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	1.
EXECUTIVE SUMMARY


	The Project Scope


1.1
The St Kessog's project has emerged from the Callander community.  It is a multi-purpose Community Cultural and Events Centre which is located in a former church in the centre of the town.  It sits on the edge of a small but attractive town square and is close to the two major car parks in Callander.

1.2
The building is on two floors: the ground floor will house the Tourist Information Centre operated by VisitScotland as well as an attractive Callander Heritage and Products of the Park exhibition which will be developed under the auspices of the Loch Lomond and the Trossachs National Park Authority with inputs from the local Callander Heritage Society.  In addition, the existing small Discovery Theatre will be retained and refurbished, which is very much in line with local community wishes.

1.3
The upper floor will be redeveloped to provide the town with new cultural and community space in the form of an attractive auditorium that is serviced by its own kitchen and bar facilities, although catering and beverage provision will be restricted to those attending functions and conferences.  The auditorium will have its own stage as well as raked, retractable seating for around 140.  It will be equipped to show films, as will the Discovery Theatre on the ground floor of the Centre.

1.4
Initial drawings and costs have been prepared by an architect who is very familiar with the building, as has a project timetable.  Given a start to conversion works by September 2009 -- and the temporary transferral of the VisitScotland Tourist Information Centre for six months -- the lower floor will be available for a re-occupation in March of 2010 with the upper floor being completed by early June in the same year.

	Project Delivery


1.5
The project will be developed by the Callander Community Development Trust (CCDT) which will be the body that will apply for support to various funding sources.  The Trust will then set up its own trading company (the Trading Company) to employ staff and operate the St Kessog’s facilities.  Various development options and uses for the building were considered in association with the wider community before the favoured route was unanimously adopted.

1.6
In preparing this Business Plan a market appraisal for the project's various components was undertaken along with penetration rate analysis.  The local market is obviously important but it is also relatively easy to reach and there is clear evidence within our various consultations that there will be good demand from this source.  The more difficult markets to penetrate are the day-trip and tourism ones as well as residents living outwith Callander.  Our various analyses indicate, however, that our projections are based on relatively low penetration rate assumptions.
1.7
We have prepared an outline marketing approach to support our demand projections as well as a fairly comprehensive series of pricing benchmarks.  Both suggest that the demand and revenue projections for St Kessog’s should be capable of delivery.

1.8
Detailed expenditure estimates have also been prepared.  The main cost is obviously staffing even although this has been kept to a minimum.  We anticipate a full-time professional Venue Manager being appointed well in advance of the opening of the Centre who will be supported by a part-time Events Assistant and a part-time Caretaker.  He will, however, have access to a well-trained core of volunteers and St Kessog’s Friends who will be unpaid but will nevertheless be an integral part of the management team.

1.9
Our financial appraisal follows in some detail within the main body of the report and that the supporting financial model that was constructed by our Chartered Accountant associate.  The model indicates that the project is capable of making an operating profit before depreciation and finance charges are incurred.  This should allow the project to build up fairly significant cash reserves in its first five years of life, our various assumptions leading to an expectation that these will amount to over £200,000 at the end of year 5.  This sinking fund should prove sufficient to cover ongoing renewal and refreshment but future major works which could emerge would require to be the subject of fresh fundraising efforts.  Given the Social Enterprise nature of the project, and the widespread support it enjoys within Callander and beyond, this is an encouraging outcome.
	.Key Stakeholders


1.10
There are a number of key stakeholders.  The first is Callander community itself and its three key community bodies: The Callander Community Development Trust, Callander Enterprise and Callander Community Council.  The last of these bodies has also been a real driving force in taking the St Kessog’s project towards implementation but it also has a wider responsibility for development within the town.

1.11
The tenants within the building are also important stakeholders.  The main one is VisitScotland but the participation of the Loch Lomond and the Trossachs National Park Authority is also envisaged.  Along with the St Kessog’s management, these bodies will be required to ensure that the visitor and customer experience throughout the building will be of the highest standard.

1.12
Indeed, St Kessog’s customers are themselves project stakeholders, with this being especially true of the various local bodies who will hire its facilities.  On a wider basis, key stakeholders will include Stirling Council, not only as the owners of the building but also because of the authority’s responsibility for tourism, heritage and the arts within the district.  The project's stakeholders are considered in some detail within the main body of this Plan which follows in the remaining ten chapters.

	2.
ORGANISATION SUMMARY


	The Callander Community Development Trust


2.1
The St Kessog’s Development Project will be undertaken by the Callander Community Development Trust (CCDT) who will also apply to the funding bodies for the resources needed to realise it.  The Trust is a charitable organisation of volunteers, set up in 2003.  Through its membership, it undertakes practical projects for the benefit of Callander community.  These projects have been identified in the 2003 and 2008 Community Action Plans after consultation with the people of Callander by household questionnaires and public meetings about what was wanted to improve the town and the quality of life for its residents and visitors.  Many items on the wish list are not provided by statutory bodies or national organisations and therefore a local action group must take the initiative to develop what is feasible with voluntary effort.  Hence the Development Trust.

2.2
Membership of the Trust is open to everyone in the community by paying an annual subscription of £5.  No funding comes to the Trust from local or national rates or taxes. Before each project can be adopted, considerable time is spent applying for funds from grant-giving sources.
2.3
The Trust is managed by a Board of 8 directors elected at the Annual General Meeting from the members, and 7 directors representing a cross-section of local interests: young people, churches, heritage, environment, businesses, Community Council and schools.
2.4
So far, projects developed include the quarterly Farmers’ Market, the floral displays, the Christmas lights, the Callander Springclean and ‘No Tolerance of Litter’ campaign.  Subgroups have responsibility for improving access to the environment (Woodland Link), supporting local business and tourism (Callander Enterprise), improving the energy efficiency of households (Callander and Climate Change) and preservation of natural heritage (Greening of Callander).
2.5
In 2008 the Trust received awards in three of these project areas:

	1. National Lottery Heritage award to Board member Ken Dunn for his contribution to preserving Callander’s heritage.

2. Beautiful Scotland certificate of merit for floral displays, anti litter campaign, primary school eco project.

3.
Calor Gas Scottish Village of the year winner of Central Scotland award for excellence in:

· Communication (Ben Ledi View: award winning community newspaper)

· Development of business and training opportunities

· Conservation of natural and built environment
· Involvement of all age groups in activities and projects


2.6
The Trust is an inclusive community organisation working voluntarily for the benefit of Callander.  It is therefore well placed to undertake this project.
2.7
The normal model in projects of this nature is for the Charitable Trust to set up a non-profit-making Trading Company that will run the project, with any surpluses earned either being re-invested in the project or returned to the Trust.  This model will be pursued in this instance.

	Roles and Responsibilities


2.8
The Trading Company (the St Kessog’s Community Company) will have a small full-time staff and its own Advisory Board.  The Board will be chaired by a member of the Callander Development Trust, which will also appoint the other Board Members.  At this stage, it is envisaged that these members – who will be voluntary and unpaid – will be chosen to provide the following specialist skills and experience.

	· One with marketing expertise

· One with financial expertise
· One with tourism experience

· One with cultural experience


One of these, four members will be asked to serve as Deputy Chairman by CDT in order to provide cover and support for the Chair.

2.9
The Trading Company Chairperson will provide a direct link to the CDT Board.  In addition, key stakeholders – including the National Park Authority, Stirling Council and VisitScotland – will be invited to attend Board meetings as non-voting observers.  The main function of the Board will be to oversee the operation of the Trading Company and to provide specialist inputs as and when required.  Once the project has become established, we anticipate the Advisory Board meeting quarterly throughout the year.
2.10
A full-time Project Director with appropriate venue management and marketing skills will be appointed along with a limited number of support staff.  Volunteers will also be extensively used, especially in the opening years.  Full details of the staffing structure and costed operating plan are contained in Chapter 6.

	Other Organisations and Stakeholders


2.11
Reference has already been made to the main stakeholders, apart from the Callander Community itself.  These are VisitScotland and the Loch Lomond and the Trossachs National Park Authority, who will be St Kessog’s tenants, and Stirling Council which has a district-wide responsibility for tourism, cultural and arts development within the frameworks of community planning and economic development.

2.12
The St Kessog’s Trading Company will have a close working relationship with all these bodies as this will be required to address the identified needs that the project will address (see later); and bring benefit to both the town and the wider district as well as to Scotland’s First National Park in general and the Trossachs in particular.  We anticipate that St Kessog’s relationship with these bodies will be governed and guided by some form of partnership or service level agreement, as well as by a formal lease in the case of VisitScotland in particular, to ensure there is clarity of purpose and understanding of respective roles in maximising the potential of the St Kessog’s Centre.

2.13
The Callander Community Development Trust and the St Kessog’s Community Company will also maintain close ongoing contact with its funders and significant other bodies in the area, such as the Forestry Commission Scotland (FCS), Scottish Natural Heritage and Scottish Enterprise.

2.14
Equally important will be the relationships that all involved in the St Kessog’s project make with other local bodies, both to minimise displacement and to contribute to the delivery of the recently adopted and widely endorsed Callander Community Action Plan and the proposed Town Plan that is to be developed under the auspices of the Community Council.  Key local bodies include the Community Council, Callander Enterprise, the Town Centre Initiative Group, the Woodland Link, the Community Facilities Working Group and last (but certainly not least) the Callander Youth Forum and Youth Project.  In addition, the Trading Company will work with other venue providers in the town, including the McLaren High School and Leisure Centre in particular as well as the numerous community interest groups in Callander that will be its customers.
	3.
PROJECT BACKGROUND


	Project History


3.1
The current St Kessog’s church building was erected in 1883 to replace a small church, interestingly at the time when the population of Callander was increasing and the tourist industry was a rapidly expanding thanks to the opening of the new Callander and Oban railway.  In 1985, as a result of the union of St Kessog’s with the Former United Free Church of Callander’s St Brides, it was decided to use only the St Brides Church for worship (renamed Callander Kirk).  Major factors in reaching this decision were the high running and maintenance costs associated with St Kessog’s.

3.2
In the late 1980s, as part of the “Callander Going Local” initiative, which was a partnership between Stirling District Council, the local community and other agencies, the future of St Kessog’s was given high priority and the Council purchased the building from the Church of Scotland for £25,000.  After extensive community consultation, a project costing £1.2 million was developed and opened in the spring of 1990, funding being provided by the Council (by means of a capitalised lease), the Scottish Tourist Board and the Scottish Development Agency.

3.3
The project involved restoration of the building, the conversion of the ground floor to create the Rob Roy and Trossachs Visitor Centre, construction of a new internal first floor to allow for future development and the creation of an attractive landscaped pedestrianised square at the front of the building.  The Centre included a full-scale Tourist Information Centre, a themed retail area, the Rob Roy exhibition and a multi-media Rob Roy story shown in a comfortable 70 seat cinema theatre.  An evening entertainment programme with over 100 events was organised over the summer months, these including musical variety performances, regular wide-screen cinema showings and talks on the local countryside and wildlife by naturalists and countryside rangers.

3.4
This new Centre was leased to a new charitable company, Stirling District (Trossachs) Ltd to allow the Council's capital investment to be covered by a long-term lease with annual rental payments.  The company's directors included Councillors and representatives from the Callander community, the Centre being managed by the Area Tourist Board under contract to the charitable company.

3.5
The opening of this new facility in the centre of Callander was warmly welcomed.  For example, the then Chairman of the Scottish Tourist Board said: “I am impressed by the innovative concept of combining a major entertainment facility with a well-equipped Tourist Information Centre.  Here from the shell of a disused and endangered building a new attraction has been created which both informs and entertains, and which now must rank among the best visitor facilities in Scotland.”  Stirling District Council, through the words of Cllr Ian Wyles, was also an enthusiastic supporter.  “The Council has invested heavily to make this project happen.  Now it is over to the people of Callander to ensure the full potential of the Centre is realised, both as an economic asset in terms of tourism growth and jobs, and as a viable and flexible venue for use by the local community.”

3.6
Initially opened on a seasonal basis and at weekends throughout the remainder of the year, annual visitor numbers grew steadily to a peak of 213,480 in 1995 which coincided with the extensive publicity for the Trossachs generated by the release of a new Hollywood version of the film Rob Roy featuring Liam Neeson.  To capitalise on this interest, a small exhibition on the ground floor was moved and incorporated in a much enlarged £350,000 exhibition which opened on the upper floor of the Centre in 1996.

3.7
The annual visitor throughput fluctuated between a high of 199,637 in 1996 and a low of 113,195 in 2007.  Paid admissions to the exhibition/film were significantly less, the figures in this case steadily declining from 43,338 in 1997 to 16,718 in 2005, the year prior to the closure of the Rob Roy Exhibition.  Annual gross turnover for the Centre peaked at £255,000 in 1996 and fell to £140,982 in 2005.  Not surprisingly, this steady decline in paid admissions resulted in the annual operating deficit growing.

3.8
In 2006 discussions began on the future of the upper floor between Stirling District Tourism, Stirling Council, VisitScotland, the National Park Authority and the local community.  The Park Authority considered the option of converting the upper floor to offices but rejected this on cost and timescale grounds and decided to convert a shop in the main street instead.  Meanwhile, there was growing concern in the community about safeguarding the St Kessog’s building as the upper floor remained vacant and VisitScotland was undertaking a national review of its tourist information centres (TICs) following a series of reorganisations which, in turn, created some uncertainty. These included the merger of the local Area Tourist Board, which managed the building, into VisitScotland.  The national tourism agency and Stirling Council were also considering the future of the TIC following the closure of the exhibition and the withdrawal of funding support from Stirling District Tourism Ltd.

3.9
In 2007 a community group involving Callander Community Council, Callander Community Development Trust and Callander Enterprise began working with Stirling Council, the National Park Authority and VisitScotland to review the condition of the building.  The Community Working Group considered future uses of the building in the context of making the best use of all the community and public buildings in the town.  This eventually led to a well attended public meeting being held in March of this year (2008) to discuss the future of the St Kessog’s building.  Within the context of this study, the outcome was highly positive, as can be confirmed in a series of articles in the local Ben Ledi View, and in the remainder of this report.

	Consultation Processes


	· There is a strong community desire to develop St Kessog’s as a cultural, arts and community centre, this being identified as one of the main priorities in the 2008-2011 Callander Community Action Plan prepared by the community with support from the Loch Lomond and the Trossachs Community Futures Programme.

