the Salvation Army – owners of the Citadel – to work up relocation and redevelopment plans which would encourage new life at the far eastern end of Union Street.  The Salvation Army has identified a preferred developer – Grampian Housing Association – to take on the Citadel, and the ACCP Team is helping to identify relocation possibilities for the SA, as well as considering the potential for social inclusion projects alongside SE Grampian.

· Other, “catalytic” projects include the Adelphi study, the Union Street Accessibility Study and the City Centre Monitoring Report (“Key Performance Indicators” (KPI) report).

Environment

5.20 The key projects undertaken in this theme are:

· the Shiprow Heritage Scheme, completed in 1998, which involved major streetscape improvements to one of the oldest streets in the city.  The project was funded by SE Grampian and the City Council and was the first in the city to attract Heritage Memorial [Lottery] Funding.  The project was evaluated through a separate project, which considered the project’s design and implementation as well as its economic impact and highlighted useful lessons for similar projects.  As noted above, the project is now beginning to bear fruit in terms of new developer interest, and we gather that the Aberdeen TIC plans to relocate there as well.

· Belmont Street/Back Wynd, due for completion in summer 2001, is the largest streetscape project supported by the ACCP.  Lessons were learned from earlier projects – notably Shiprow - about the quality of design and workmanship and about the need for a co-ordinated approach to project management.  There has been considerable emphasis on rigorous project management, on liaison with the existing traders (through the City Centre Manager), and on the implementation of special cleansing and maintenance measures.

· Union Terrace Gardens Extension – a project which has been approved in principle by the Partnership, but still in the project development stage.  It envisages the incorporation of a traffic island into the Gardens to provide an enhanced access route for pedestrians.

· Urban Realm Study – a major study to examine the strengths and weaknesses of Aberdeen as a competitive place, and identify the strategic and other improvements which need to be made to the city centre’s urban realm.  In addition to the nature of the recommendations themselves, the implementation of the project has involved an important process dimension, involving extensive use of consultations and workshops by the consultants.  It is hoped that this will lead to clear buy-in and commitment from key partners to see through the study’s recommendations.  The latter include options for pedestrianisation of Union Street, the Castlegate, Broad Street and the linkages with the retail and transport interchange proposals at Guild Street.

· Alford Lane – a “medium sized” streetscape project undertaken in the West End of the city centre and which started in 1998.

Transport

5.21 Only one expenditure-based project has been undertaken within this Theme, namely the paramics modelling work which is being managed by ACC on behalf of the Partnership.  The model is a key component of the Urban Realm Study expected to provide a sound basis for testing new traffic management options, including the recommendations of the Urban Realm Study.

5.22 Other, time-only, inputs have been made by the City Centre Manager involving liaison with the bus operators on timetabling and capacity matters as part of the planning process for events and festivals.

5.23 A major, time-based project by the City Centre Office involved working with the City Council, AGTB and First Aberdeen on a combined transport/TIC kiosk to replace the existing kiosk.  Although this project was unable to proceed as planned, it provided the essential foundations for other work on transport and other information issues which have a strong chance of being implemented (see Customer Care below).

Community

5.24 Although ACCP has undertaken some networking amongst existing Community Councils in the city centre, some of which have expressed interest in forming a combined City Centre Community Council, no further progress has been made.  We understand that the City Council may be restructured into area teams and we would expect that under this scenario, a community development function, as well as those relating to social services and education, might lead to a better organised community response.

Promotion

5.25 Aside from the regular press coverage achieved through the ACCP’s retention of public relation consultants, the most significant inputs on promotion have been made by the City Centre Manager through his close links with the ACCA and other traders.  Activities include leadership on event sponsorship, planning and evaluation – notably the successful Winter Festival – as well as the integration of ACCA and other, Festival-related projects to maximise their combined impact.  Other activities include liaising with feature editors in national papers as well as efforts to co-ordinate advertising by city centre traders in ways which will present a consistent image and, at the same time, exert some power over editorial content.  A city centre web-site is also being created and this will be hosted on AGTB’s web-site.  

5.26 Promotion of the ACCP’s projects was aided by its success in winning the Royal Town Planning Institution Scottish Award for Outstanding Performance and Quality in Development on the Ground in 1998, and there have been numerous exhibitions and other activities to sell Aberdeen (and the ACCP story) to developers, housing practitioners and others who might have an interest in the future of the city centre.

5.27 However, in spite of the wide range of activities described above there has been no promotion of Aberdeen City Centre to overseas or domestic tourists since the last evaluation, and much of the promotional activity which has occurred has been “below the line”, and only partially successful (see Sections 5 and 6).  Although considerable time inputs have been made by the City Centre Manager on events and festivals, financial support from the ACCP for event and festival activity has fluctuated, and eventually evaporated, in large part due to constraints on revenue expenditure by ACC and SE Grampian.  Other than some networking activity between the Co-ordinator, AGTB and the Aberdeen Hotels Group, the city centre’s tourism marketing and promotion activity has been very limited.

Customer Care

5.28 Project activity in this theme has been limited, but there are some good examples of projects which highlight the importance of this work, and the role of the ACCP over the last few years.  The following projects were classified within the Environment Theme but, in our view, they reflect the cross-cutting nature of the Customer Care Theme:

· Tourism signage. A project which will seek to develop a generic design for all future tourism signage in the city centre.  Designs have been completed for St Nicholas Churchyard and is expected to be applied to Castlegate and the Maritime Museum (sponsor permitting). 

· Information Kiosks. This project is still in the development stage, but the chances of its implementation appear to be strong.  The project has involved close liaison between the City Centre Manager, the City Council and a private sector street furniture provider (Adshel) and is expected to lead to a series of web-based information points at bus stops and other key locations at limited cost to the public sector.

Concluding observations

5.29 The respecification of the ACCP’s strategic themes and objectives and its broadened partnership base appear to have been associated with higher spend per annum in the period since 1997/98 compared with the earlier period.  However, closer examination indicated that much of this increased spend was attributable to housing expenditure within the Development Theme.  It is not evident that this was necessarily consistent with the priorities implicit in the respecification of the Partnership’s objectives.  We return to this point in the next two sections of the report.  

6. Performance of Aberdeen City Centre, 

1997 to 2001

6.1 This section of the report reviews the direction and extent of changing conditions in the city centre, as part of a wider assessment of the performance of the ACCP.  The 1997 evaluation noted that a good deal of monitoring was already being done of key property market statistics for the city centre.  It recommended that this needed to be supplemented with some additional key data to support the objective measurement of the city centre’s vitality.  The evaluation also noted that analysis of this data could make a valuable contribution to ACCP’s communication of progress to funders, residents, businesses and users and increase their understanding of where the city centre is going.

6.2 The Aberdeen City Centre Monitoring Report, which was first published in 1999, is exactly what the earlier evaluation had in mind and it provides a useful resource for this follow-up evaluation.  The 1999 City Centre Monitoring Report, and the draft 2001 version due for publication shortly, provide a wide range of data and analysis which was initiated by the ACCP and been assembled and interpreted by the Partnership Office and the partners, notably the City Council’s Planning & Strategic Development Department.  Our intention in this evaluation is to use these reports and other data to summarise the baseline position for this evaluation within the context of the ACCP’s 1997 objectives and assess the performance of the city centre since then.  We chose the 1997 rather than the 1999 objectives because these will have been influenced by the conditions in the city at the beginning of the period to be evaluated.