· The Action Plan was prepared following an extensive consultation with the community over a four month period in 2007 and included a household community views survey, a series of interviews with different groups and individuals representing all sections of the community, preparation of a community profile, a ‘’drop in’’ plan development day and a community futures workshop.  Participation in this exercise was high with 491 survey forms completed, 55 attending the local plan day and 70 attending the community workshop.

· The St Kessog’s Steering Group, which involves representatives from the Community Council, Callander Enterprise, Callander Community Development Trust, Stirling Council and the Loch Lomond and the Trossachs National Park, has held two well attended public meetings, in March and November 2008, where there was strong support expressed for developing the St Kessog’s building as a focal point and key facility for the community and visitors.  Development options were explored in some detail at the second meeting and key points to emerge included:

· retain a Tourist Information Centre on the ground floor;
· install an exhibition showcasing the story of Callander and its natural environment;
· make more of Callander’s location as a major gateway to the National Park;
· retain and upgrade the small theatre/cinema on the ground floor;

· maximise use of the small theatre for talks, film showings and other cultural activities;
· develop the upper floor as a high quality multi-purpose arts and cultural venue with potential to cater for a wide range of activities including performing arts, functions, celebrations, community events, conferences and meetings;

· incorporate office space for support staff;
· consider contracting out catering and bar;
· ensure the programmes and activities planned for the Centre are well promoted to local residents and visitors;
· maximise the building’s potential to be a ‘’green building’’;

· employ professional staff with a business development and marketing person in post well before the upper floor venue opens.


3.10
To supplement the groundwork undertaken by the Steering Group, a comprehensive series of interviews was conducted with representatives of some potential user groups, other venue providers, local and national agencies and community based Steering Group members.  A summary of some of main findings to emerge follows below.

User Groups
3.11
Callander Film Society (Eamonn O’Boyle) currently use the Discovery Theatre for a programme of films between September and March and have a membership of 58 contemporary and 35 classic film members with an average attendance of 35-40.  The majority of members are over 60 years old and greatly value the facility They would like the small theatre to be retained with some small-scale improvements including better equipment, a wireless loop system, improved toilets and a tea/coffee station to engender more of a club atmosphere.  They also consider there is potential to expand film programmes including hosting British Federation of Film Societies Scotland events, film festivals and working with Callander Youth Group to develop tailored packages of films exclusively for the youth market.  Given these improvements those responsible for the Society believe there is scope to increase membership of the club in surrounding communities, but they would be concerned about losing the current intimacy of the theatre.

3.12
Callander Youth Group (Ruth Jack) is currently based at McLaren Leisure Centre and covers the McLaren High School catchment area which takes in a large rural area stretching as far north as Killin and Tyndrum.  The group attracts 100 youths on a regular basis and ideally would like their own space in a separate building to accommodate a youth café, youth club and other facilities.  However the Youth Project is very interested in using the cinema - the existing one and/or any new larger one developed on the upper floor - to programme youth cinema nights.  The programme would feature fairly recent films, for different age groups, on a regular basis and also half term and holiday times.  Children in the area are currently at a disadvantage as the public transport link to Stirling is ‘’appalling’’ and they have to rely on their parents for lifts.  Ms Jack believes there is also potential to develop a youth theatre at St Kessog’s, based on the model used by the national youth theatre providers Firefly Arts Limited (formerly West Lothian Youth Theatre), which provides a funded youth theatre worker.  She considers that generally Callander lacks a decent high quality space with a good stage and good acoustics for performances, weddings and dances.

3.13
Performing Arts Groups (Ian Milligan).  Heavily involved in a number of local musical groups including the Callander Operatic Society, Callander Chorale, the recently formed brass band and his own ceilidh band, Ian Milligan has a good overview of current venue shortcomings in Callander and the local area.  He is enthusiastic about the development of St Kessog’s as a much needed community resource, which he believes would fill a gap in provision for the performing arts as well as providing a good venue for regular ceilidhs, dances, weddings and other celebrations.  His view is that the upper floorspace should be as large and flexible as possible with adequate staging, acoustics and lighting, a back stage area for performers to change, retracting and banqueting style seating options, and a well equipped kitchen and bar area.  The overall space should be well ‘dressed’’ to ensure the special character of the space is capitalised on.  He is confident the venue would be well used by existing artistic groups for regular practise nights and performances.

3.14
Callander Jazz and Blues Festival (Graham Oliphant).  This annual Festival is now well established and very successful with over 50 events and attracting 3,000 people to a range of venues over three days in early October.  Mr Oliphant has prepared a comprehensive audit of public and private venues throughout Callander and the wider Trossachs and is very concerned about the lack of medium size, quality venues.  He considers St Kessog’s would be ideal to fill this gap provided a bar facility is incorporated in the plans for the upper floor; he is also enthusiastic about the possibilities for the space and, in addition to using the venue intensively for the three day festival, the Festival organisation would organise performances at other times of the year.  He considers the venue has potential for a range of events including concerts, theatre groups, social gatherings, antique fairs, corporate functions and other special events, and would be willing to assist with programming.
3.15
Callander and District Heritage Society (Ken Dunn and Sheila Cleland).  The Society has a membership of 45 and organises a programmes of talks each year on a range of heritage topics.  One of the Society’s main objectives is to promote interest in the local heritage, members having long held ambitions to secure a permanent space in St Kessog’s to tell the story of Callander and surrounding area.  They previously had discussions with Stirling Council and Stirling District Tourism Ltd to explore options within the building and while draft plans for a small exhibition in a space between the ground floor theatre and the Tourist Information Centre were drawn up they never came to fruition.  They hope these plans can be reconsidered and developed further to showcase Callander’s rich heritage in an interesting and professional way.  The Society would be willing to make archive material available and provide some research input to the exhibition, which they consider could feature different periods in Callander’s history as well as aspects of the area’s stunning natural heritage.

National and Local Agencies
VisitScotland (Ian Close and John Beattie)
VisitScotland is interested in continuing to operate a Tourist Information Centre (TIC) in the St Kessog’s building, which is considered to be in a prominent location in the centre of the town.  VisitScotland representatives are concerned to contain operating costs which have become a challenge in recent years.  Despite the closure of the Rob Roy exhibition on the upper floor in 2006, the TIC still enjoys an annual visitor throughput of over 100,000 and is therefore amongst the top twenty busiest TICs in Scotland.  The regular showings of the short Rob Roy and Trossachs films in the theatre are popular with some visitors and in 2006/7 around 6,000 adults each paid £1.50 to see the 30 minute film package.  VisitScotland is keen to work with the local community in developing a sustainable plan for St Kessog’s including accommodating a Callander exhibition beside the TIC on the ground floor, introducing some ‘’Products of the Park’’ branding and handling ticketing for events taking place in the building.  They consider that the existing TIC works well and does not need a major refurbishment as capital funds within VisitScotland are limited.  A major review of TICs throughout Scotland is nearing completion and the findings are due to be discussed shortly with local authority partners, including Stirling Council, but Callander is very likely to be categorised as ‘’important’’ due to the high level of visitor enquiries and its location at one of the busiest gateways to the National Park.  VisitScotland is willing to work with partners to bring plans to fruition and would welcome regular involvement in discussions.

Stirling Council (various representatives)

The Council is represented on the St Kessog’s Steering Group and a number of Councillors, including the Provost, have attended the public meetings to discuss the future options for developing the building.  Community based Steering Group members have also met with senior Council officials to explore the potential for the building and to transfer its ownership to the local community.  It is envisaged this could be a pilot project under a new community asset transfer scheme.  The Council is very supportive provided a sustainable solution for the long-term community use of the building is achievable.  Staff in the community support, arts, tourism, economic and rural development sections of the Council have been very helpful in providing information on potential funding sources, the arts and cultural strategy and an overview of information on other arts venues and community halls in the Council’s area.
Loch Lomond, and the Trossachs National Park Authority (various representatives)

The Park Authority is represented on the Steering Group and discussions have been held with the Park Chairman who lives locally, the Executive Director of Strategy and Relationships and others.  As the largest settlement within the Park, and given its eastern gateway status, the Park Authority recognises the importance of the St Kessog’s building in helping to serve the needs of visitors and the local community.  They are generally supportive of the plans for strengthening the role of the Tourist Information Centre and ground floor theatre to showcase Callander and the wider National Park.  As part of the ground floor mix they agree there is potential to introduce more National Park branding such as ‘Products of the Park’ and for the rangers to make use of the theatre, the upper floor and Ancaster Square for talks, school/youth workshops and other events.  They envisage it could play a broadly similar role to the Gateway Centre in Balloch due to its strategic location and also acknowledge that this could justify an annual revenue funding contribution to the Centre.  They are supportive of the plans for the upper floor and consider this could strengthen the appeal of Callander as an arts and cultural centre on the eastern flank of the Park.  The Chairman stressed the importance of taking a strategic overview of community facilities in Callander and welcomed the initiative being taken by the Community Council Chairman to work with Stirling Council to secure greater coordination of facility provision in the town which is ‘fit for purpose’.
Scottish Arts Council
The vision of Scottish Arts Council is of a ‘confident, cultured Scotland where everyone takes part in the arts’.  Their mission is to ‘serve the people of Scotland by fostering arts of the highest quality through funding, development, research and advocacy’.

The SAC’s most recent corporate plan outlines key aims for 2008/2009.  Three have a particular synergy with the St Kessog’s project: (1) to support programmes which are designed to increase and widen audience attendances (crafts commissioning agency, key performing arts promoters, venues and festivals, drama and dance touring and production fund, traditional arts), (2) to create opportunities to enable more people in Scotland to take part in the arts and become creative, imaginative members of a confident, cultured nation, and (3) to support the voluntary arts sector at a national level.

At present SAC supports one organisation in the region: the Macrobert in Stirling is designated a Foundation Funded organisation until 2012.  From 2009 the Tolbooth will receive two years Flexible Funding to support an expanded music programme until 2011.

SAC’s Local Partnership Fund supports the joint Stirling, Falkirk and Clackmannanshire Councils’ scheme, Forth Valley Makers Awards, which is designed to provide small-scale local support to visual arts and crafts makers to develop their practice; the three  Councils also organised a development day for makers recently in association with this scheme.  St Kessog’s could offer a retail showcase venue for local arts and crafts makers and host various retail ‘fairs’ and exhibitions throughout the year.

Initial consultations with Area Development staff at Scottish Art Council show an interest in the developments at St Kessog’s.  Whilst it is unlikely, or appropriate, that St Kessog’s would qualify for on-going revenue funding through the Foundation and Flexible Funding Schemes there could be scope for three sources of project funds (1) capital project funds towards building development, performance space ‘kitting out’, i.e. technical and seating requirements  (2) funding for arts programmes – music, drama, visual arts, crafts, literature, dance and combined arts, and (3) audience development project funding to increase and broaden audiences.  Detailed proposals would be required.  It is also important to note that Scottish Arts Council is to merge with Scottish Screen into Creative Scotland in April 2009 and that the terms of reference for this new agency are still in development.

Callander Community Council (Dr Dick Johnston)

Throughout this project we have kept in close touch with the project Steering Group, which includes the Chairs of the Community Council, Callander Community Development Trust and Callander Enterprise.  This began with the initial briefing meeting and continued through one to one meetings and a joint meeting with the Steering Group Chairman (who is also the Community Council Chairman) and the Chairman of Callander Enterprise to confirm the project development approach and the best form of structure to take responsibility for it, as well as to keep them in touch with progress at a critical stage in our consultancy approach.  Further inputs were provided at a meeting convened to discuss the draft final report, which had been issued in advance for consideration.  As mentioned earlier, the consultancy team also presented their thinking on the project, including development options, to the Steering Group and at a public meeting which was well attended, a preferred option for the building being widely supported.
	Costs to Date and Outcomes


3.16
Awaited from client (to follow)
	4.
STRATEGIC CONTEXT


	Identified Needs and Outcomes


4.1
Four key needs will be addressed through the development of the St Kessog’s project.  These are as follows.

	1. The creation of quality community space in the centre of the town that can be used for community, tourism, business, arts events, performances and functions, including weddings and ceilidhs.

2. The establishment of a Cultural and Community Centre in the centre of the town that will serve the wider rural hinterland and fit well within Stirling Council’s Cultural Stirling 2008-12 (Enjoy Life in Stirling) Strategy.

3. The development of facilities within the town – with St Kessog’s at their heart – that will see Callander become a more established service centre and gateway, thereby helping to realise the town’s economic potential and contribute to the National Park and the rural areas around Callander in the process.

4. The contribution of key inputs to the regional and national cultural and tourism strategies in a way that adds to them and helps to achieve growth as well as improving the quality of life of Callander’s residents and the experience of the town’s visitors.


4.2
The linked outcomes associated with a project that has its roots very much in the Callander community will not only be the provision of an excellent community and visitor facility but also the establishment of an important cornerstone project within what we have termed “the Callander Collection” of products that will stimulate further growth and prosperity in the town.

4.3
On a wider basis, the Cultural Strategy of Stirling Council will also be enhanced and Callander will make its own contribution to Scotland’s national tourism growth targets.  At the same time, the town will fulfil its National Park gateway and service centre roles more effectively and achieve the kind of success that the National Park’s largest settlement should reasonably expect.

4.4
The means of achieving these outcomes are detailed within this Business Plan, with the research process undertaken to demonstrate evidence of need following below.

	The Research Process and Evidence of Need


4.5
The St Kessog’s project is very much community-based.  Given this, the extensive programme of consultations undertaken are an important source of evidence of need.  These consultations are covered elsewhere in this report but key points of “evidence” are summarised below.

	· The St Kessog’s project is identified as a key one within the Callander Community Action Plan.

· It also enjoys widespread community support, as evidenced by the turn out and unanimous approval received for the project proposals at two well attended public meetings.

· It also enjoys the support of the Loch Lomond and the Trossachs National Park Authority who appreciate not only its community role but also its significance to the town’s gateway and service centre status.

· In addition, the national tourism agency (VisitScotland) is also supportive and will remain in the building as anchor tenants in continuing to provide Tourist Information Centre services.

· There is also clear evidence of support from a number of key local groups in the town, including the organisers of the Jazz Festival, the Callander and District Heritage Society, the Film Society and the Youth Project in particular who have indicated that they will use St Kessog’s facilities.

· Finally, the project is actively being supported by the three key Callander community bodies, the Community Council, Callander Community and Development Trust and Callander Enterprise with the Trust also being its sponsor.