6.3 By way of an example of the relationship between ACCP objectives and city centre condition indicators, the ACCP had set out within its Development Theme its declared intention to support and further stimulate investment in the City Centre.  It follows from this that a key condition indicator should relate to property investment in the city centre, whether completed or in the pipeline.  We are not suggesting for a moment that movement up or down in a single indicator can be attributed to the actions of any one organisation – but their trend at key points in time provides an essential context for the evaluation.  Figure 5.1 sets out our interpretation of the key condition indicators which would be influenced for the better if the ACCP had attained its 1997 strategic objectives.  A baseline position for April 1997 is provided along with the most recent data available.  For both the baseline and end state positions, the data periods vary depending on the indicator, but we have used data as close as possible to these start and end points for the evaluation.  Only one data set is still outstanding from the inception report, and this has been requested from the appropriate source via ACCP.

	Figure 5.1: Strategic Themes, objectives and conditions

	Strategic Themes 
	Baseline condition indicators (source)
	Baseline position (base year/period)
	End state position (date, source) 
	Commentary

	Development
	
	
	
	

	“ … to support and further stimulate investment in the City Centre … securing and enhancing its role in contributing to the economy of Grampian”

Features of support:

· economic and business development

· property development and regeneration
· housing and housing tenure
· standards of urban design and architecture
	Development investment (ACCP):

Actuals:

· residential

· retail

· office

· other

Proposed:

· residential

· retail

· office

· other

Union Street vacancies (ACC):

Retail Zone A rents (Ryden):

· Aberdeen

· Edinburgh

· Glasgow

· Dundee

· Inverness

Town centre league ranking (IPD):

City centre employment (Nomis, best fit)

City centre dwellings and resident population (ACC and DTZ Pieda):

· Number of city centre dwellings 

· Population estimate

· City centre population density (pop/ha)

· % owner occupied/private rented

· % social rented
	Cumulative 1992 to March 97

£44.61m (1486 units)

£15.88m

£6.65m

£19.24m

Pipeline at March 97:

£5.27m (187 units)

£0.27m

£25.74m

£23.04m

11 units (4047sq.m) (97)

1997

£100

£215

£185

£90

£95

9 (1994)

40,000 (1996)

No ‘97 fig - 2,700 in ’91

No ’97 fig – 4,858 in ’91

No data

No ’97 fig – 65% in ’91

No ’97 fig – 36% in ’91
	New investment, from March 97 to  Sept 2000

£6.07 m (299 units)

£1.71m

£3.71m

£23.81m

Pipeline at Sept 2000

£9.45m (293 units)

£67.11m

£14.10

£60.07

8 units (4,350sq.m) 2000

2000

£142 (+42%)

£239 (+11%)

£220 (+35%)

£120 (+33%)

£97.50 (+3%)

22 (1998), 18 (1999)

See commentary

4,400 (Feb 2000, DTZ Pieda)

8,071 (Sept 2000 est., ACC)

50 per ha (1999, ACC)

72% (Feb 2000, DTZ Pieda)

27% (Feb 2000, DTZ Pieda)
	Residential development activity has been much more subdued since the previous evaluation, in line with expectations given the strong record of Scottish Homes in the previous period and recommendations that other ACCP priorities needed to be pursued.

Other development investment is also subdued.  The 1999 Business Plan noted that investment in Aberdeen was lower than comparable cities.  We understand that the Guild Street proposal accounts for the vast majority of retail and other pipeline figures.

Vacancies have remained low, and we understand that all of the vacancies have attracted interest.

Zone A rents in Aberdeen outperformed key comparators.  The strong rental growth is likely to be a symptom of strong retailer demand and limited opportunities for expansion.  New entrants are known to be frustrated at the limited opportunities for representation in prime areas or expansion to enable a wider product range to be displayed.  The Guild Street proposal is expected to help meet this demand.

Employment figure has not been replicated. We have not yet received a proxy definition of the city centre to compare 1996 and later employment figures

No 1997 baseline figures exist for housing and population, but we can observe the continuing strong performance of Aberdeen City Centre, and of the Partnership, in bringing forward housing developments, especially for private rent or owner occupation.  As a result, the city centre population has risen by two-thirds since 1991.  This is likely to have serious implications for other aspects of city centre service delivery – notably education, health, social services, crime prevention.


	Figure 5.1: Strategic Themes, objectives and conditions (continued)

	Strategic Themes 
	Baseline condition indicators
	April 1997 baseline position (source/year)
	End state position (date, source) and change from baseline
	Commentary

	Environment
	
	
	
	

	“… a programme of environmental enhancement intended to improve Aberdeen’s buildings, streets and public spaces, to achieve a quality of European renown.  Priority to medieval core of the city

Features of support:

· refurbishment of medieval core of city

· environmental improvements throughout city centre
	City centre street cleanliness 

ACC measurement, Zone P, using the Tidy Britain Index (TBI) approach

“The city centre is clean and tidy”
(% agreeing or agreeing strongly)

Other environmental user-based indicators:

Perceptions of:

· quality of the environment


· appearance of buildings/shopfronts


· level and quality of open spaces

	76 (ACC, 1996)
= “very good” on TBI

65% (SQW user survey, 1996)

No directly comparable questions in 1996 survey


	61 (Nov 1998); 64 (Nov 2000)
= “below average” in 1998; “average” in 1999.

No comparable question in 1998 shopping survey

Halcrow Fox
1998 shopping survey

44% good/very good 
14% poor/v. poor

45% good/very good
16% poor/v. poor

37% good/v. good
22% poor/v. poor
	The 1999 Aberdeen City Centre Monitoring Report noted that street cleanliness had declined from 1996 to November 1998 and noted that firm action would be taken to improve the situation over a 2 year period through the City Council Litter Plan.  One consultee commented that Aberdeen’s streets were thought to be cleaner than competitor cities.  Nevertheless, the city’s own cleanliness has quite obviously deteriorated since 1996.  Data shows some signs of improvement, but a long way to go to meet the 1996 levels of cleanliness.

1998 shopping survey shows that perceptions of environmental quality are generally good.  However, almost a fifth gave low ratings to open spaces.  This may reflect the current quality and appearance of Union Terrace Gardens.

	Transportation
	
	
	
	

	“… support and encourage the implementation of the Local Plan Transportation Strategy. … early implementation … will lead to early release of development opportunities and improvement of accessibility”

Features of support:

· resolving traffic/pedestrian conflict in central shopping area (esp Union Street)

· facilities for pedestrians, civic space and environmental improvements

· key transport schemes to improve accessibility and release development opportunity
	Mode of transport

· car

· bus

· walk/cycle

· train/other

Views on traffic/transport

· traffic situation


· parking availability


· quality of public transport


Private sector car park usage
	SQW user survey, 1996


27%

39%

30%

4%

No comparable questions



	Aberdeen Shopping Survey, Halcrow Fox, 1998

50%

27%

21%

2%

6% good/very good 
78% poor/v. poor

16% good/very good
41% poor/v. poor

35% good/v. good
19% poor/v. poor

- 2.2%, Dec. 1999-2000
	The survey-based data suggests that there continues to be significant dissatisfaction with the transportation and access situation in Aberdeen City Centre.  Different survey locations (SQW street, HF shopping centres) mean that mode data is probably not comparable.  However, the improvements requested by shoppers in the 1998 survey are similar to those expressed by users in the 1996 survey, i.e. pedestrianisation and better transport.

The 1996 evaluation recommended that data should be collected relating to car parks, public transport ridership and access times. ACC cannot provide data on public transport ridership or for their car parks.


Trend for year to February 2001 was –10.15%.


	Figure 5.1: Strategic Themes, objectives and condition indicators (continued)

	Strategic Themes 
	Baseline condition indicators
	April 1997 baseline position (source/year)
	End state position (date, source) and change from baseline
	Commentary

	Community
	
	
	
	

	“Partners will pay close attention to the support of the community”

Features of support:

· promoting establishment of city centre Community Council

· sensitive approach to social problems in city centre

· encouraging access to opportunity
	Establishment of Community Council for the city centre

Number of members of Community Council

Attendance at Community Council meetings
	None


None

None
	None


None

None
	Although there has been some networking activity by ACCP with existing Community Councils covering parts of the city centre, and some interest in forming a city centre Community Council, there has been no substantive progress to date within this objective, and no change in respect of the condition indicators set out here.

	Promotion
	
	
	
	

	“to provide a greater awareness of the role and work of the ACCP, establish Aberdeen City Centre as a tourist destination and increase the vitality and vibrancy of the area”

Features of support:

· campaign – ACCP awareness

· campaign – City Centre tourism, arts and culture product

· small events and activities
	Footfall


· Union Street - total

· Union Street - West end

· Central area (St Nicholas St Bon Accord)

Retail sales
	See % change at end state

See % change for recent tears in end state column
	Change November 1997 to November 2000

+ 33% for week/+28% for Sat

+4% for week/+13% for Sat

+11% for week/+26% for Sat


December 1999 to December 2000

-6.5%

Change, 1999 to 2000 +3.2% 
(Dec 99 –Dec 00 = +3.7%)
	Footfall data suggests strong growth in city centre usage over the three years to 2000. There is some recent data for December and February which shows a decline in footfall.  The trend for December 1999 to December 2000 was –6.5%, and for the year to February 2001 was - 3.5%. 

Usage of key private sector car parks has fallen (see Transport) and anecdotal evidence suggests that there has been a decrease in public transport ridership too.  Taken in concert, this information suggests that while people may be staying longer and spending more, fewer are coming to Aberdeen City Centre.  These indicators will obviously need to be closely monitored.

	
	Visitor numbers (IPS/UKTS)/hotel occupancy data

Visitors at tourist attractions (total of attractions in Figure 31 of 1999 city centre monitoring report, minus James Dun’s House)

Awareness of ACCP amongst businesses and city centre users

Attendance at small events and activities
	No data for city centre


589,665 (1996) (rising to 698,595 in 1997)



25% of users
c. 50% of businesses

No data
	No data for city centre


425,384 (1999) = - 28% decline on 1996 figures, and 
- 20% from 1998


No comparable data


See footfall, sales and car parking data for December 2000 above.
	Visitor number and expenditure and bed space and occupancy estimates are not available for the city centre.  Visits to attractions have declined severely – by 28% - since the last evaluation.  Between 1998 and 1999 alone, visits to attractions in Aberdeen city centre fell by 20% - compared with a wider decline for all attractions in Aberdeen & Grampian of –8%.  The KPI report attributes this to charging by City Council-owned attractions, but we suspect it is related to a wider promotional failure.

For Winter Festival attendance, see December 1999 and 2000 footfall and sales data above.


	Figure 5.1: Strategic Themes, objectives and condition indicators (continued)

	Strategic Themes 
	Baseline condition indicators
	April 1997 baseline position (source/year)
	End state position (date, source) and change from baseline
	Commentary

	Customer care (1999 Business Plan, so context only)
	
	
	
	

	“to build a renowned service friendly culture in Aberdeen city centre”

Features of support:

· develop customer care training programme for city centre businesses

· provision of tourist information points
	Number and usage of TICs


Return day visitors and tourists: number and as a percentage of total visitors

Increased turnover within service industries (retail, hotel etc)

Customer satisfaction (customer service and VFM of buses, car parks; views on signposting, environment, retail offer etc.)
	Data awaited


Data not available


“


See feedback on city centre above, but nothing on customer service and VFM of key services
	1 TIC; 153,067 users (1999) (-16% on 1998)

Data not available, except for retail (see promotion)


“


Comments as baseline.
	The number of visits to the Aberdeen TIC dropped by 16% between 1999 and 2000.  The fall in domestic visitors was -5% (the worst of all of the Aberdeen and Grampian TICs) and the decline in overseas tourists was –38% (clearly much worse again than the other A&G TICs).  While we expect that some of the decline could be attributed to Scotland-wide trends, we suspect that the lack of promotion of Aberdeen and its city centre has had a negative impact on tourist usage of Aberdeen City Centre.

This Strategic Theme was added in the 1999 Business Plan.  Other than the data on TICs, we are not aware of any data on city centre conditions or performance which could be used to assist in the evaluation of its progress without resort to a survey of businesses and customers.  Such a survey was not possible within the budget or timetable for this exercise.


6.4 The trends in the key condition indicators relevant to each of the ACCP strategic themes are discussed in more detail below.

Development

6.5 Investment activity over the three years to March 2000 was much more subdued than in the previous five years.  This is particularly true of retail and residential activity.  

6.6 A slow-down in residential activity was to be expected.  As we prepared the previous evaluation all the signs were that the partners wanted to take stock of the city centre housing situation (an exercise which culminated in the February 2000 housing strategy).  While residential development activity has continued at a lower level, the city centre population has grown further.  The two-thirds increase between 1991 and 2000 is quite dramatic, and is consistent with the 6% increase between March 1999 and September 2000 which is reported in the draft 2001 KPI report.  This suggests an increasingly healthy market for private sector residential activity in the city centre.  

6.7 The increase in the city centre population must be regarded as very positive – and almost certainly related to the actions of the ACCP and particularly Scottish Homes in investing in inner city housing in the first half of the 1990s. However, this increase raises in our mind questions about the appropriate balance in ACCP priorities between a continued emphasis on public sector housing provision and increased and more effective delivery of mainstream health and social services, education, and crime prevention services to city centre residents.  None of these have fallen within ACCP’s remit to date, but as city centre communities develop and grow it will be important to ensure that the quality and targeting of mainstream service delivery keeps pace.  We return to this topic in our conclusions and recommendations.

6.8 Since the last evaluation there have been two significant city centre retail developments at the Galleria in 1997 and the Academy Centre (on Belmont Street, opposite Triple Kirks) in 1998. ACCP contributed financially and with associated projects to both developments.  Otherwise, as Figure 5.1 points out, retail investment activity in the city centre has been limited, reflecting the physical constraints of the city centre and its existing offer.  There is strong pent-up demand which is reflected in high rents - Aberdeen’s rental growth has been higher than all of its competitor cities and towns in Scotland.  Much of the investment pipeline relates to the mixed retail/leisure Guild Street proposal which also combines a transport interchange at the existing railway station.  We have heard mixed messages about the anticipated influence of this scheme on existing retail activity – some, notably the developer and the planning authority, argue that it complements the existing offer, while others have concerns about the large number of small retail units.  It is not our place to comment on these matters, other than to recommend that, given the obvious importance of the scheme, there will need to be careful monitoring of retail rents, yields, footfall and retail sales in different parts of Aberdeen city centre once the Guild Street development is operational.