4.6
As noted above, the project also impacts directly on VisitScotland and the continued provision of Tourist Information Centre (TIC) services in what is an important and busy location within the wider national network.  We have discussed this with VisitScotland and ascertained that the national agency is willing to continue to provide TIC services from within St Kessog’s, which is in accordance with the wishes of the Callander community.

4.7
We have also talked to representatives of the Loch Lomond and the Trossachs National Park Authority (the NPA) and determined that the Authority would be interested in exploring the concept of mounting a “Products of the Park” exhibition and display on the lower floor, part of which would incorporate a presentation on Callander’s heritage which would be prepared in consultation with the Callander Heritage Society, thereby satisfying another local need.  The Park Authority have also expressed an interest in using the venue for hosting school group visits, talks and larger meetings.
4.8
We have also held discussions with the two key Artistic Directors responsible for the provision of cultural programmes within Stirling and the wider district at Macrobert and Tollbooth in Stirling.  Liz Moran at the Macrobert is interested, in principle, in engaging in future discussions about sharing information on programming and the potential to share product and, when they do not have capacity, to pass it on.  Alasdair Campbell at the Tolbooth is interested in developing cultural provision in rural areas as it is part of the Tolbooth’s remit.  The Tolbooth’s Rural Blend Festival is an annual event which takes place in March where music events are placed in venues around the region.  At present there is not a suitable venue in Callander.  He would be interested in using a re-developed St Kessog’s and could provide a ‘launch event’ if the opening tied in with festival dates in 2010 or 2011.  In addition, like Liz Moran, he is interested in further discussions and potential collaboration but advises that developing audiences for arts events, particularly in the city, is an on-going challenge that requires adequate long term sustainable support for everyone providing cultural programmes.  He has invited a representative of the Trust to attend the region’s new Cultural Forum to meet other cultural providers, network, share information and update participants on developments at St Kessog’s.

4.9
In addressing the needs of the community (of which there is ample evidence in our numerous consultations), however, it is clear that there are also economic needs that will need to be considered within Callander.  These relate to Callander’s important role as a tourism and day-trip gateway and service centre to the Trossachs, the wider rural hinterland and the National Park.  In this context, the St Kessog’s project is part of what is an emerging co-ordinated plan for the town in which the Community Council is playing a key role.  Evidence of need in this instance is therefore considered later in this chapter when wider linkages are discussed.  Before this is done, however, the various options considered by the community in developing St Kessog’s are considered below.

	Community Options Appraisal


4.10
Various options for the St Kessog’s building were considered by the community.  These in particular included:

	· the option of “doing nothing” (through not seeking to acquire the building from Stirling Council) which was rejected for positive reasons in that the community wanted to make use of a much-loved part of the town’s built heritage and had a purpose in mind for it;

· the transferral of the town library to the St Kessog’s building, this option being considered and rejected for two main reasons: the library would occupy much of the upper floor or ground floor and leave little space for other community and visitor uses; and the community is quite happy to see the library remain in its current location where there is ample parking;

· the possibility of incorporating a youth centre in the building was also considered but this was rejected by the Youth Project team which is seeking its own purpose built space in which the young people of the town are involved in terms of its design and facilities and have unrestricted access;

· a café or cafes was also considered but quickly rejected because of the good range of catering outlets that have been opened nearby in the town and the competition they would provide as well as the possible displacement of business that they could face from this use for St Kessog’s.


4.11
The question of displacement is in fact very important to the project sponsors.  Whilst there is a perfectly valid argument that potential displacement always has to be risked in the development of both social and commercial enterprises that seek to attract more visitors to settlements as a whole, there is genuinely very little risk of this occurring on this occasion.

4.12
This is because the retail component – apart from the TIC which exists already and is under the control of VisitScotland – will be restricted to showcasing local arts and crafts, thereby promoting and signposting where they can be purchased rather than selling them on the premises.  Nor will “drop-in” catering facilities be provided.  There will be a bar and kitchen on the upper floor but this will cater for events and functions (and not the general public) which would not otherwise have been attracted to Callander.

4.13
Every care has also been taken to ensure that the St Kessog’s Community, Cultural and Events Centre will not displace meetings revenue earned by those in the town.  This is especially true of:

	· the McLaren High School and Leisure Centre through avoiding the attraction of activities associated with sporting activities in particular;

· and the Callander Kirk Hall and other town meeting spaces which cater for a multitude of local organisations through St Kessog’s developing arts and cultural programmes currently not catered for and targeting larger-scale events and conferences that these facilities cannot handle.


4.14
However, the new Centre will cater for specialist markets in the community through the restoration of the small lower floor theatre.  In particular, the Callander Film Society is keen to use this facility, as is the Jazz Festival and others, i.e. the Tolbooth Rural Blend Festival, for ad hoc musical and other performances, whilst the Youth Project is keen to establish a new Youth Film Club which will cater for the needs of young people
4.15
Considerable care has therefore been taken in trying to avoid local displacement.  This theme is continued in the next section in which we more extensively look at competing and complementary facilities.

	Competing and Complementary Facilities


4.16
We undertook a review of community activities and venues in and around Callander, as well as arts and cultural venues further afield, to help determine what gaps, if any, there are in provision and to ascertain what scope there is to develop complementary facilities.
4.17
For the size of the community there is a surprisingly large and diverse range of clubs and societies drawing their membership from the town and the surrounding extensive rural hinterland.  In addition to the regular meetings of these groups there are also a large number of other events taking place at venues in the town throughout the year which are not restricted to club members.

4.18
A review of the What’s On section of the Ben Ledi community newspaper over the past year and the What’s On in Callander publication, confirms there are at least 60-90 events taking place each month of a non-sporting nature in and around Callander with, on average, nine out of ten of these being held indoors.

4.19
The most popular venue for events of a non-sporting nature is the Callander Kirk Hall, which is heavily used by a range of groups, including the Craigard Club, WRI, Callander Heritage Society, Scottish Country Dancing, OPALS 50+ and the Thursday Club.  This venue is also used for tea dances, sales and occasional exhibitions.  The Hall Convener reports demand for bookings is particularly high on Wednesdays, Thursdays and Fridays and on occasions potential bookings have to be diverted to Blair Drummond and Brig O’ Turk Community Halls, some distance away, as there are no other suitable venues in Callander for the size and type of events planned.  Due to its ties with the church, there are also restrictions on the sale of alcohol which means the Kirk Hall is unable to cater for a range of functions and events. The main hall has a seating capacity of 170 and there are also 4 small meeting rooms with capacities of 15-45.

4.20
McLaren Leisure Centre, situated on the edge of the town, is part of the McLaren High School campus and is the main venue for indoor sporting and youth activities and events, but increasingly it is being used by clubs and groups for other activities such as band rehearsals and dance classes now that the large former indoor bowling hall, renamed Callander Arena and 1,200 square metres in size, is available for other activities.  The Centre Manager has ambitions to use the large scale hall (seating capacity 500 plus) for a range of functions and activities, but recognises further significant investment is required to improve the ambiance and functionality to cater for some markets.  At the November St Kessog’s public meeting one of the Directors of the McLaren Leisure Centre Board confirmed that he considered the plans for both venues would be complementary  through serving different parts of the market.

4.21
Other venues used by clubs, societies and event organisers include the Rob Roy Centre Theatre (Film Society), the Waverley Hotel (Film Society and Wildlife Trust), Baden Powell Hall (Brownies, Guides and Dog Training), Dreadnought Hotel (Bridge Club), the National Park Offices (various meetings), other hotels, restaurants and cafés (Jazz Festival) and the Golf Clubhouse (limited number of private functions booked by members).  Callander Kirk (capacity 700) and McLaren High School Hall (capacity 250) are used very occasionally for large scale concerts and musical events.  Local pubs, restaurants and hotels such as the Myrtle Inn, the Lade Inn and Dalgair Hotel provide live music for patrons on a regular basis, particularly during the busier summer months.

4.22
Consultations with venue providers confirm the upper floor of the Rob Roy Centre, properly adapted and fitted out, would fill some gaps in the local market for medium size arts and cultural events; celebration functions such as weddings, anniversary parties and dances, youth events and conferences. There is also support for the incorporation of catering and bar facilities which are considered essential to support the functions role. Some of the consultees suggested function catering could be undertaken by existing local businesses. This is something we would support as it is within the spirit of the project being inclusive and helping to strengthen the economy of Callander.  Importantly, it would also free up Centre staff to concentrate on events and function programme development and promotion.
4.23
The main arts and cultural venues are further afield in Stirling (25 minutes drive time), Perth (60 minutes drive time), Glasgow (55 minutes drive time) and Edinburgh (90 minutes drive time).  Between them they offer a tremendous range of cultural product. Stirling offers three main performing arts venues – the Macrobert, the Tolbooth and the Albert Halls.  The Macrobert offers an annual programme of performing arts and film.  It is also a national centre for performing arts for children and young people.  They have a 470 seat theatre, a 100 seat studio theatre, a 125 seat cinema, a space for rehearsals, classes and meetings, a crèche and café / bar.  The venue is situated to the north of the city in the centre of the University of Stirling Campus.  Macrobert is funded by the Scottish Arts Council and Stirling Council.

4.24
The Tolbooth, in the centre of Stirling was refurbished in 2002 as a centre for live music.  It offers a year round performance programme.  The main theatre seats 166 with a variety of spaces for hire and a café, bar and restaurant.  The Tolbooth has become established as a hub for supporting artists in the creation of new (experimental) work. This includes two major festivals – Le weekend and The Blend.  The organisation is also developing links and provision for arts and outreach to the wider Stirling area.  The Tolbooth is funded by the Scottish Arts Council and Stirling Council.

4.25
The Albert Halls is a refurbished Victorian venue and like the Tolbooth is in the centre of Stirling.  It offers a range of artistic, civic and business events.  The main auditorium seats 872 and a small hall 120.  The programme is mainstream.  Albert Halls is supported by Stirling Council.

4.26
St Kessog’s cannot and would not want to compete with the cultural offer in Stirling provided by these three venues.  It seeks to provide a local, small scale, community focussed mixed programme of events which would appeal to the local catchment and visitors and day trippers passing through.  However, at present to enjoy high quality cultural experiences Callander people have to get in their car or use public transport and make a round trip of at least 60 minutes. The transport link between Callander, and the rural parts of Stirling District within Callander’s catchment, is poor.  This is a significant disadvantage to younger (those without transport) and older (without transport and retired) audiences.  During winter months this is a major deterrent.  Furthermore, commuters returning from the Central Belt after work either have to make a return journey or stay on in town after work if they want to enjoy events.  St Kessog’s aims to develop a programme of events (in consultation, and sometimes, in association with main arts providers in Stirling – see section 4.8) which local people of all ages can access and support on a regular basis.  In addition its hire facilities will be local and priced at accessible levels to encourage local use.

	Added Value and Wider Links


4.27
Added value will be provided through developing a facility in the centre of Callander that does not currently exist.  That is, a new Community, Cultural and Events Centre that will very largely not compete with existing town facilities and which has itself been borne out of the community after an extensive consultation process.

4.28
The new Centre will also bring wider added value through its links into Stirling and its arts and cultural programmes and its ability to more easily serve the cultural needs of the town and its rural hinterland than Stirling City itself.  This is because public transport links – which are especially important to the young and the socially disadvantaged – between Stirling, Callander and beyond are not good, especially during the later parts of the evening.  Also, some of the remoter rural areas north and west of Callander are a considerable car and bus journey time away from Stirling which means the propensity to visit arts and cinema venues in the City is much less, particularly in the evenings.

4.29
This is recognised in the Callander Community Action Plan in which there is specific reference to St Kessog’s and its future use  This is under Theme 2 in which the objective of “developing St Kessog’s as a Cultural, Arts and Community Centre” is clearly stated as one of only two priorities.  This was to be achieved through supporting the project Working Group and holding an open meeting for the whole community “to explore needs, ideas and options for use”.  This has already happened and resulted in our appointment and the preparation of this Business Plan.

4.30
In addition, the new Centre is capable of making a significant economic contribution to the town.  This demands a holistic approach to the definition and pursuit of Callander’s needs which will be pursued by the Community Council in the development of a Town Plan.  Amongst other things, we anticipate that this plan will place St Kessog’s at the centre of wider town development that embraces its main car parks, public buildings and public realm initiatives, and its links to surrounding woodlands and other recreational areas.  In so doing, Callander’s gateway and service centre status and role will be enhanced to the economic (and social) benefit of the town and its community, with St Kessog’s literally and metaphorically sitting at the centre of this process.

	5.
PROJECT DELIVERY


	Products and Programmes


5.1
This section defines and summarises the proposed ‘product’ of St Kessog’s, in other words, what the staff will ‘sell’ to people.  At present St Kessog’s offers a visitor facility with local and regional what’s on information, an accommodation booking service, film screenings, and a range of retail goods.

5.2
It is proposed to re-develop St Kessog’s as a facility for visitors and local communities by developing the ground floor of the building and re-commissioning the upper floor to offer a range of activities with broad appeal to both target markets.

St Kessog’s Discovery Centre – Ground Floor

	· Callander Welcome Point

· Local (social / family) history and natural heritage exhibition

· Tourist information service

· Retail offer, Products of the Park, arts and crafts

· Existing film screenings about local areas and characters

· New film screenings about the Park, Sir Walter Scott, etc

· Home for Callander Film Society and new Youth Film Group, member and visitor screenings

· Venue for National Park Ranger talks/workshops

· Internet access


St Kessog’s Gathering Place – Upper Floor

	· Performance base for Callander Jazz Festival and other arts groups
· Screen available for Callander Film Society/Youth Film Group

· Base for a new youth theatre group

· Venue for annual programme of live performing arts

· Venue for private function hire, i.e. weddings, anniversaries

· Venue for hire for visitor and/or community seasonal entertainments, i.e. ceilidhs, Burns Nights, etc.

· Venue for National Park meetings/events

· Venue for corporate hire, i.e. small meetings, product launches

· Enterprise base for local arts and crafts makers to sell their goods

· Community kitchen and bar facilities for use alongside venue hire


Ancaster Square in front of St Kessog’s
5.3 An attractive, open public space in front of St Kessog’s, located in central Callander, offering a display and gathering space, i.e. information boards, stalls and ‘street’ performers.
What it is not

5.4
Sometimes it helps to define what the product is not – it is not a local museum with interpretative displays, or simply a Tourist Information Centre, or a community hall for hire, or an arts centre.  It may contain elements of all these but it needs to define itself as greater than the sum of its parts to engage support and participation and achieve public investment.  St Kessog’s will be a go-getting, dynamic enterprise with staff who will create the market and build attendances and participation.