6.9 Office investment - both actual and pipeline - has also declined since the last evaluation.  We note with interest that the Urban Realm Study is likely to recommend a greater emphasis in future on city centre commerce – particularly the knowledge-based economy - which might enhance the performance of shops and restaurants in the city centre.  Such an approach is likely to require more of a focus on office development opportunities of varying sizes and in a range of city centre locales, from studio-type offices to premises suitable for larger operations.  If pursued, this is another dimension of city centre activity which will need to be monitored more carefully, along with city centre employment by sector.

Environment

6.10 We are aware from the project monitoring information that there has been a continuing effort to enhance the city centre environment through streetscaping, façade improvements and floodlighting.  The 1998 shoppers’ survey showed that the appearance of buildings and shop fronts was positively perceived by city centre users.  There is no evaluation material which would allow us to identify the relative contribution made by environmental improvements to overall increases in footfall since 1997.  However, a baselining exercise undertaken in Belmont Street – prior to that streetscape project – should enable the business impact of the project to be observed in due course.

6.11 The condition indicators suggest that the quality of open spaces and street cleanliness are problem points.  Although street cleanliness in 2000 had improved on the 1998 figure, it was still some way below the 1997 baseline position.  In future, monitoring of street cleanliness will need to be provided at a finer grained level than now, so that there is data on street cleanliness and maintenance in each of the Gold Zones.

Transport

6.12 The secondary data relating to the transport theme is limited.  The different methodologies, target respondents and locations of the 1996 user survey and 1998 shopper survey mean that we cannot compare changes in mode of transport over time.  We were unable to obtain data from ACC on public transport ridership in time for this report which might have shed light on transport usage and preference.  However, we understand from discussions with the City Centre Manager that public transport usage may have decreased over the last few years.  There has been a reported fall in usage of key private sector car parks, and the recently (December and February 2000-2001) observed declines in footfall also suggest that the quantum of city centre users may have dropped from its earlier level.  Given that the city centre population increased by 6% per annum between 1999 and 2000, these figures are a source of some concern and we understand that they are being monitored closely by the ACCP to see if they are “blips” or a meaningful trend.

6.13 We are aware that much of the effort on public transport, and wider traffic management, is likely to flow from the implementation of the Urban Realm Study, which itself is drawing upon an ACCP-sponsored project to create a robust traffic model for the city centre.

Community

6.14 The Community theme was added in 1997 in an effort to secure community consultation on the activities of the ACCP.  Given the strategic objectives being pursued within this theme, the most obvious condition indicators were the establishment and activity of a City Centre Community Council.  As Section 4 noted, the Community Council has not been established, although some ACCP networking activity has taken place.

Promotion

6.15 Within the Promotion theme, the key condition indicators relate to retail footfall and sales and visitor usage of the city centre.  Although the City Centre Manager’s November 2000 monitoring report shows a 5-10% per annum increase in footfall since 1997, the evaluation of the Winter Festival showed that footfall declined between December 1999 and 2000, and a decrease in footfall was also reported for the year to February 2001.  Visits to attractions in Aberdeen City Centre have plummeted since the last evaluation – down by over a quarter.  The KPI report attributes part of this to the City Centre’s introduction of charging in its attractions.  However, in the last year alone, Tourist Information Centre (TIC) usage has fallen by 16% overall, and by almost 40% for overseas visitors.  The rest of Aberdeen and Grampian has suffered to some extent over the same period, but there is no doubt that it has considerably outperformed Aberdeen city centre.

Customer Care

6.16 This final Theme was added at the time of the 1999 Business Plan.  Other than data on TIC usage (see above) there is no secondary data which would support an assessment of the changing levels of customer care in Aberdeen.  In future we suggest that a range of customer satisfaction survey data is brought together (e.g. from the public transport operators, key retailers) or a separate street survey undertaken to assess city centre user views on service levels and value for money.

Summary conclusions

6.17 On the basis of the key condition indicators that reflect the strategic aims and objectives of the ACCP, our overall assessment is that the city centre has under-performed against its full potential since the last evaluation.  Clear improvements in performance are patchy, and the apparent decline in city centre usage – since 1997 by visitors, and since 1999/2000 by other users – is a source of concern given the otherwise buoyancy of the Aberdeen economy.  It begs a number of questions, which we seek to address in Section 6, about the effectiveness of some ACCP activities within key themes.

7. Conclusions on effectiveness of ACCP strategy, 
structure and activities

Introduction

7.1 This section presents our conclusions on the effectiveness of the ACCP over the last four years, in terms of the attainment of the strategic objectives set in 1997 and refined in 1999.

Partnership Membership, Structure and Management

7.2 Before examining the ACCP’s performance within each Theme, it is important to examine the performance of the Partnership itself in enabling strategically consistent, well targeted and good quality projects to come forward for implementation.  Our conclusions are made in the following sub-sections.

Broadening the Partnership

7.3 The structure of the ACCP was broadened in 1997 to include the Aberdeen City Centre Association and the Aberdeen & Grampian Chamber of Commerce.  Both organisations have settled into their roles as Partners fairly comfortably.  ACCA’s involvement in the Partnership – in tandem with the appointment of the City Centre Manager (a position mostly paid for by ACCA) – has brought a genuine sea-change in the relationship between the city centre traders and the public sector. The broadening of the Partnership to involve a genuine private sector representation – and one which is bringing financial resources to a key strand of ACCP activity - is a major success.

7.4 The feedback from the consultations suggested that the broadening of the membership of the ACCP was accompanied, as might have been expected, by some increased tensions at the operational level.  For the most part, this tension has been managed well and channelled constructively into a force for change.  Tension at the strategic level was also to be expected with new faces and different private and public sector cultures.  The feedback from the consultations was less positive on this front suggesting, on the one hand, that the ACCA and AGCC had not been sufficiently involved in the decision making process and, on the other, that the contribution from the new partners had been somewhat disappointing.  This seems to be a case at the strategic level of imbalanced expectations amongst old and new partners about their respective roles. 

7.5 Our view is that these experiences could possibly be reflective of two related problems.  First, it will have become apparent from our discussion of the changes to the ACCP themes and objectives that they did not give rise to sufficient clarity of strategic purpose and priorities.  This is likely to have made it difficult for the new partners to focus their efforts and contributions on where they could best add value.  Second (and related), there may have been some reluctance for both private and public sector agencies to engage fully with each other because of their different strategic and operational cultures and because of lack of clarity about their respective roles and tasks within the Partnership. We think it very important that, having taken the first step of inviting new private sector partners to participate, the Partnership needed to have devoted particular effort to defining respective roles and relationships and to defining the ways in which all parties would derive mutual benefits from working together. 

Strategic decision-making

7.6 As already anticipated, the issues arising from the broadening of the Partnership base raised more fundamental questions about the strategic direction of the ACCP and the way it makes its decisions.  Much project development activity is time consuming, and technically detailed, so it is only right that it is taken off-line.  However, the role of the Partners and partner organisations in the project development and approval process needed to have been specified much more clearly.  Key points in the process where we would have expected partners to make their contributions are at the initial stage of strategic assessment, at the point where projects are approved or rejected, and at review points once they have been implemented. 