5.5
There are examples of places which have achieved this: Pitlochry and the Festival Theatre; New Galloway and the CatStrand centre; Wigtown and the Book Festival.  These are all small towns with modest local resident numbers which have developed public profiles and growing audiences.  St Kessog’s has a head start in Callander as it currently attracts over 100,000 visitors a year as a TIC alone.
5.6
Callander offers an authentic connection with its own Callander Jazz Festival which attracts 3,000 people over three days.  Callander was also a favourite destination of Scotland’s most famous novelist Sir Walter Scott, a topic ripe for future development in Scotland’s cultural calendar.

5.7
Furthermore, consultations with arts providers in Stirling have shown a willingness to share ‘product’.  Consultations with a small sample of touring companies have shown a willingness to perform.

What is St Kessog’s?

5.8
The Business Plan has set out the central purpose of the development of St Kessog’s.  From this the vision and mission statements will follow.  Branding will need detailed development at the next stage.  But, at this point we can propose a central message, that a visit to St Kessog’s is about ‘discovery’, ‘connections’ and ‘celebrations’.

	· Visit St Kessog’s and you’ll always find something to see and do

· Discover what’s on in Callander and The Trossachs

· Enjoy a range of high quality film and live performing arts events

· Participate in a range of local community events and activities


Programming
5.9
This section is about the recommended programme of activities in St Kessog’s.  The tourist information service will continue but it is essential that there is a managed programme of events and activities which (1) connect with and grow audiences and (2) maximise St Kessog’s commercial earning potential to support arts and community use.
5.10
These events and activities will take place in two spaces: the Discovery Cinema Theatre on the ground floor – capacity 70 seats and The Gathering Place on the upper floor – capacity 140 on raked seating, 125 on chairs around tables, and 200 standing.

5.11
St Kessog’s will require a Business Development Manager to strategically develop and manage the programme.

Programming Objectives

5.12
St Kessog’s will deliver a range of facilities, events and activities which will attract targeted individuals and families in the local community, community groups and day visitors and tourists.
5.13
The following objectives are proposed for St Kessog’s programming policy:

Objective 1: To offer a range of events and activities using the theme of ‘discovery’.  St Kessog’s will provide a hub for residents and visitors in the heart of one of the most beautiful parts of Scotland.
	· A central welcome point with information on local heritage, social history, what to do and where to stay in the area;

· an orientation and starting point for a range of discovery activities;

· a location for – Products of the Park – locally produced, high quality arts and crafts;

· the Discovery Cinema Theatre with screenings about the location, historical and fictional characters.


Objective 2: To provide a targeted programme of arts and entertainment activities for the residents of the town and the surrounding catchment area, this would also attract day trippers and tourists.
	· Annual programme of film screenings run by Callandar film club in the Discovery Cinema Theatre and main auditorium;
· an annual programme of live performing drama, music and dance performed by professional touring companies;

· a seasonal programme of special arts events such as Callander Jazz and Blues Festival.


Objective 3: To provide a high quality venue for community use, which would attract local individuals, families, interest groups and the visitor market.

	· A social event programme to appeal to all ages, from ceilidhs and weddings to youth film nights and summer youth theatre programmes;

· a venue for private function hire, i.e. weddings, anniversaries;

· a venue for hire for visitor and/or community seasonal entertainments, i.e. ceildhs, Burns Nights, etc.


Objective 4: To provide a high quality multi-purpose venue for corporate use:
	· a venue for corporate hire, i.e. small meetings, conferences and product launches.


Objective 5: To ensure that St Kessog’s is an audience/customer focussed organisation to develop audience member’s confidence, knowledge, experience and engagement to meet his or her social, self-development, emotional and spiritual needs.
Objective 6: To develop a range of target audiences and to seek engagement from all sections of the community to ensure that St Kessog’s remains relevant to the different communities of interest it serves  with particular provision made for children, young people and the elderly, the disabled and unemployed with clear equal opportunity policies.

Objective 7: To work with community and cultural partners in the region to develop programmes and audiences.

	Programme – St Kessog’s Lower Floor


Discovery Cinema Theatre
Capacity: 70 seats
5.14
The following is an outline of the core programme:

Item:
Discovery Film screenings
30 minute package of day time films (optional existing Rob Roy/Trossachs films and new additions from the 2010 Lady of the Lake Anniversary programme/ BBC archives).

When:
April-October and on demand at other times

Cost:
£2,500/15% to VisitScotland for selling tickets and managing screenings

Income:
With improved promotion and programme variation the venue could realistically achieve a significant increase of 50% in business to 10,000 paid admissions.
Admission charge £1.70 for adults, £1.50 per head for groups, children under 16 free

Projected income £16,800.  Net income £14,300.

Item:
Callander Film Society Annual Programme
Film Society (12 screenings) and Youth Group(20 screenings)
When:
September to April

Cost:
Costs covered by film soc subscription

Income:
£40 per hire x 32 events = £1,280 hire fees

Item:
National Park Ranger Talks
Weekly talks (12 talks)

Part of National Park annual block facility fee (see below).

When: 
Mid May to mid September

Cost:
No cost as provided by ranger service

Income:
Club sell tickets and hire venue hire – see below

Item:
National Park Ranger School Visits/Youth Workshops (10)
Potential for more using space upstairs linked to ‘Curriculum for Excellence and Inspiring Locations’ initiatives

When:
Term time – Autumn, Spring, Summer

Cost:
No cost as provided by ranger service

Income:
£5,000 for annual usage hire fee

There is scope to secure an annual rental/facility fee of, say around £5,000, from the National Park to cover use of small theatre/larger upper floor space for ranger talks/school group workshops/meetings (at a pre-agreed level) and strengthening the showcasing of the National Park in the building foyer and exhibition areas. Preliminary discussions have taken place with the National Park on this proposal.

Item:
Business Meetings – day time

6 initially but potential for more and use as break out area for larger conferences using the upper floor - hire fee 

When:
Year round

Cost:
Nil

Income:
£15/hr(commercial), £12/hr(community) = £240 hire fee

Item:
Venue for private function hire

Managed programme of functions and activities

Local group for rehearsal and practise sessions

Talks, meetings

When:
Year round

Cost:
Nil

Income:
20 uses x £25 hire / 12.50 per hour = £500 hire fee

The Gathering Place
Capacity:
140 raked seats for performances

125 functions

200 standing

1.
Performing Arts
5.15
The following is an example of how an annual managed programme of Performing Arts might look, offering a broad range of drama, music, film, comedy for children, adults and young people, including day trippers and visitors.

Item:
Story-telling café for adults (8)
Live Literature web site has database of professional story-tellers.  Fees generally £120 plus travel expenses

When:
Annual programme

Cost:
£1,200 for the year

Income:
£4 (£3) / 40 (10 concessions) x 8 events = £1,200 for year

= break even

Item:
Author events (3)

Household name authors on book / festival tours with added value cookery demonstrations from cooks with books.  Fees vary from £400 to £1,200 plus opportunity to sell books.

When:
Annual programme, at peak times

Cost:
£1,500 (average £500 per event)

Income:
£8 x 60 attenders (20 concessions) x 3 events = £1,320

SAC subsidy £180

Fees and ticket prices would vary depending on the speaker / performer

Item:
Monthly Open mike night (12) folk/world – amateur/professional

A local host / compare would run the programme and host the evenings drawing talent from the professional circuit and local amateur base

When:
Annual programme

Cost:
Fees for host: £120 per event = £1,440

Income:
£3.50 (£2) 40 attenders (10 concessions) = £1,500

Item:
Seasonal live arts events: Music, drama, dance (4)

Visiting medium scale professional companies for adults 16+.  SAC supported companies like Rapture, Dogstar, Opera On a Shoestring cost in the region of £800 - £1000
Cost: 
£3,600 for the year

Income:
£8 (£6) 60 attenders (20 concessions) x 4 events = £1,760
SAC subsidy £1,840 +

Item:
Live arts events for Children and Young People (2)

These SAC supported quality companies charge in the region of £400 performance.

Cost:
£800

Income:
£3.50/50 attenders x 2 events = £350

SAC subsidy £450
Item:
Seasonal programme of stand up comedy (4)
Fees range from £200 to £1,000 + depending on the name, i.e. Fred McCaulay £1,200.  Many require a guarantee plus Box Office split.
Cost:
£2,400

Income:
£12 (£8) x 60 attenders (20 concessions) x 4 events = £2,560

Item: 
Callander Cinema Club Programme

Large scale screenings for club and public audiences of more than 70 (capacity of lower ground cinema theatre).  The local cinema club have also expressed an interest in running an annual film festival.

When:
Year round programme and annual festival

Cost:
Nil to St Kessog’s.  Costs covered by Film Society through subscriptions and ticket sales on the door

Income:
Festival hire – 3 day block hire fest = £400 hire fee

3 large screenings x £100 hire charge = £300 hire fee

Item: 
Callander Jazz and blues Festival

Annual three day fest with over 50 events at various venues in Callander.  The Festival lacks a central showcase venue for medium and large acts.  The jazz festival organisers have also expressed a desire to run satellite events during the rest of the year.

When:
Annual Festival – October

Satellite events – year round

Cost:
Nil
Income:
Festival 3 day hire = £1,000 hire fee

6 one off events x £100 = £600 hire fee

Item:
Callander Youth Theatre – CYTheatre
There is strong interest in developing a Youth Theatre which would serve children and young people living at 8,248 dependent households (Source:  Area Profile Report, SAC, 2008) within a 30 minute catchment area.

We have consulted the Chief Executive and Artistic Director of Firefly Arts Limited Michael Richardson.  The organisation is non-profit making with charitable status and provides bespoke local youth theatre programmes for rural and urban communities.  An example of the Firefly Arts Limited model is as follows:

	Age groups provided for:
	Five

Beginners:  P1 – P4

Juniors:  P5 – P7

Intermediates:  S1 – S2

Seniors: S3+

Young adults: 21+

	Programme:
	Weekly meetings during term time/35 weeks a year.  Holiday projects from one day to a week to a two week summer school.  Typically the shorter projects are for beginners (story in a day) and the complexity and length increases as the participants get older.  Holiday projects can be provided in theatre and film at Easter, Summer and the October holiday.

	Financial model:
	Ideally this model is fulfilled by an employed member of staff (provided and employed by Firefly Arts Limited) so that there is time for training and development, and also for publicity work and education work in schools as well.  Income from young people is limited as Firefly Arts Limited try to keep the work as low as possible at the point of delivery.


But as a point of reference, or a starting point for discussion in 2009, with funding of somewhere between £12k and £15k, plus free venue provision and workshop income coming to Firefly Arts Limited (i.e. Firefly Arts Limited take the risk), they could provide a full time worker with management and training support who delivers 8 workshops a week plus holiday projects and some work in schools.  Funding would come from the Big Lottery.
When:
Weekly Sunday afternoon meetings for junior and senior age groups during academic school year – 30 meetings

Day time and evening half term projects
Day time and evening summer holiday project

Cost:
Nil

Income:
Nil

5.16
This model is based on the service provider supporting the programme by attracting public funding from grants (SAC and Stirling Council) and participation subscriptions.  St Kessog’s would provide the venue at no cost.

2.
Callander Community Programme
5.17
The following is an example of how an annual managed programme of Community Events for children, young people and adults, including day trippers and visitors.

Item:
Programme of Special Interest Lectures (3)

Topics could include adventure and travel/art/discovery

When:
Annual programme

Cost:
Speaker fee 3 x £100 = £300
Income:
£5/40 attenders x 3 events = £600
The fees and ticket prices would increase for more well known speakers.

Item:
Community Quiz Nights (2)

Tables of 4 for total price £20.  Refreshments included.
When:
Autumn and Spring

Cost:
Quiz master + refreshments + prizes = budget £800

Income:
10 tables @ £20 x 2 events = £400

Donations for prizes.

Item:
Seasonal Ceildhs (16) annual prog

When:
Seasonal themed ceilidhs for locals and visitors, i.e. Burns, Summer, Hogmanay, etc

Cost:
Band £500 x 16 events = £8,000
Income:
Tickets £8/320 people = £10,240

Item:
Callander Annual Art, Craft and Antique Fairs (3)

Annual showcase for local arts and crafts at time when TIC is most busy in the summer, Xmas, Easter.

When:
Christmas, Easter, Summer

Cost: 
Nil

Income:
Charge 20 stall holders £20 a stall = £400 x 3 = £1,200

3.
Community Hire
5.18
St Kessog’s will offer the venue for a range of private and community functions and activities which will also include rehearsal and practise sessions.

Item:
Venue for private function hire
When:
Year round

Cost: 
Nil

Income:
Weddings (12) x £400 = £4,800

Anniversaries (6) x £400 = £2,400

Rehearsals 50 x 35 = £1,750

Small meeting area 20 x £25 = £500

Small gatherings, parties, clubs, classes, etc 20 x £25 = £500

= £9,950

4.
Corporate Hire
5.19
St Kessog’s will offer a high quality space for business meetings and small conferences for corporate and special interest groups who are looking for an attractive venue in an inspiring setting within easy access to main transport links.
Item:
Venue for corporate function hire

When:
Year round managed programme of functions

Cost: 
Nil

Income:
10 x whole day x £200 = £2 000

12 x half day x £100 = £1,200

	Target Markets


5.20
The target markets are defined by the products and programmes provided within St Kessog’s, as defined in the grid overleaf.
	
	Local Residents & Groups
	Day Trippers & Tourists
	Event and Conference Organisers

	The Main Auditorium
	
	
	

	· Performing Arts and some film
	A key market as both customers and hirers
	Limited day-trip potential but more in tourist market
	n/a

	· Community Events Programme
	A key market as both customers and hirers
	Limited day-trip potential but more in tourist market
	n/a

	· Community Hire – Weddings, Funerals, celebrations
	A key market, and the only one for funerals
	Some tourist wedding potential
	Not important to weddings and funerals to any significant extent

	· Corporate Hire -Small Conferences
	Possible referrals but limited in potential 
	n/a
	Important source of conference business

	· Other Events & Exhibitions
	Again important as attendees but also as organisers
	Important source of attendees, dependent upon product provided
	Could be source of event business, but limited

	The Discovery Theatre
	Very important market
	Some potential but day better than evening
	Limited potential


5.21 On the basis of this analysis, the key markets are local residents and groups, and day-visitors and tourists, with conference organisers being a key intermediary in respect of small conferences held in the main auditorium in particular.  The essential markets are, however, the first two which are considered in more detail below.