7.7 As far as we can tell, this approach to project appraisal – at the ACCP level - does not currently happen.  It may happen within some of the partner organisations, but that is an entirely separate issue and in our view it is no proxy for a project appraisal system within ACCP.  We are concerned that the existing structure facilitates too much off-line, informal agreement, that particular projects in particular locations will be taken forward, and that there is too little consideration of the strategic contribution of projects to ACCP’s overall objectives and priorities. 

The Co-ordinator and City Centre Manager – the twin-track approach

7.8 The twin-track approach adopted by the ACCP in 1998 – namely to pursue strategic matters and ACCP co-ordination as a separate strand from city centre management – has been widely applauded.

7.9 The creation of an additional post of City Centre Manager has given the ACCP the resources and skills it needed to start addressing the wide range of city centre management issues which the previous evaluation highlighted.  By all accounts it has also been a productive way of involving the private sector, and bridging the gulf which had previously existed between it and the public sector in the city centre.  The distinctive approach taken by the City Centre Manager has been welcomed and the way in which his post is situated – part of the ACCP office, employed by ACC, yet mostly paid for by the ACCA – has not led to any difficulties as far as we have been made aware.

7.10 The arrival of the City Centre Manager has given the Co-ordinator space to focus on other matters, including:

· strategy development and business planning

· developing relationships between the partner organisations;

· reporting to the Partnership on the activities of the ACCP and on particular issues of concern or interest;

· liaising between land owners and potential developers and the public sector partners regarding planning matters or the availability of financial support; and 

· project management and monitoring, including trouble-shooting on project development and delivery.

The ACCP Strategy – or a Strategy for the City Centre?

7.11 While the Co-ordinator has been largely freed from city centre management issues, the original intention to focus the Co-ordinator’s effort on strategic matters has worked less well.  A consistent criticism arising from our consultations of ACCP’s performance over the last four years was that it lacked a coherent set of strategic priorities for the city centre.  We have already made general observations along these lines in our discussion of the components of the ACCP strategy in Section 3.  The comments arising from the consultations were more specific - about the lack of area zoning, of prioritisation between these zones, and prioritisation of actions needed within them.  

7.12 A careful reading of the 1999 Business Plan gives a flavour of some of the key elements of such a strategic plan, and of the intention to focus on the east of the city centre (welcomed universally).  However, partnerships cannot function properly internally, or attract external support, if it is necessary to read between the lines.  With the possible exception of housing, it is quite clear that over the last four years there has been no shared understanding amongst the partners of the issues the ACCP was going to address in different parts of the city centre, how it would operate to address those issues, and the contribution which its actions would make to the attainment of the “visions” outlined in the 1999 Business Plan.

7.13 The vast majority of the consultees – and four of the five partner organisations – said that the ACCP had lost its way over the last four years in the sense of having insufficiently clear strategic priorities and partner roles and tasks.  Against this backdrop, there was a general welcome for the Urban Realm Study and the process it had adopted, although many were critical of the fact that it had taken so long for such a fundamental piece of work to be commissioned.

7.14 The performance of the ACCP within each of its Strategic Themes is summarised briefly below.

Development

7.15 Development expenditure – and the proportion of it on housing – has increased further, even though the 1996 evaluation reported a strong desire by the Partners to take stock of the housing situation and refine their approach.  The Housing Strategy was prepared in February 2000, almost three years after the previous evaluation.  During that time residential investment (both Scottish Homes and private) continued to increase and did so until recently. 

7.16 The Co-ordinator has been active in helping to secure development investment at Shiprow, following on from the earlier streetscape works, and there are other examples of his important behind-the-scenes role which has brought the property market and the public sector together, whether on planning or funding matters. However, the ACCP had clearly missed getting involved – especially at Partner level - in some of the key development opportunities that were obvious “big-ticket” items. 

7.17 For example, the Guild Street mixed retail/leisure/transport proposal is the only major increase in Aberdeen’s central retail capacity to have been promoted within the last four years.  While there was considerable dialogue between the Partnership Co-ordinator and the City Council on the proposal, the importance of this scheme was such that we might have expected the ACCP to have debated the issues, and the role of the Partnership, at Partner level.  However, we understand that the ACCP never formally discussed or debated the issues surrounding the development.

7.18 Another example of limited ACCP involvement and action is that, until very recently, there had been little progress made to tackle the derelict, and highly visible, Triple Kirks site. SE Grampian (and its predecessor organisations GEL and SDA) had long had an interest in the redevelopment of the site, but we were surprised that the project had only recently been brought under the ACCP umbrella.

7.19 We are not arguing here that the ACCP should or should not have got involved formally or financially in either of these development sites.  Our point is simply that we came across no evidence that indicated that the Partners had discussed whether either site, and their various development options, were consistent with its own strategic priorities and, if so, what it should have contributed to their development.

7.20 The condition indicators for this theme reveal the lack of historical retail and office investment, the obvious importance of the Guild Street proposal for Aberdeen City Centre’s retail capacity and the significant historical and pipeline residential investment.  Overall, our assessment is that while considerable expenditure was made on a range of projects in the Development theme, there was a fundamental imbalance in favour of housing activity and too little attention given to commercial projects, particularly ones of strategic importance to Aberdeen city centre.

Environment

7.21 While a wide range of projects have been undertaken, most consultees mentioned only two during discussion – the streetscape works at Shiprow and at Belmont Street.  Shiprow came first, was the first Lottery project in the city, and was the subject of an evaluation which was critical of the scheme’s design, the workmanship and the economic impact. The criticism of the third aspect was, in our view, poorly researched and unfounded - there is now considerable commercial interest in the area – but it was accepted that there were lessons to be learned for future projects of a similar kind.  These included the need for external design input and rigorous project management to maximise project quality.

7.22 From our consultations, the Belmont Street streetscape project, due for completion this summer, was regarded as an example of best practice – especially in the use of external design expertise, the level of project management commitment and the co-ordination with business occupiers through the offices of the City Centre Manager.  It is too early to assess the impact of this scheme but, given its central location, we would expect it to enhance the attractiveness of that part of the city centre for pedestrians and perhaps lead to further development interest.

7.23 The clustering of major projects around Shiprow, Belmont Street and Bon Accord Street (incidentally, the last was rarely mentioned by consultees) represents the kind of focused activity that we argued for in the previous evaluation and that we now suggest should have been a more common feature in the revised statement of the ACCP strategic priorities.

7.24 We understand that, on occasion, the Partnership has turned projects down (Greater Green being an example) on grounds of their lack of coherence, or lack of economic benefit.  However, inconsistencies in the project selection process are suggested by the pursuit of streetscape works and other environmental improvements in other, less central, locations.  Although the Holborn Street streetscape scheme, and works at Alford Lane and Albyn Lane were presumably undertaken for good reasons, they demonstrate that the intention of containing and focusing project activity in particular areas has not been entirely successful.  It points again to the insufficient clarity of the ACCP’s strategy on the ground.

7.25 Aside from the clustering of successful streetscape projects, the jewel in the crown of this theme is the work undertaken by the City Centre Manager, the ACCA and the City Council to begin to tackle difficult issues of street cleanliness and maintenance.  Some projects have not yet borne fruit (e.g. the Gold Zones) and there have been difficulties with others (e.g. commercial refuse collection).  However, the strengthening of relationships between the ACCA and the City Council, the identification of a clear set of priorities with the traders, and some of the distinctive approaches being taken to secure alternative resources for the smaller scale city centre projects, represent good progress in the first three years - especially given the lack of private sector involvement in city centre matters up to that point.

Transport

7.26 As Section 4 reported, activity here has been limited to the important paramics modelling work which is expected to be used to develop and test the options emerging from the Urban Realm Study.  The effectiveness of this work has yet to be judged, but of particular importance will be its conclusions and recommendations regarding the full or partial pedestrianisation of Union Street.  No other ACCP transport activity is likely until the Urban Realm Study has reported.

Community

7.27 The networking activity by the Co-ordinator with existing Community Councils in the city centre, and liaison with the City Council’s community development section, has had little effect to date in bringing about a new City Centre Community Council or strengthening relationships between existing community groups.  There was a general sense from those we spoke to that this was not core business for the ACCP.  Moreover, there is an expectation that this activity might be addressed more directly and effectively by the City Council if its reorganisation into area realms leads to a dedicated city centre team at the Council.

Promotion

7.28 Since 1991, the public sector has spent over £10 million on projects in the city centre.  There is regular promotion of the city centre to shoppers in Aberdeen’s catchment at Christmas time, as well as other event-based promotion and coverage through the press of the ACCP and its activities.  However, the ACCP has not communicated the changes it has brought about in Aberdeen City Centre, or the enhanced Aberdeen product which now exists, to anyone outside of North Eastern Scotland.  It follows, quite obviously, that the ACCP has failed to “… promote Aberdeen City Centre as the heart of one of the finest cities in Northern Europe”.  

7.29 There are a number of reasons for the lack of promotion effort.  First and foremost is the level and nature of funding available. Promotion requires considerable sums of revenue funding, whereas the ACCP’s main project-related business, and the sources of project funding from the three public sector partners is capital funding.  Section 4 noted how this problem had led to the withdrawal of ACC and then SE Grampian support for the Winter Festival.  The limited resources available to AGTB has also led to effectively zero tourism promotion of Aberdeen, while the Tourist Board has focused its activities on the marketing of the “castles and distilleries” in Grampian (paid for by the other North Eastern Scotland local authorities).  A recent in-flight magazine available on a London to Aberdeen route had a full page feature on Grampian, but did not mention the region’s capital once, even though most passengers reading the magazine would be heading into the city for at least part of their stay.

7.30 The negligible promotion of the city has been exacerbated, according to some of our consultations, by the approach of the City Council on tourism and city property matters.  This has included increasing charges at its visitor attractions and the accommodation charges levied on the existing TIC.  The comparison of the limited tourism data available to us suggests that the lack of ACCP promotion, and poor co-ordination of tourism marketing issues, is likely to have contributed in part to a reduction in the number of visitors to the city’s attractions and TIC.  Aberdeen City Council recently accepted a request by ACCP to take responsibility, on behalf of the Partnership, for a promotional campaign for Aberdeen.  On this evidence the action was long overdue.

Customer Care

7.31 Much of the activity which fits best within the theme has, quite naturally, been taken forward by the city centre manager.  The idea for the combined transport and Tourist Information Centre is a good example of the way the Partnership can add value by joining up different interests.  It is just regrettable that the project could not proceed.  But, it seems likely that the information points will come on stream, and there is already a series of new tourist signage in the pipeline.

7.32 Our concern with this Theme, however, is that it is one and the same as the “quality” aim which runs through everything the ACCP is trying to do.  It equates to providing good quality retail and other facilities, creating and maintaining an attractive environment, and making access to, and movement around, the city centre straightforward.  There is evidence of customer care and quality improvement running through other strands of the ACCP’s work, but there is little evidence to suggest that the separation of Customer Care as an individual Theme has led, in itself, to any added value in the Partnership’s projects. It might be more appropriate for customer care/quality to be a cross-cutting theme in future, as opposed to a vertical theme with its own projects.

Summary conclusions on ACCP performance, 1997-2001

7.33 Over the last four years the Partnership has evolved to take on some new functions and enhance the performance of its existing activity.  It has performed well in respect of its city centre management function, through the day to day management, inter-Partner communication and trouble-shooting liaison role of the Co-ordinator, and in the way in which it has develop relationships between the public and private sectors.  There has also been a conscious, though not entirely successful, effort to concentrate some of the ACCP’s activity in particular parts of the city centre.

7.34 However, all of the evidence assembled in this evaluation points to a lack of strategic clarity.  Moreover, it reveals one or two major imbalances of emphasis (e.g. housing versus commercial development) which suggest that the ACCP’s strategic priorities were not well enough thought through, agreed and understood, and articulated and disseminated. We suspect that it is for this reason that so much store has been placed on the Urban Realm Study, the process for which seems to have galvanised support for the ACCP at a time when it could quite easily, in our judgement, have just slipped away. 

A job still to be done … a role for ACCP?

7.35 We think there is still a job to be done in Aberdeen city centre, as our assessment of the performance indicators in Section 5 shows.  In our view, there are three key tasks which need to be taken forward.  The first is time-limited, and the other two will be needed, in some form, on an on-going basis.  They are:

· driving forward, directing and effectively managing the development of the city centre in ways which will enhance its offer to those who want to live, work, visit or do business there.  By development we mean facilitating the development redevelopment of property for key activities (whether retail, catering, office or residential) and providing attractive and easily accessed public spaces.  In the current public sector funding climate, the two will need to go hand in hand;

· managing the effective day to day operation of the city centre and taking care of the important details which will give Aberdeen a reputation as a quality destination;

· promoting the city centre – both as a gateway to the wider region, and as a destination in its own right.  This will involve promotion both “above the line” (i.e. paid advertising) and “below the line” (PR, developing relationships with the local, regional and national press etc).

7.36 In spite of the criticism levelled during our consultations at inadequate strategic clarity and priorities, the benefits of the ACCP as a mechanism came through strongly in the consultations.  Most of those we spoke to identified the strong links between the Partners – now including the private sector - as the principal benefit.  This had brought added value through better understanding of organisational remits, resources and constraints, working to common objectives, and pooling and targeting of funding.  It was universally argued that these benefits would not have emerged in the ACCP’s absence.

7.37 We fully expect the Urban Realm Study to identify similar roles, and it is our view that the ACCP is the most obvious candidate to take on all three.  However, we do not feel that in its present form, and with its present strategy, it will be capable of delivering them.  We suggest that important changes will need to be made to:

· the strategic focus of the ACCP;

· the culture of the ACCP;

· its relationship with other organisations not currently represented;

· its decision making and monitoring systems;

· its inadequately resourced executive team.

8. Recommendations for future ACCP strategy and 
structure

Introduction

8.1 This section sets out some recommendations for the future role of the ACCP.  It was our original intention to comment upon the future strategy review being conducted as part of the Urban Realm Study.  However, that report is not likely to be available until mid-April, and we have been asked to present our own recommendations.  These may or may not be consistent with those of the Urban Realm team.