Local Residents and Groups
5.22
We have focused on the 30 minute drive time as we do not generally see residents living further away, where the programmes and products available in Glasgow and Edinburgh in particular will provide considerable competition for St Kessog’s to overcome.  On this basis, there are 71,516 people living within the 30 minute catchment zone, 58,903 (82%) of whom are aged over 15 (Source: 2001 Census).

Within this population it is both interesting and encouraging to note that there is a high relative propensity (compared to the base for Britain as whole) to undertake cultural and arts activities, all the indices for the following list of interest areas being over 100.

	Attendees in the Catchment Area
	No.
	% for Area
	Index for Area

	Plays
	19,104
	31.7
	113

	Opera
	5,608
	9.3
	119

	Ballet
	5,746
	9.5
	117

	Contemporary Dance
	3,837
	6.4
	106

	Classical Music
	11,293
	18.7
	120

	Jazz
	6,630
	11.0
	117

	Art Galleries/Art Exhibitions
	17,655
	29.3
	114

	Cinema
	36,324
	60.3
	102

	Pop/Rock
	17,153
	28.5
	103


5.23
Cinema is the obvious “big hitter” followed by plays and pop/rock.  Relatively, however, plays are well above the British average in the index column whilst pop/rock and cinema are on a par with it.  In addition, Stirling is well positioned to cater for the mainstream cinema market, due the recent opening of a seven screen multiplex cinema, and with a high student population is better placed than Callander to cater for those with an interest in rock and pop.

5.24
St Kessog’s is therefore likely to be most successful if it focuses on meeting needs that are less well catered for by others.  This could include classical music, which is high in absolute and relative terms -  opera and ballet as well as jazz – where the town has already established itself through its excellent Jazz Festival – and contemporary and traditional dance as well as the staging of plays on both a professional and amateur level.

There is also encouragement in the “art galleries/art exhibitions”.  absolute (17,658) and index (114) figures, especially since exhibitions and displays are likely to be of interest to day-trippers and tourists as well as local residents.  This potential is returned to in the later demand estimates below and in the development of the St Kessog’s product.

5.25
This TGI classification data is perhaps not surprising when one considers the ACORN classification of the 30 minute catchment zone population, as indicated overleaf.
	Adults (15+) Acorn Groups
	Number in Catchment
	(%)
	Index for Catchment

	Prosperous Professionals
	4,596
	8
	346

	Wealthy Executives
	11,295
	19
	224

	Affluent Greys
	7,348
	13
	146

	Burdened Singles
	3,465
	6
	138

	Prudent Pensioners
	2,390
	4
	134

	Struggling Families
	8,300
	14
	113

	High Rise ?
	1,161
	2
	112


% is of total Adult population in the zone
5.26
There is polarisation of wealthy and poor in the catchment – as there is in most areas – but in this instance the former are 1.5 times more significant than the latter. St Kessog’s programming should therefore take this into account.

Day-Trippers and Tourists
5.27 According to the available STEAM data for rural Stirling there are 273,000 staying visitors in the area and a further 285,750 day-visitors.  National Park survey data suggests that there are 661,000 visitors to the Trossachs.  These are large numbers compared to those for inner zone residents but obviously only a proportion of them will be cultural tourists.  However, according to VisitScotland research into different market perceptions of Scotland “interesting history and culture” is high on the relative scale of visitor of interest.  Figures for different countries are shown below.
	
	% of Those Seeking Interesting History/Culture
	Ranking in Overall Interest Table

	English
	76
	4th

	Scottish
	72
	4th

	USA
	87
	2nd

	German
	86
	3rd

	French
	44
	8th

	Italian
	73
	3rd

	Spanish
	78
	3rd


5.28
Amongst the different nationalities, only the French do not appear to rate interesting culture and heritage as being important to their Scottish holiday experience: more significantly, this is not the case for Scottish or English visitors.
Weddings and Conferences
5.29
According to official statistics, there were 754 marriages and 850 deaths in Stirling District in 2007.  Callander has around 3.5% of the district population which means that, on a straight-line projection, there were 26 marriages and 30 deaths with the town in 2007.  In addition, there is scope to attract weddings from elsewhere, with tourist weddings rising in popularity according to VisitScotland.  These are people who have some connection with Scotland, perhaps as a previous visitor or as a student, and others who are emotionally attracted by the country and its status as a wedding venue amongst celebrities.

5.30
Nearby historic and scenic venues such as Doune Castle, the Trossachs Church beside Loch Achray and Balquhidder Church are all popular for choices for wedding ceremonies.  St Kessog’s is well placed to cater for wedding receptions for up to 120 and there are very few venues locally suitable for functions of this nature. There are, however, a number of venues in Callander more suited to cater for funeral groups than St Kessog’s.

5.31
The conference market represents another opportunity.  Whilst high profile large conferences held by international associations often grab the headlines, there are far more smaller conferences. St Kessog’s should therefore position itself as an attractive venue for recreation, environment and well-being niche conferences that are appropriate to the wider area in which field trips can be organised.

5.32
In the case of target business from the weddings and conference market-place, it is difficult to be precise but we believe St Kessog’s will have strong appeal to the weddings function market in particular.  Given this, sensible targets can be set that have a chance of being achieved in these and the other sectors, as discussed next.

	Penetration Rate Analysis


5.33
Demand can be broadly broken down in into the following five groups of activity.

	Events
	Projected Number of Customers

	· Discovery Screenings
	10,000

	· Gathering Place Performing Arts
	1,760

	· Gathering Place Community Programme
	1,480

(86% at ceilidhs)

	· Gathering Place Community Hire
	12 weddings and 96 other events

	· Gathering Place Corporate Hire
	15 full day equivalent conferences/meetings +6 local business meetings


In addition, various hires to local groups and the National Park Authority (all of which have been indicated) will be possible.  The Tourist Information Centre and the associated new exhibitions on the ground floor will also attract an annual throughput  of over 100,000 people.
5.34
The Discovery Screenings will require to achieve a penetration rate of between 5% and 10% Of Tourist Information Centre visitor numbers, depending upon future trendlines and VisitScotland investment in its TIC network.  Even the higher figure, however, it is reasonable in terms of anticipated achievement.

5.35
The Gathering Place performing arts customer projections are relatively modest at 1,760 when one considers that there are between 15,000 and 20,000 in the inner catchment area (30 minute drive time) who are regular attenders of performing arts events, and over 660,000 day-trippers to the Trossachs, a percentage of whom (perhaps as high as 10%) who will have attended a theatre performance at least twice in the last year.  Penetration of these local and wider markets is therefore assumed to be very small on the basis of our figures at around 2% to 3% of the available “soft” customers.

5.36
The Community Programme demand figures envisage 1,480 customers being attracted but 86% of this number will be attendees at the seasonal programme of summer ceilidhs which will appeal to local staying visitors as well as the inner catchment resident market.  Given this, our figures again appear conservative.

5.37
The target weddings figure is also believed to be very conservative by members of the Steering Group, although the other 96 local events may be rather more challenging to achieve.  Given the scale of a wedding compared to a local event, however, we believe that the combined projection should be capable of delivery.

5.38
Finally, the Corporate Hire projection is certainly realistic in the medium term but, like weddings, it may take time to deliver.  This is why we have built up our demand projections over three years, mainly because of the lead time in establishing the St Kessog’s venue in the Weddings and Conference market-places.

5.39
Much will, of course, depend upon the effectiveness of St Kessog’s marketing, especially in these important markets but also in more generally establishing the venue as a significant rural conference and event venue.  How this might be achieved is therefore considered next.
	The Marketing Approach


5.40
The advent of the Internet has radically altered marketing methods as well as reducing the associated costs.  In this instance, electronic database marketing will be important in keeping in touch with both Friends and previous St Kessog’s customers through a simple newsletter approach by using cost-effective programmes such as Constant Contact.  In addition, the St Kessog’s web presence will also need to be effective in terms of not only its design but also its optimisation in order to achieve consistent high rankings on the search engines.  In this context, links with others -- including other arts facilities and venues in Stirling District and elsewhere as well as relevant businesses and organisations in Callander -- will be important.

5.41
We are also strong advocates of the merits of partnership marketing as a means of broadening the appeal of the offer to prospective customers and cutting costs.  We see particular scope for partnership marketing with accommodation providers in and around Callander, with St Kessog’s and other town facilities being packaged into an attractive series of offers, as well as with venues such as the Tolbooth and McRoberts Centre in Stirling.  In addition, there may be scope for broader partnership public relations activity with major operators like Historic Scotland, Loch Katrine Visitor Complex and the Blair Drummond Safari Park.
5.42
Finally, leafleting may be a little old-fashioned in today's Internet age but it remains important in the attractions market place, as is the purchase of space in regional and even national publications that are distributed to visitors and/or residents living in the local catchment area.  It is important, however, that effective leafleting is accompanied by the organisation of familiarisation trips to St Kessog’s by customer facing staff in major accommodation providers in particular in order to keep its facilities and Callander in general at the front of their minds.  The design and distribution of attractive posters add another dimension to this marketing channel.

5.43
We have only allocated £6000 towards marketing which is not a huge sum.  However, if at least half of it is allocated to working with others it could in effect be expanded to between £10,000 and £20,000 of effective exposure in relevant target markets, depending upon the number of partners involved and St Kessog’s ability to attract advertising revenue to support its publications.  Other important parts of the communications plan will involve maximising use of local newspapers such as the Ben Ledi View, other rural community newspapers and the Stirling Observer as well as direct sales which can be demanding in terms of time but not in respect of finance.
5.44
Direct sales will be especially important in the attraction of weddings and conferences.  As far as the former is concerned, the market is likely to find St Kessog’s rather than the other way around but in the latter it will be important to establish well researched databases of key contacts at the outset.  Contacts in terms of individual buyers rather than simply organisations will need to be kept in touch with all that is going on at St Kessog’s and best prospects will also need to be given an interesting and appealing sales presentation which should be professionally prepared.  Reactions and feedback received through meetings and any other means should then be recorded on the database on an ongoing basis.

5.45 This concludes our marketing recommendations.  They are presented generally but in due course they will need to be broken down into mini marketing action plans for each of St Kessog’s target sectors.  In particular, plans will be needed to penetrate the day trip and tourist market place and the sales approach outlined above will require to be applied in the conference market-place.  The local market-place, including weddings, should to a considerable extent take care of itself in that locals will also be exposed to tourism marketing activities that inform and persuade visitors to come to St Kessog’s and enjoy its programmes and performances.
	Accessibility and Equality


5.46 The plans to develop St Kessog’s as a Community Cultural and Events Centre specifically take account of the needs of the disabled in accessing the upper floor.  In particular, a new, larger lift will be incorporated in the building which will in general complying with all the necessary statutory requirements in terms of access.  There are also plans to provide new disabled toilets and hearing loop systems on both floors whilst the new exhibitions will include listening posts and tactile items.
5.47 The new Centre management will also develop and equalities policy which will take account of the needs of disadvantaged groups as well as the town's youth and older residents.  As employers, the new Trading Company will obviously pursue employment policies which reflect all statutory requirements.
5.48 At this stage, all that can be presented to funders and others is a clear commitment in these important areas which will lead to more detailed policy documents being produced in due course.
	Project Plan and Development Timetable


5.49
Architects, Dallman Johnstone were commissioned by the St Kessog’s Steering Group to prepare development plan options for the historic building as they have a strong track record of working on community/visitor facilities in sensitive locations within the National Park and some of their options were considered at the well attended public consultation meeting in November, 2008. The plans have subsequently been refined further to take account of feedback from the public meeting and the operational needs identified by the Steering Group and VisitScotland who will remain as an ‘’anchor tenant’’ on the ground floor, managing the Tourist Information Centre, exhibition area and Discovery  Cinema Theatre.  The most up to date version of the plans for the ground floor and upper floor are shown in Appendix 1.
5.50
Improvements proposed for the ground floor include the following:

	· relocating the disabled toilet from the foyer to improve access to a higher capacity and more disabled friendly lift;

· creating a more attractive foyer area with exhibition space;

· refurbishing the existing toilets;

· redesigning the large counter area in the Tourist Information Centre (TIC);

· introducing ‘products of the park’ arts and crafts displays/theming;

· upgrading existing National Park introductory displays;

· introducing a new ‘Callander Story’ exhibition incorporating displays, interactive models and audio history storytelling listening posts;

· public internet and genealogy info points;

· refurbished and well equipped 70 seat capacity Discovery Cinema Theatre;

· introduction of some new film from Lady of the Lake Anniversary celebrations/BBC Archives to complement existing local films; and
· conversion of existing projector room to provide office space and a disabled toilet.


5.51 The plans for the upper floor involve more extensive works as they require the existing exhibition structures and stud partitions to be stripped out to maximise the floorspace for the multi-purpose events and functions venue.  Other works include the following:

	· building a small extension to the rear for a back stage/storage area;

· creating new access from stage area recess to back stage;

· sensitively restoring and upgrading the interior fabric;

· upgrading electrics, heating and ventilation and installing other new services;

· providing a new well equipped kitchen, bar area and toilets;

· installing new sprung flooring, lighting, digital projector and sound systems;

· installing flexible retractable seating for theatre/conference use (140 seat capacity);

· creating two glazed bays under arches for small break out meetings/storage; and

· providing office space and a raised stage lighting/sound control room.


5.52 The plans will be refined and developed further as part of the next phase of design work, but are sufficiently detailed for indicative costing purposes and illustrating what can be achieved in the space available.

5.53 To assist with the forward planning process Dallman Johnstone have prepared a preliminary construction programme (Appendix 2) with target completion dates of mid-March, 2010 for the ground floor and early June, 2010 for the upper floor.  The draft programme envisages further work on the scheme design being progressed in the first quarter of 2009 to enable planning applications and building warrant applications to be submitted in March/April with construction work commencing in late September, subject to the funding package being largely in place. The existing Tourist Information Centre operation would require to relocate for a six month period from the end of September 2009 to mid-March 2010.