8.2 Four recommendations were made in Section 4 of this report concerning project monitoring and evaluation and these immediate actions have been highlighted below.

Immediate actions

8.3 The ACCP currently lacks an adequate project monitoring system for recording anticipated and actual expenditure, along with project activities and outputs.

8.4 Recommendation 1: that the ACCP takes immediate steps to establish a monitoring system in order to capture the expenditure and activities carried out in its name from 1997 onwards; and that this system should be made as compatible as possible with partners’ own systems to avoid double data entry and duplication of effort 
8.5 Recommendation 2: that the adherence to the system’s data and reporting requirements by Partner organisations should be monitored closely by the Co-ordinator and reported regularly, along with monitoring reports, to the Partners.
8.6 The ACCP also cannot fully do justice to the important time-based inputs which have been made by its Co-ordinator and City Centre Manager over the last four years because of the inadequacies in its management and monitoring systems.  Moreover, the way in which project information is currently coded does not enable a consistent, accurate, picture to be presented of the number of projects within each Strategic Theme.

8.7 Recommendation 3: that a project-related time recording system should be introduced to capture the inputs on “time-only” projects.
8.8 Recommendation 4: that the ACCP’s monitoring system should employ a unique project reference system so that projects (and groups of projects) can be tracked over time consistently and with ease. 
Future strategy

8.9 Whatever recommendations flow from the Urban Realm Study, we feel that there is a strong case for tightening the ACCP’s strategic focus and for giving more precise specification to its strategic priorities.  This should apply both to the geographical and thematic areas in which ACCP is expected to intervene.  The nature of the strategic focus and the priorities will be determined largely by the outcome of the Urban Realm Study.  We offer our own thoughts on this below but suggest that a key recommendation from the current evaluation is a more generic one about the need for strategic focus.

8.10 Recommendation 5: that the ACCP should review its strategic themes and objectives in order to give them more precise focus by reducing their number and/or giving a clear identification of strategic priorities among and within them; and that the strategic priorities should be linked to specific areas, actions and roles/tasks for ACCP partners.
Thematic focus

8.11 There are difficult and complex projects that need to be tackled in the city centre, and the ACCP needs to be given the freedom to concentrate its available resources on the task at hand.  Some aspects of the ACCP’s current remit could, we feel, be led by other organisations or re-orientated to become less of a pre-occupation. In other words, we are suggesting that some of the strategic themes should either be dropped or transformed into cross-cutting, operating principles.  

8.12 Thus, we think that the Community Theme might more appropriately be the role of the ACC since it fits more comfortably with the City Council’s remit and responsibility for the co-ordination of a wide range of mainstream services. However, everything that the Partnership plans should be informed by consultation with the relevant communities and everything it does should be with an eye to the impacts on city centre residents.

8.13 The existing Customer Care Theme has had only limited activity in its own right, and does not appear to have added value to other Themes.  We feel a separate, cross-cutting quality theme would be more valuable, and more easily monitored through project and programme-related surveys of businesses and city centre users.

8.14 Recommendation 6: that the Community and Customer Care Themes should be dropped as major strategic themes and transformed into cross-cutting operating principles that should guide the Partnership in everything that it plans and does.
8.15 Although there has been limited activity on transport in the last four years (other than the paramics work), we can see that this theme will be a key issue in the future development plans for the city centre.  However, we think ACCP partners should be realistic in their expectations and acknowledge that it has had, and will continue to have, a limited role on transport matters.  Its role should be to consult on transport and access as well as environmental issues and ensure that they are on the agenda of the relevant stakeholders in the city centre.  In this respect, the ACCP would be a researcher, monitor and lobbyist on all matters relating to the important relationship for the city centre between transport, public realm and city centre management.

8.16 Recommendation 7: that the Transport and Environment strategic themes of the ACCP should be merged and that its role should more clearly be defined as researcher, monitor, lobbyist and best practice demonstrator.
8.17 If these recommendations were to be accepted, the ACCP would have three strategic themes, rather than the current six, namely: Development; Environment & Transport, and Promotion.

City centre zoning

8.18 A criticism of the ACCP emerging from our consultations was the difficulty it seemed to have in conveying a clear set of priorities for different parts of Aberdeen City Centre, and what the ACCP needs to do, and intends to do, to address those needs.  The landmark Urban Realm Study will provide a solid basis for future strategy, both in terms of the evidence-base to support its recommendations and the process of engagement with existing partners and other key players.  We expect it to identify a limited number of key areas in the city centre where there are both development opportunities and a need for major public realm improvements.  

8.19 Within the context of the Urban Realm Study – which will dictate the strategic objectives of the overarching ACCP strategy - we recommend that a limited number of individual area action plans should be developed in order to identify and guide future ACCP activity over the next five years.  Each area action plan should identify the needs, opportunities, key projects, likely funding requirements, and opportunities for synergy between private sector development projects and Partnership-led urban realm improvements within a defined area.  These area action plans should fall quite readily from the Urban Realm Study, but we feel, given the difficulties the ACCP has had in focusing its efforts in the past, that certain areas or zones need to be given special status for the future.

8.20 Recommendation 8: that the ACCP should specify a limited number of sub-city area action plans consistent with the accepted Urban Realm Study recommendations and that these should provide a strategic focus for joining together its themes in a clustered way.
8.21 We thought it might be helpful if we provided an illustration of the ACCP strategic framework that would be consistent with the proposals in Recommendations 5-8.  The framework at Figure 7.1 should be treated as illustrative only and does not constitute a formal recommendation from this evaluation.  Clearly, the specification of the strategic framework will be determined in part by the outcome of the Urban Realm Strategy and will need to be designed and agreed between all ACCP partners.

8.22 Whatever the strategic framework and organisational model adopted, more formal project development and appraisal procedures should be put in place to ensure that Partners are satisfied with the strategic contribution of projects and their value for money before they are agreed.

8.23 Recommendation 9: that more formal project development and appraisal procedures should be put in place by the ACCP especially for the strategic assessment stage and that, as far as possible, these should have the same information requirements as partners’ organisations to minimise the extent to which extra appraisal work is required.
Partnership structure and operation

Broadening the partnership base further?

8.24 There is no point in broadening the ACCP beyond what is necessary or manageable, but our concern in the 1996 evaluation and again in 2001 was that the Partnership should find ways of consulting all of the key communities of interest, actively engaging with those key stakeholders who will maximise its chances of getting its job done, and only partnering those where there is real mutual benefit from joint working. These are three quite distinct requirements and we do not suggest that the ACCP should at this stage increase its partnership base other than by way of inviting the Tourist Board to join the ACCP.

8.25 Recommendation 10: that the Aberdeen & Grampian Tourist Board should be asked to join the ACCP with immediate effect.
8.26 There is also, in our view, a need to tap into the views of the growing city centre population.  They will be living with the ACCP’s existing projects and with those recommended by the Urban Realm Strategy.  The City Council’s reorganisation plans involve a city centre Council team and we recommend that, as part of the wider restructuring of Aberdeen City Council, a City Centre Consultative Forum should be established.  The Forum would embrace all of the relevant service providers and communities of interest.  We expect that this forum’s interest would cover wider issues than those taken forward by the ACCP (e.g. crime reduction, health, social inclusion), but nevertheless envisage annual presentations to the Forum by the Chair of the ACCP to report on past progress, the next year’s planned activities and obtain feedback.