5.54 This timetable is very ambitious given the scale of funding which requires to be raised in what is a relatively short timescale. However, we are mindful there is only a limited window of opportunity to secure Big Lottery funding due to the competing  pressures on the remaining funds available from the Growing Community Assets Programme. We have been advised it would be sensible to submit an application within the next six months to ensure the grant award is maximised.  This means an early start to the fundraising effort is required and, as highlighted in other sections of this report, we are recommending an experienced fundraiser is recruited either internally, from the public agencies supporting the Steering Group, or externally, to help with this time consuming exercise.  Work must start on the project within six months of the Big Lottery grant approval or funding from this source will be withdrawn.
	6.
PROJECT RESOURCES


	Operating Plan and Costs


General

6.1
The development of St Kessog’s requires an operating plan that recognises that while the two spaces – upper and lower floors – have different needs and users, the building is run as one concern and there is a real sense of community ownership and effective partnership working for the benefit of both local residents and visitors.  It is also essential the operating plan is tailored to support the delivery of the high quality range of products and services proposed and management and staff are capable and flexible enough to respond to the challenges associated with the different type of markets and activities.

6.2
The Product Plan sets out clearly the mix of uses proposed for the Centre which includes a strong and appealing mix of visitor information services, local area heritage and National Park exhibitions and interpretation, ‘Discovery Cinema/Theatre’ on the ground floor and a high quality multi-use arts, cultural and functions venue - ‘The Gathering Place’ on the upper floor.

6.3
Some aspects of an outline operational plan are considered below and this will require further development by the St Kessog’s Steering Committee and the Centre Manager when he/she is in post which will be an important part of the process in taking ownership of the project and capacity building.  Further detailed discussions will required to be held with senior VisitScotland staff since they will be responsible for the ground floor operation, and selling tickets for the programme of events and daily Discovery Theatre film showings.  However, at this stage it is important there is a good understanding of the proposed product and the various potential offers so that adequate provision can be made for staffing and other costs. It is also essential that early consideration is given to issues such as management arrangements, start up costs, staff recruitment and training programmes as the consistent delivery of high quality customer focused services and programmes is vital to the success of the Centre.

Management Arrangements

6.4
In an earlier section details of proposals are set out for a charitable St Kessog’s Trading Company to be set up under the auspices of Callander Community Development Trust supported by an Advisory Board made up by individuals drawn from the local community with a different mix of skill sets such as marketing, events and finance experience.  The Trading Company would have overall operational responsibility for the Centre with the ground floor being leased and operated by VisitScotland for a rental charge.  VisitScotland would also be given incentives to sell tickets for the daytime theatre operation (15% paid admissions) and other event tickets (10%) sales. This would enable the trading Company to minimise their own staffing levels to concentrate on back office functions, programme development and the running of the Gathering Place and evening use of the Discovery Theatre.

6.5
Due to this arrangement it is essential there is close and effective working between the Trading Company staff and VisitScotland staff but it would be good practise to have a service level agreement in place which clearly outlines respective roles, service standards and opening hours. VisitScotland would also be invited to attend and participate in Advisory Board meetings to ensure there is a strong partnership approach and shared objectives to ensure the success and sustainability of the Centre as valued community and visitor resource.

6.6
The role of volunteers will also be important to supplement the small number of Trading Company staff. They can help out at certain events, assist with promotional activity, fundraising and other tasks and there are many examples throughout Scotland where volunteers have added considerable value to the operation of arts and cultural venues. In this instance, since the Centre will be owned by the community, it makes sense to harness some of the community enthusiasm which was amply demonstrated at the two public meetings to discuss the future of St Kessog’s.

Opening Times

6.7
The Centre will be a seven day a week operation to cater for the needs of the community and visitors. There will be seasonal adjustments in the opening hours of the ground floor to take account fluctuations in visitor numbers. This will be reviewed annually by VisitScotland and the Trading Company as part of a service level/tenancy agreement.

6.8
The Discovery Cinema/Theatre Centre downstairs will also be open every day with regular showings of the half hour discovery films between April and October and on demand throughout the rest of the year when the theatre is not in use for other events.

6.9
The Gathering Place on the upper floor will only be open when in use as a pre-programmed community/arts event venue or when hired by individuals, groups and corporate companies.

6.10
The following outlines proposed opening hours:

Lower Floor

The Tourist Information Centre, exhibition area and Discovery Theatre will open in a format broadly similar to existing TIC operation.

November-February
10am - 4pm

March-June
10am - 5pm

July/August
10am - 6pm

September/October
10am - 4pm

The Discovery Cinema/Theatre will also be open in the evenings subject to booking demand.

Upper Floor

On demand, daytime and evening, weekdays and weekend.

Staffing

6.11
A Centre Manager (salary circa £24,000) will be responsible the overall development and operation of St Kessog’s and for liaising with the VisitScotland ground floor staff and management.  This individual will be a natural communicator and ‘can do’ people-orientated person.  He or she will be responsible for the Trading Company’s staff management, business development, fundraising, marketing and sales.  Ideally, the post will be filled by a person from the Callander area who comes with local knowledge and contacts.  He/she will have been working in business, tourism and/or arts development and management for five or more years.  It is expected that this post will be recruited at an appropriate point between the project going live and in advance of the Centre opening.

6.12
The Centre Manager will be supported by an Events Assistant (25-30hrs/week with a salary circa £10,400).  This post will look after day to day communications, information management, marketing and sales.  It is essential that this person has excellent organisational skills and experience in sales and marketing.  Event management experience will be desirable.

6.13
A Caretaker/Cleaner (25/30hrs/week with a salary circa £9,500) will be responsible for a range of general duties including cleaning the entire building, setting up, closing down and assisting with the smooth running of the building. A quarter of the cost will be met by VisitScotland to cover cleaning the tourist information Centre and exhibition area

6.14
It is proposed to recruit the services of a Fundraiser at an early stage to work with the Trust to identify and raise the capital funds and revenue funds to realise the project.  Given the relatively short lead time to ensure match funding is in place to take advantage of potential Big Lottery funding, there may be merit in securing a secondment from one of the public agencies involved in the St Kessog’s Steering Group (as an in kind contribution) supplemented by a freelance fundraiser. The Fundraiser will have a track record in public and corporate fundraising; and will mentor the Centre Manager when he/she eventually is recruited to ensure there is some capacity building for ongoing fundraising activity.  This will mean that contacts, information and relationships will not be lost to the project once the Fundraiser has completed his/her contract and that these can continue to be developed by the Centre or Venue Manager and the Trust.

6.15
The staff costs of the Tourist Information Centre will be met entirely by VisitScotland and will be part funded from the retail, accommodation and ticketing booking service trading income they generate from the floorspace rented from the Centre Trading Company

Operations

St Kessog’s Tourist Information Centre and Welcome Point

6.16
During the day time the lower floor will be managed by VisitScotland staff.  To encourage local use and ownership, as well as word of mouth marketing, this must be positioned as a tourist and community information point, a ‘one stop shop’ as relevant and useful to locals as it is visitors.

6.17
The Welcome Point environment must include attractive venue what’s on information and leaflet racks containing event and hire use literature.  Users must be able to clearly differentiate between St Kessog’s information and other tourist information.

6.18
Staff will use a state of the art central computerised ticket and venue booking system (with two terminals front of house and two in the office) that integrates the whole of the St Kessog’s operation, downstairs and upstairs.

6.19
The system will capture customer/data, offer marketing analysis and a diary intranet.  Staff will receive appropriate training.  This will ensure that there is one booking diary and enable staff to analyse customer profiles and buying patterns to measure marketing effectiveness and inform future marketing strategies.

6.20
VisitScotland staff will handle ticket bookings for all ticketed events with commission being paid on sales. There is also potential for this operation to expand its current role as a ticket agent for other events in the town and local area.

6.21
On days when there is a public performance cover will be required from the end of the VisitScotland day up until the time of the performance. During this time one or more staff will need to take ticket bookings – on line and by phone – and sell tickets on the door.  This could be a volunteer supported by core staff.  Volunteer front of house staff will be required to attend to the public entrance of the performance areas and direct non ticket holders to the sales desk, and in the performance area to guide people to their seats.  Volunteers will also staff the refreshment areas.

6.22
Some private functions may be supervised by a Duty Manager, a role which the Centre Manager and Events Assistant and Volunteers can fulfil.  In normal cases, the caretaker/cleaner will open and close the building and ensure that everything is in place.

6.23
The Welcome Point should also act as a welcoming point for all users of the building, i.e. people wishing to view the facilities upstairs for hire, potential performers, deliveries, school parties, etc

6.24
The venue will need to develop policy on latecomers, pre 5 admission for children and babies, unaccompanied teenagers, and a detailed concession policy.

Services and Standards

6.25
The staff team will work to deliver a clear approach to the delivery of its services to all user groups as well as a first class service which is synonymous with the St Kessog’s vision, mission and brand.  Customer and user expectations must be fully met in the delivery of all services as promised in marketing literature and contracts.

6.26
The Manager will work closely with VisitScotland to secure the delivery of a programme of training to ensure that both the Trading Company and VisitScotland staff have the skills required to deliver St Kessog’s business and customer services.

Pricing

6.27
A review of function venue and community hall charges was undertaken in consultation with Stirling Council’s Community Services Team which has a good overview of charges at more than 50 community venues throughout the District.  Contact was also made with hotel and community facility operators to check hire prices for celebration functions such as weddings as this is considered to be an important market for St. Kessog’s.  On the basis of this research and the capacities of the Gathering Place (upstairs) and Discovery Theatre (downstairs) the following fee structure is proposed (2010 prices).
	
	Community Use
	Commercial

	Discovery Theatre
	£12.50/hr
	£20/hr

	Gathering Hall
	£12.50/hr
	£30/hr

	Small Meeting Room
	£6/hr
	£6/hr


6.28
St Kessog’s will offer a special 24hr rate for weddings of £400 with a pro rata reduced rate for other celebration functions for a percentage of the bar takings ,e.g. £200 for basic hire plus 15% of bar takings.

6.29
There will be a range of ticket prices for public ticketed event – adult, child, concession (targeting pensioners and the unemployed) and offers, for example, a Friends scheme and concessions for Volunteers.

6.30
Ticket prices for live professional events will need to be set between the cost of the event and price sensitivity in the market place, particularly amongst local residents and target groups.

6.31
Comparative study suggests that the following prices could be charged as follows:

Live performance

Adult theatre/dance/music
£8 (£6 concession)

Child theatre/dance/music
£3.50 flat ticket price

Stand Up Comedy
£12 (£8 concession)

Story-telling café
£4 (£3 concession)

Author events
£8 (£6 concession)

Open Mike Nights
£3.50 (£2 concession)

Other events

Lectures and talks
£5

Quiz Nights
£20 a table

Ceilidhs
£8(£6 concession)

Art and Craft Fairs
£20 a stall/no entrance fee

Discovery Films

30 minute showings
£1.70 Adults/Children free

Other Film Screenings

These will be managed by Callander Film Society who will sell membership packages for a season of films and individual tickets for occasional visitors. It is envisaged the Society will also work with the Callander Youth Project to develop other programmes

Park Ranger Events

These will be managed by the National Park Authority and are likely to be free.

6.32
It is not wise to set standard ticket prices for live events since prices will vary according to the variable costs of performers.  These are influenced by a number of factors including art form, how well know they are, whether they are on a tour, whether fees are negotiable. For some of the events there is likely to be Scottish Arts Council support.

6.33
We recommend that the Discovery Theatre comes under the wing of Trading Company  as this should provide more scope to develop fuller use of the space in the evenings and during the daytime outwith the core busy tourist period of April-October when it makes economic sense to run regular showings of the 'Discovery' series of short films.

6.34
However, VisitScotland should be incentivised to sell films and manage space during the daytime to minimise staff costs , our assumptions being that this will justify a commission of 15% of ticket price (£2,500 total revenue) and reduction in rental from £20,000 to £15,000.
6.35
Part of the heating and lighting costs of the ground floor, theatre cleaning, evening caretaking, would be met by the Trading Company which means the net difference to VisitScotland bottom line operating costs is not significant but the net income from the ground floor to the Trading Company will be £29,100 with the potential for further growth if theatre use increases above the level shown in the draft programme.

Start Up Costs

6.36
To ensure the Centre gets off to the best possible start it is essential there is a reasonable amount of start up working capital available to cover items such as staff recruitment, staff training, pre-launch marketing activity and office set up costs.  A provisional sum of £70,000 is recommended to cover pre-launch activity with around £30,000 allocated for the early recruitment of the Centre Manager and support costs, £20,000 for fundraising consultancy/staff support, £10,000 for marketing and £10,000 for office equipment.  An additional estimated £20,000 will be required for the installation of a ‘box office’ ticketing system which can be accessed at several terminals.
6.37
Further comments on these costs appear in section 8.8.  It is anticipated a high proportion of the start up costs will be met by the Big Lottery with top up support from other funders.  The Scottish Arts Council may assist with some of the equipment costs, including the ‘box office’ ticketing system.
Annual Operating Costs

6.38
A summary of the draft Trading Account for the Centre is provided below.  It excludes details of the income and expenditure estimates for the VisitScotland operation on the ground floor as they are tenants and therefore it is more appropriate only to show rental income.  It is based on an aggregation of the activity outlined in some detail in the earlier Product and Programmes section and takes account of the management arrangements, opening hours and staffing recommendations made earlier in this section. All income and expenditure estimates are at 2010 prices.

6.39
The programme of proposed activity will be developed further by the Centre Manager but the scale and type of activity outlined is considered to be realistic and achievable.  There may be scope to secure additional funding support for some elements of the programme, and other activity, from the Scottish Arts Council but contributions at this stage have been kept fairly modest and are included under the relevant ‘Gathering Place’ headings.

6.40
Daytime usage of the Discovery Centre assumes the regular half hourly film screenings are added to, so that there is more variety for the high level of repeat visitors to the Centre.  We anticipate the new films being commissioned for the Lady of the Lake 2010 anniversary programme will be available for use within the theatre.  The income projection also assumes VisitScotland staff will be proactive in selling tickets and this is backed up by effective promotion as part of the Centre’s marketing activity.
6.41
The rental income estimate for VisitScotland (£16,000)takes account of the previous ground floor rental charged by Stirling Council to Stirling District Tourism (£20,000) and making an allowance for the bulk of the Discovery Theatre income generated reverting to the Centre Trading Company.  VisitScotland will also have the opportunity to generate commission income to help offset some of their costs from selling tickets for the ground floor and upper floor venues (circa £3,400). The National Park rental/facility fee of £5,000 represents a contribution for a pre-agreed level of use for the Discovery Theatre and Gathering Place and for hosting National Park exhibitions/displays in the  Centre. This could increase if the scale of use for hosting school group activity is well above the level allowed for in the draft activity programme.
6.42
Experience elsewhere suggests it should be possible to achieve an annual income of £5,000 from a ‘Friends Scheme’ and associated activity. The sponsorship target is also fairly modest and includes provision for local businesses taking adverts in centre promotional material or wishing to be associated with specific Centre activities. The concessions heading includes income from the use of the bar and catering area on the upper floor by outside caterers and a share of income from certain events. This may require adjustment after the Steering Group discusses options further for operating the catering facilities for the range of events planned. A small sum of £2,400 is included under the recharges heading to cover the cost of cleaning the area rented by VisitScotland as it makes sense to only have one cleaner/caretaker for the Centre.
6.43
The staff costs include provision for a full time Centre Manager, an Events Assistant(25-30hrs/week) and a Caretaker/Cleaner (25-30hrs/week). They also include an allowance of £2,500 for training, travel and subsistence and other incidentals.  Property and utility costs are based on a proportion of the annual costs incurred historically by Stirling District Tourism and VisitScotland with an extra allowance to reflect the volatility in energy costs and the new use of the upper floor in particular.  They exclude the proportion of the costs which will continue to be met by VisitScotland for use of the ground floor. As the project develops these costs should be revised to take account of price changes and negotiations with VisitScotland on the split of costs.
6.44
The marketing cost estimate of £6,000 excludes the provision made in the start up costs budget, while the  administration allocation of £5,000 includes allowances for telephone and fax charges, postage, stationery and computer costs, bank charges and audit fees. The cost of sales provision reflects the costs of delivering the programme of activity outlined earlier and £3,400 in commission for ticket sales handled by VisitScotland.
6.45
A revenue subsidy from the Big Lottery is potentially available for a period 5 years at a rate of up to 75% and eligible costs include staff and other overheads.  Draft provision has also been made for building and fixtures and fittings depreciation which is good accountancy practise.  However, in reality this means there is potential for the Trading Company to build up healthy reserves for future investment subject to further negotiations with the Big Lottery.
6.46
Summary of Trading Account
	Income
	

	Discovery Theatre
	£19,820

	The Gathering Place
	

	· Performing arts
	£13,460

	· Community programmes
	£12,440

	· Community hire
	£9,950

	· Corporate hire
	£3,200

	
	£58,870

	Rental Income
	

	· VisitScotland
	£16,000

	· National Park Authority
	£5000

	
	£21,000

	Other Income
	

	· Concessions
	£3000

	· Sponsorship
	£2000

	· Fund Raising and Friends
	£5000

	· VisitScotland Re-charges
	£2,400

	
	£12,400

	Total Income
	£92,270

	Expenditure
	

	Staff Salaries
	£44,128

	Employers Costs
	£5,648

	Staff Expenses
	£2,500

	Property Costs
	£3,000

	Equipment
	£500

	Utilities
	£12,500

	Marketing
	£6,000

	Administration
	£5,000

	Costs of Sale
	£22,540

	Total Overheads
	£101,816

	Deprecation
	£60,000

	Net Operating Loss
	£75,524

	Revenue Subsidy (Big Lottery)
	£76,362

	Net Surplus
	£538


	Partnership Working


6.47
Partnership working will be a fundamental importance to the success of St Kessog’s and its management.  This has already been alluded to in this Business Plan in terms of:

	· The need for partnership with various local groups within the town.

· The need to work effectively with VisitScotland and the National Park Authority, especially in respect of the operation of the lower floor, but also more widely.

· The equally pressing need to work with Stirling Council and those responsible for arts facilities and programmes in the district in particular.

· The need to work with others in the marketing and promotion of St Kessog’s programmes and as a place to visit.

· The need to work with Friends and volunteers in the management of the Centre.


6.48
There is little need to repeat the detail associated with each of the above points as all our comprehensively covered elsewhere in the Plan.  However, it is worth pointing out that the Callander Community Development Trust is well aware of the vital importance of partnership working in all these areas if the vision that they have for the new facility is to be achieved, and if the hopes and aspirations of the community are to be realised.
	The Role and Management of Volunteers


6.49
Before the role and management of volunteers is considered, it is important to consider their relevance to the St Kessog’s project.  The primary role of the St Kessog’s  Friends scheme will be to:
	· engage the support and participation of adults, young people and children; to build audiences, address barriers to attendance; and to encourage participation and repeat attendance; and to
· create a mechanism to invite support and income through membership fees and Friends’ fundraising activities.


6.50
A Friends scheme will enable St Kessog’s staff to develop a relationship with customers, communicate with them, receive feedback, build databases for targeted marketing, and crucially spread word of mouth in local communities.

6.51
A scheme of benefits will be developed in return for a membership fee.  The membership fee will be voluntary – minimum price £12 – to encourage those who can afford it to pay more whilst remaining accessible to those on low incomes.  This is a tried and tested approach by a range of voluntary organisations.
6.52
A multi-purpose arts, community and tourism venue in Galloway launched their scheme last year.  In just one year they have achieved 127 members contributing £5,500 in income, an average of £43 per person.  Friends will be recruited by word of mouth, using the local newspaper and the Ben Ledi View, as well as through targeted distribution of a Friends leaflet.

6.53
The key to the success of the scheme will be to appeal to individuals’ philanthropic nature and position the scheme as a way of supporting – patronising – to ensure the long term development and security of St Kessog’s.
Volunteers
6.54
St Kessog’s will also need to develop a Volunteers scheme with a programme to encourage and engage members of the Callander community of all ages, (including Friends) to become involved in running and developing the venue.

6.55
St Kessog’s has been developed by a voluntary organisation, run by a Board of Directors (volunteers) all drawn from the local community.  Success thus far has come from its ability to understand community needs and interests and translate them into activities and services.
6.56
This approach has resulted in the development of a multi-purpose community, arts, tourism and business centre offering a programme of events and activities to meet the needs of everyone within the community.

6.57
The aim of developing a volunteer scheme is to support the long term sustainability of St Kessog’s with dedicated and enthusiastic volunteers, engaged in managing events, box office sales, running the information desk and front of house.  This is particularly important in view of the very limited full-time staff that are available to perform this function.
6.58
Setting up the volunteer scheme will involve developing:
	1. job descriptions and people specifications;

2. volunteer training programme;

3. volunteer information on the web site; and,

4. volunteer management system.


6.59
It is envisaged that there will be a core team of around 20 volunteers who engage on a regular basis, backed up by a secondary team of an additional 20 occasional volunteers.  The volunteer programme will be managed by the venue manager.

6.60
An example of a successful volunteer scheme in south west Scotland can be found at The CatStrand.  In the past year staff have engaged 136 volunteers in the running of a community bus, a newspaper and a venue. These people – some from highly skilled backgrounds – are generally semi-retired and retired and have provided the equivalent of £26,000 of staff time (based on an hourly rate of just above the minimum wage).  A recent focus group revealed that they are motivated by their sense of ownership and involvement with their venue, and they share the same vision – for their venue to continue to provide much needed facilities and services in their rural area.  This aim and vision should underpin the recruitment and use volunteers at St Kessog’s.
	7.
PROJECT COSTS


	Project Costs


Capital Costs
7.1 A budget cost plan has been prepared by Quantity Surveyors, Allan & Hanel following a briefing from project architect, Chris Johnstone of Dallman Johnstone.  The overall estimated cost for achieving what is detailed in the plans is £1,786,500 excluding VAT and external fabric repairs.  Other costs excluded include voice and data installations, upgrading existing or providing new incoming services, upgrading existing stairs if they do not comply with current building regulations and phasing of works.  VAT should, of course, be reclaimable given the charitable status of Callander Community Development Trust.  A summary of the breakdown of costs follows.

Budget Cost Plan Summary

	Downtakings and Alterations
	£75,000

	Substructure
	£10,000

	Superstructure
	£230,000

	Internal Finishes
	£100,000

	Fittings
	£165,000

	Services
	£510,000

	Drainage
	£25,000

	Preliminaries and Contingencies
	£415,000

	Professional Fees
	£277,500

	Planning Permission
	£2,000

	Building Warrant
	£7,000

	Total
	£1,786,500


7.2 A significant sum of at least £50,000 is allocated under contingencies for new exhibitions and displays on the ground floor.  Within the fittings cost allowances are made for new digital AV equipment, stage lighting systems for the lower floor Discovery Theatre and the upper floor Gathering Place based on inputs from a theatre specialist.  This sum also includes an allowance for retractable seating and banqueting tables and chairs on the upper floor.

7.3 To assist the Steering Group deliberations, a preliminary construction payment schedule has been prepared by the Architects in consultation with the Quantity Surveyors (Appendix 3).  This ties in with the draft design and construction schedule and shows payments due for design, planning and building warrant fees totalling over £160,000 in the period March-May 2009, a further payment of £55,500 in August for tender work and a series of regular payments during the construction period (October 2009 and June 2010).

7.4 The Steering Group will need to give early consideration to the draft programme timetable, the procedure for acquiring professional services and the steps required to ensure sufficient funding is in place. The timetable may require to slide back by three months to allow more time for funding commitments to be secured but there are inherent dangers in allowing the programme to be delayed too much, particularly due to the competing pressures on the Big Lottery Fund. This could  also mean the Tourist Information Centre will need to be relocated over the busy summer months.

Revenue Costs
7.5 These are covered elsewhere in the Plan (see paragraph 6.46)
	VAT and In-Kind Donations


7.6
Whilst this is a subject that will require expert advice, we consider that it is unlikely that the project operators will require to register for VAT.  As a charitable trust, the Callander Community Development Trust should be able to reclaim any VAT paid on the building works.  The main operating cost is staff, which is exempt from VAT, and whilst a small amount will be lost as a result of non-registration we do not believe it will be a significant sum.  The financial projections therefore assumed that the project is VAT neutral.

7.7
At this stage, we have not considered the position in respect of in-kind donations.  These will be part of the revenue generation package in the form of voluntary support and other donations but we are not in a position to comment on them further within the context of this Business Plan.
	The Funding Plan


7.8
Raising £1.8 million in capital funding and further start up and revenue support funds will be a major challenge for the Steering Group but it is clearly achievable, given the initial support from the Big Lottery and the EU funded Forth Valley and Lomond LEADER for this scoping and Business Plan work. There is also considerable goodwill within a number of public sector agencies and locally, within the community, to secure the future of St Kessog’s Callander as a sustainable and valuable community resource serving the needs of both residents and visitors.  There is, however, a need for a robust Funding Plan to be developed and acted upon quickly to ensure there is a realistic prospect of securing the funds required to proceed with the project in 2009/10.

7.9
It is outwith the scope of this Business Plan to source and negotiate funding contributions for the project.  We therefore recommend, at a very early stage, someone with a track record in fundraising is either seconded from one of the public sector partners or hired externally on a fixed term contract/consultancy basis to progress funding applications and to secure funding commitments from various sources. Another option, identified by one of the Steering Group members, is to work with the Development Trust Association who have specialist fundraising staff.

7.10
Notwithstanding these comments, we have made preliminary enquiries with some funding agency contacts and identified prospects for funding support, but obviously at this early stage it is not possible to secure firm funding commitments.  The community support  funding section of the Stirling Council website is also a useful source of information as this identifies a wide range of potential funding sources for a project of this nature which includes a blend of community, heritage, arts, tourism and cultural activities and uses. There are over 80 national agency, lottery and trust fund grant schemes which are relevant to this project but in reality, based on our experience and a recent review of funding sources, the number of real prospects are likely  to be in the region of 10–20 in what is a rapidly changing funding landscape.

7.11
An overview of some of the main potential funding sources and feedback from contacts is briefly summarised below.

7.12
The Big Lottery Fund- Steering Group members have already secured support in principle for the stage 1 outline proposal with funds being released for this Business Plan and other scoping work. Further discussions have taken place with Andrew Bauer, the Case Officer to discuss progress and to seek advice on some issues.  He confirmed capital cost funding of up to £1million was available with the contribution not exceeding 50% and revenue funding of up to 75% also available to support staff and other overheads over a 5 year period.  He indicated there was a reluctance to assist with the building purchase which reinforces the importance of securing the building at a nominal sum from Stirling Council as part of its ‘in kind’ contribution.  Issues he stressed as being important included demonstrating how organisational capacity building will be developed, the need for the project, the steps being taken to minimise displacement and ensuring the outcomes are clear and a good fit with the funding criteria.  There is considerable pressure on the remaining funds(£25million) and it is likely to be a 2-3 month assessment process from lodging the initial funding application. They can offer a grant award before all funding is in place but there needs to be a reasonable prospect of most of the funding being available as they are concerned to ensure the project gets underway within six months of grant approval.  Generally very supportive and interested in the target groups of Centre users identified to date.

7.13
Scotland Rural Development Programme- This is a £1.6billion programme of economic, environmental and social measures designed to develop rural Scotland over the period 2007-13.  It is very different from its predecessor and is outcome focused with the primary aim being to deliver a greener Scotland and to promote a wealthier and fairer rural Scotland. It will also contribute to the Government’s healthier and smarter Scotland objectives and help to strengthen rural communities.  It brings together a wide range of support schemes including enterprise and business development, diversification and rural tourism into a streamlined ‘one stop shop’ application process.  The programme has a number of overarching themes and a series of regional priorities are identified.  Preliminary discussions with Sandy Dean, who is based in the Programme’s Perth office, suggest that the priorities under the ‘thriving rural communities’ section are likely to be the best match for the project but this does not preclude contributions to other priorities such as ‘diversification of rural enterprise’ and ‘built and cultural heritage.’  Some of the measures are relatively new and to date very few projects which involve support for the provision of buildings and facilities for local communities have been received but they are keen to rectify this.  Technically there is no upper limit to the level of funding support but the indications are that if lottery funding is involved then 40-50% of the remaining balance, after the lottery award, is eligible up to a maximum of just under £200,000 (200,000 Euros). Sandy is happy to work with the Steering Group to ensure a strong application is submitted.
7.14
Other European Funded Schemes- The two most relevant funds are the Forth Valley and Lomond  LEADER and Lowland and Upland Scotland ERDF programmes. The LEADER programme is one of the funding schemes which comes under the umbrella of the Scotland Rural Development Programme(SRDP), but is managed by a local action group with a focus on pilot or innovative projects which promote economic and community development and help build stronger and richer local communities and business networks. Anne-Michelle Ketteridge, who is involved in managing this fund, considers there may be scope for a modest contribution towards innovative elements of the ‘products of the park’ and other local exhibitions and displays planned but it is likely that other measures in the SRDP will lever more significant funds.  This is similar to the views of Rob Gompertz from the team managing the Lowland and Upland Scotland ERDF programme.  There is limited scope for capital development contributions from this transitional programme which is also under considerable pressure from competing bids with stronger cases.