8.27 Other cities, such as Dundee, operate wider city partnerships.  There is considerable merit in establishing such fora, as they bring together a wide range of interests covering most of the key policy issues, and ensure that there is integration between the city core and other, more peripheral parts of the urban area.  However, our concern in this evaluation has been only with the city centre.  We feel the issues it faces are sufficiently distinct from the rest of Aberdeen - and pressing - to justify only a limited broadening of the Partnership with consultation with wider interests managed via a new City Centre Consultative Forum.  Any more than this would be unmanageable, in our view.  The ACCP must be given the resources and clout to get on with the strategic projects needed in the city centre.  The establishment of a wider “Aberdeen partnership”, however valuable for other reasons, is likely to distract from that, at least in the short term. 
8.28 Recommendation 11: that, as part of the wider restructuring of Aberdeen City Council, a City Centre Consultative Forum should be established embracing all of the relevant service providers and communities of interest.
Ensuring delivery –skills and their organisation

8.29 The ACCP has now been operating for ten years as a strategic partnership involving an executive co-ordinator and administrator and, more recently, a dedicated city centre manager.  The capital projects undertaken to date have been relatively manageable in terms of the number and range of tasks required.  In almost all cases – and certainly in the case of the largest capital projects - they have been led by one of the partner organisations.  The Urban Realm Study is likely to recommend projects that are significantly larger and far more complex, both technically and in their impact on city centre users and traders.

8.30 The public realm projects undertaken to date – with the exception of Belmont Street – have also been relatively small scale (under £750,000). Resources have been found, without too much discomfort to budgets or other constituents, by the public sector partners.  The projects which are likely to be recommended by the Urban Realm Study will be much more ambitious in nature and significantly more expensive.  The Urban Realm Team’s draft proposals were not costed, but we can easily imagine that the cost of public realm works alone could amount to £25 million or more over 10 years.

8.31 At the end of Section 6 we noted that the public sector funding climate for urban realm projects is much less amenable than it was five years ago when multi-million pound schemes (e.g. the £7.5 million Kilmarnock Town Centre project) were common.  Securing funding for these large-scale projects is likely to require cross-subsidy from related property developments through clawback conditions attached to gap funding and planning gain.  It is therefore likely to require dedicated property development expertise.  This expertise is in short supply amongst the existing public sector partners, but will be necessary to complement the planning expertise that already exists at various levels within the ACCP and its partners.

8.32 The attraction of private sector expenditure – in whatever form, through whatever route – is likely to be key to the successful implementation of the Urban Realm Strategy.  Our experience from elsewhere
 suggests that, while public sector partners may be more comfortable in an informal partnership – for obvious reasons of not wishing to disrupt existing organisations and structures, the private sector appears to prefer to do business with formal corporate structures.  The advantages are that such corporate structures (e.g. a company limited by guarantee) tend to have clearer and less fluid roles, functions and responsibilities.  They have well-defined areas of operational discretion and the more effective have a good degree of financial discretion as well.  They have dedicated staff that deal with regeneration projects, day-in and day-out and generate extensive and sustained networks of contacts.  

8.33 We would not want to argue that corporate partnership structures are a sufficient or even a necessary condition for success in city or area regeneration.  There are too many examples of effective informal partnerships to justify this argument.  Nevertheless, we think that corporate structures are likely to be more effective now where strenuous efforts are being made to bring in private sector capital and to transfer more risk into the private sector. 

8.34 Given the apparent resources of existing ACCP partner organisations, we cannot see how any one could provide the dedicated resource and focus necessary to attract the private sector in the way described and to the extent likely to be required by the Urban Realm Strategy.  In our view this argument leads to the conclusion that a corporate structure for the ACCP is required and its particular form considered once the Urban Realm Strategy has been finalised and its recommendations accepted by all of the Partners. 
8.35 This would allow the ACCP to have its own staff within a strengthened executive team.  The profile and complexity of the projects will also require strong and high profile leadership of the Partnership executive.  We recommend that a chief executive – with a strong private sector property development background - is appointed to direct the activities of the incorporated Aberdeen City Centre Partnership, manage its staff, and report to the Board of Directors (at least the existing Partners, plus AGTB). The chief executive and staff might come into post through direct recruitment or secondment.  The route is immaterial provided they bring the appropriate skills and are in post for contract periods of 5 years.

8.36 Recommendation 12: that the ACCP is transformed into a formal corporate entity the exact form of which should be decided once the Urban Realm Strategy has been finalised and its recommendations accepted by all of the Partners.
8.37 Recommendation 13: that a chief executive – with a strong private sector property development background - is appointed to direct the activities of the incorporated ACCP, manage its staff, and report to the Board of Directors (the existing Partners, plus AGTB).
8.38 We would expect the City Centre Manager to remain part of the new structure with a remit substantively the same as now, but with a pump-priming, budget allocation for promotion of events and festivals. The incorporated ACCP will, in our view, need this enhanced promotion budget and activity so that it can lever additional funding to meet its overall mission of promoting the city centre as the heart of one of the finest cities in Northern Europe.  The ACCP and its Board of Directors should remain responsible for the marketing and promotion of Aberdeen city centre and the changes brought about there.

Recommendation 14: that the City Centre Manager role remains within whatever structure is agreed for the ACCP with a remit much the same as now but supplemented with a pump-priming budget allocation for the promotion of events and festivals.

Concluding observations

8.39 Some of the conclusions and recommendations from this evaluation will come as no surprise to the Partners, while others may seem somewhat radical in nature.  After operating for ten years, the ACCP has achieved much – both in relationship terms and visible improvement to the city centre – but there are even more, and more difficult, projects to be tackled.  Our view is that the ACCP needs to change radically now, adopt an incorporated structure, and re-launch itself for the larger and more innovative tasks ahead. We suggest that the Partnership needs to adopt a more developmental role and the incorporated form that this would require.  There is a range of such options – from a company limited by guarantee to more ambitious urban regeneration or development vehicles.  The ACCP partners should consider and agree the appropriate changes once it is clear that all of the Partners are fully bought into the Urban Realm Strategy’s recommendations and once the focus is clear for the wider agenda being provided by the Scottish Executive’s proposals for a Four Cities Review.
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		Figure 4.1: Thematic distribution of ACCP expenditure, 1997-2001

		Financial year		Development		Environment		Transport		Community		Marketing/promotion		Customer Care

		1997/98		1,074,500		480,185		1,000		3,000		65,474		0		1,624,159

		1998/99		174,000		485,500		0		0		60,500		0		720,000

		1999/00		1,219,213		347,000		0		0		15,000		0		1,581,213

		2000/01		1,065,000		433,930		97,000		0		39,500		0		1,635,430

		All years		3,532,713		1,746,615		98,000		3,000		180,474		0		5,560,802

		Financial year		Development		Environment		Transport		Community		Marketing/promotion		Customer Care

		1991-1996		32%		41%		15%		0.00%		12%		0%

		1997/98		66%		30%		0%		0.18%		4%		0%

		1998/99		24%		67%		0%		0%		8%		0%

		1999/00		77%		22%		0%		0%		1%		0%

		2000/01		65%		27%		6%		0%		2%		0%

		1997-2001		64%		31%		2%		0%		3%		0%
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