7.15
VisitScotland- The level of funding available for improvements to the Tourist Information Centre elements of the project are unlikely to exceed £10,000-£20,000 as VisitScotland has a very limited level of capital funds available for TIC improvements and following the endorsement of their review of visitor information services there will be competing demands from those TICs identified as being of strategic importance.

7.16
Scottish Arts Council/Scottish Screen- These bodies are due to merge next year as part of the Government’s Creative Scotland proposals and consequently grant schemes are likely to be subject to review.  Under the current arrangements. as highlighted in an earlier section, there could be scope for three sources of project funds: (1) capital contributions to building development and performance space fitting out including equipment costs; (2) revenue funding for arts programmes; and (3) audience development funding to increase and broaden audiences. It is estimated a sum of around £100,000 may be available as a capital contribution.

7.17
Scottish Enterprise- Funding within Scottish Enterprise is now much tighter following reorganisation earlier this year. Much of the regeneration funding has been transferred from Scottish Enterprise to local authorities which has resulted in limited funds being available for ‘place development’. A revised National Park Destination Plan  for the next few years is currently being prepared by Scottish Enterprise and this will outline key projects for potential funding support.  It is important to ensure this project features on this list and steps are taken to present a strong enough economic case to justify support.  It is anticipated no more than £50,000 will be available from this source.
7.18
Loch Lomond and the Trossachs National Park Authority- As indicated earlier, Park Authority representatives are very supportive of this project and in addition to being valuable participants in the St Kessog’s Steering Group they have expressed an interest in using the Centre for ranger events and larger meetings in a similar way to the Gateway Centre at Balloch. The introduction of ‘Products of the Park’ and more orientation displays to reinforce the eastern gateway role of the Centre is also considered to be important and could justify an annual revenue contribution of around £5,000 and a one off capital contribution of up to £50,000.
7.19
Stirling Council- Steering Group members have held a series of meetings with Stirling Council  at senior level  to discuss the transfer of the building to the community at minimal cost to enable a community led scheme to proceed. In addition to this ‘in kind’ contribution there is an expectation the Council will allocate some capital funding to support the development of the building. This has been the case with a number of community and arts related projects in recent years despite the growing pressure on budgets.  A contribution of, say, around £100,000 would make a significant difference to the overall funding package and help with leverage levels from some of the likely main funders.
7.20
Trust Funds- There are a large number of Trusts this project would be potentially eligible to apply for capital and revenue funding from but this will require detailed discussions with fund administrators and a considerable amount of follow up work in preparing submissions.  In recent years several community hall projects in Stirling District have been successful in securing funding support from a diverse range of Trusts including the Carnegie Trust, the Robertson Trust, the Esme Foundation, the Co-operative Community Fund and TSB Lloyds. Given the strength of the arts, heritage and cultural aspects of the project this opens up funding opportunities with other Trusts including the Gannochy Trust, the Sir Hugh Fraser Foundation, the Mackintosh Foundation, the MacRobert Trust and the Clothmakers Foundation.
7.21
Other Funding- To demonstrate the community commitment to the project it will be necessary to undertake some local fundraising as well as demonstrating ‘in kind’ support to potential funding partners.  We would therefore recommend an early launch of a ‘St Kessog’s Friends’ scheme and the exploration of fundraising opportunities.  There is also scope to secure low or nil interest loans from some sources if there is a shortfall in the funding package but this should be kept to a minimum to ensure the long term sustainability of the project is not compromised.
7.22
As mentioned earlier no funding commitments are in place but based on preliminary discussions and enquiries to date and our experience of other projects it may be possible to achieve a mix  of funding contributions over two financial years broadly similar to the breakdown in the table below. This will require a considerable amount of work by the Steering Group with some practical support from an experienced fundraiser over a relatively short period of time. There is also scope to secure some revenue funding contributions but the initial focus, with the possible exception of the Big Lottery, should be on the capital funding programme to try and ensure the project can be delivered within a fairly ambitious timeframe.

7.23
Possible Breakdown of Capital Funding Contributions

	The Big Lottery Fund
	£900,000

	Scotland Rural Development Programme
	£200,000

	Other European Programmes
	£30,000

	VisitScotland
	£20,000

	Scottish Arts Council/Scottish Screen
	£100,000

	Scottish Enterprise
	£50,000

	National Park Authority
	£50,000

	Stirling Council
	£100,000

	Trust and Foundation Funds
	£280,000

	Local Fundraising/Loans
	£70,000

	Total
	£1,800,000


	8.
FINANCIAL APPRAISAL


8.1
The financial model we have used was created by one of the senior partners in our Accountancy Associates.  The firm is a long-standing one and he is a Chartered Accountant within it.  The model was originally developed to meet the needs of the Heritage Lottery Fund.  The various assumptions which underpin it have been developed and defined earlier in this report but they are drawn together in the next section for ease of reference.

	Financial Model Assumptions


8.2
The various assumptions which have been fed into the model are detailed in chapters 5 to 7 inclusive. In particular, the summary Trading Account contained in paragraph 6.46 should be referred to although the definitive analysis is the one that has been prepared by our accountant and   discussed in more detail later in this chapter.
8.3
The income assumptions for the Discovery Theatre and the Gathering Place are detailed in chapter 5.  In addition, we anticipate rental income being paid by VisitScotland as the anchor role for tenant, with a contribution of around £5000 per annum also being made by the National Park Authority to cover “Products of the Park” displays, an exhibition on Callander's heritage and access to the Discovery Theatre and Gathering Place for Ranger talks and workshops.

8.4
Other income will be generated from bar and catering concessions for weddings and events, and from the attraction of sponsorship and other fundraising activities on an ongoing basis.

8.5
The main item of expenditure is staff salaries, expenses and employers costs which account for 51% of overheads (excluding costs of sale) even although the staffing complement is kept to a minimum and significant inputs are anticipated from volunteers and Friends.  This is therefore a reflection of the tight control that will be exercised on all overheads rather than any indication of overstaffing.

8.6
There is potential revenue support funding for five years from the Big Lottery at a rate of 75% of overheads to cover losses incurred, including depreciation.  In this instance, whilst we are projecting that the project will be able to meet its operating expenditure it will not -- without help -- be able to cover depreciation.  As will be seen in the later projections, however, a significant cash surplus can be built up with a support of the Big Lottery which will then allow the St Kessog's management to deal with renewal costs thereafter, although from time to time external funding support will all probability be required if major, unforeseen replacements are required and/or major work is needed to restore the fabric of the building.
8.7
These observations are initial in nature at this stage and will be returned to in the later financial analysis that follows in this chapter.  Before this, however, the development period is considered in the section which follows below.

	The Development Period


8.8
The development timetable envisages the work on-site beginning in October next year and being completed a year later.  If this is to be achieved, the planning and design work will require to begin in early 2009. Advance work will also be required in another three important areas: those of fundraising, marketing and venue preparation.

8.9
We recommend that an advance marketing budget of at least £6,000 - and preferably nearer £10,000 - be found for the advance marketing of the St Kessog's venue, especially in the conference market and locally for weddings and other venue hires through public relations activity.  In addition, the St Kessog's website will require to be constructed and optimised and space will need to be purchased in appropriate tourism publications.  Databases will also have to be researched and constructed and advance print material prepared.  During this period, relationships should also be built with others that will form the basis of future partnership arrangements in the fields of both marketing and programming.

8.10
This will clearly require money.  We would hope that this could be raised from one or other of the available funding sources but in addition St Kessog's will require to pursue its own fundraising programme.  A case will therefore need to be made for at least £35,000 to cover the advance marketing and equipment costs and those associated with the employment of a professional fundraiser, possibly on a consultancy rather than full-time basis.  Another £30,000 will be required to appoint the Venue Manager around a year before the venue opens and £25,000 needs to be allocated for the purchase of a computerised box office ticket system.
8.11
This is advance funding is of fundamental importance.  The Venue Manager will have a real contribution to make to the design of the building but he/she will also be required to make a contribution to fundraising activities as well as being responsible for the advance marketing programme.  In addition, negotiations will require to be completed with VisitScotland and the National Park Authority and relationships built with the numerous local organisations that have expressed an interest in using the new Community Cultural and Events Centre facilities.  Discussions with Stirling Council will also be necessary, especially in planning the performing arts programme.

8.12
The next two years are therefore going to be busy as well as important in the development of the new Centre.  Given this, it is very important that the new Venue Manager is appointed as quickly as possible through securing the necessary funding for this and the other advance activities that will need to take place.  In the financial analysis which follows in the next section we have assumed that, allowing for a little for contingencies, up to £90,000 will be available to meet costs incurred in the year before Callander’s new Community Cultural and Events Centre opens to the public.

	Forecasts and Analysis


8.13
The financial projections are encouraging.  Whilst losses are incurred in the first two years of operation due to demand building up over this period, the project moves into profit in the third year.  In year five it is earning £11,697 in profit and has built up £5,580 in retained profits over the five-year period. 

8.14 These figures take into account depreciation charge of £60,000 per annum in each of the first five years which will continue to be levied thereafter.  However, they also include an anticipated significant revenue subsidy which will be provided by the Big Lottery during this period.  This subsidy will not be paid beyond the year five.

8.15 Operating losses will therefore be made from year six onwards. Given the £60,000  annual depreciation charge, however, cash reserves will continue to build beyond the £317,227 that will have been amassed by the end of year five.  This will provide an excellent sinking fund which can be drawn upon to renew and refresh the St Kessog’s facilities.  We believe that this will be sufficient to cover normal reinvestment requirements but if major works are required for some unforeseen reason, the St kessog’s management would require to seek support from funding sources and/or raise the required finance through its own fundraising efforts.

8.16 In moving from draft to final report we will undertake sensitivity analysis which will provide further insights and test the financial robustness of the project.  This process will begin at the draft report meeting with the Steering Group to discuss this Plan.  In the meantime, we are encouraged by the initial analysis reported on above but it will be extended before the Business Plan is finalised.
	9.
THE COMMUNICATIONS PLAN


9.1
The marketing and promotion of St Kessog's to end users was discussed earlier in this Plan.  The Communications Plan will require to be a more internal document that sets out the means of maintaining contact and building relationships with St Kessog's key partners and stakeholders.

9.2
The most immediate partners and stakeholders at VisitScotland and the National Park Authority, given that both are tenants within the building.  Communications between the St Kessog's management and these bodies at a local level will be very important to the provision of cohesive services to visitors and Callander residents alike.

9.3
We would therefore suggest that regular tripartite meetings should be held, initially on a weekly basis but this can be extended once good personal relationships have been established, to discuss respective forward activities and to make sure that all parties are aware of them.  If there are implications for any of the partners they will need to be fully discussed and the way forward clearly mapped out.

9.4
The next stakeholders that will require to be kept in touch with on a regular basis are St Kessog's volunteers and Friends.  This can be achieved very cost effectively through established database marketing programmes such as “Constant Contact”, as discussed earlier.  However, these stakeholders are in effect part of the management team.  Over time, a small number of active volunteers willing emerge with whom more regular contact will be necessary.  Again, meetings will be the most effective means of communication but with working sessions being followed by some form of social interactivity, such as post meeting cheese and wine.  In this case we would suggest monthly meetings initially but this period should be capable of extension over time.

9.5
It will also be important for St Kessog's to establish itself as a key facility within the Callander community.  The Constant Contact newsletter will be one means of doing this as long as the wider community is well represented on the database but good relations should be established with a local newspaper in order to ensure that regular articles on the Centre appeared in it and in the Ben Ledi View.  In addition, inter-personal relationships between the St Kessog's management team and other local bodies, organisations and clubs will be very important on a number of different levels.  For example, a good relationship that exists between the key players in each of the Callander Community Development Trust, Callander Enterprise and the Community Council should be maintained and even enhanced whenever possible; and the Venue Manager will quickly need to establish his/her own persona with official bodies, partner organisations, important stakeholders, customers and the wider community within the town.

9.6
In addition to the establishment of good relationships within Callander the St Kessog's management will require to work with others outside the town.  Those responsible for the arts in Stirling City will be especially important but making relationships with national bodies such as the Scottish Arts Council will also be important, as will the maintenance of good communications and relationships with funders, who services and support may well be needed in the future.  As far as they are concerned, the relationship is one that should be based on mutual respect and trust.

9.7
The basis of the Communications Plan is obviously public relations activity and the establishment of good interpersonal relationships along with using the power of today's technology to maintain ongoing contact with important customers and stakeholders.  Public relations activity, of course, needs interesting hooks if it is to be effective.  Generally, these will come from developments within the Centre and the new initiatives taken by it but they can also be based on information gathered on the effectiveness of St Kessog's various activities.  The monitoring and evaluation of these activities, which is important in its own right, can therefore also make a contribution to the Communications Plan.  Monitoring and evaluation is there for the subject of chapter 10.

	10.
MONITORING AND EVALUATION


10.1
Monitoring and evaluation is not an end in itself but it is a vital means to the end of improved performance through the assessment of marketing effectiveness and customer, visitor and user satisfaction, with benchmarking of results and key performance indicators being employed whenever possible.

10.2
Cost-effective measurement systems will therefore require to be put in place from the outset.  These should focus on the measurement of all forms of marketing activity, ideally in terms of the Rate of Return (ROI) earned on each marketing investment.  Database marketing should be relatively easy to track and assess in terms of returns but web and electronic marketing can be much more challenging.  Here, the use of vouchers can be helpful as can periodic on-site research amongst users, visitors and customers.  These methods can also be used to track the effectiveness of leafleting: indeed, they are probably the only means of doing this.  Marketing partners will be as keen as the St Kessog’s management to measure and evaluate the success joint activity, with coding, vouchers and primary research individually and collectively providing options for consideration.  In this case, however, the chosen option will depend upon the nature of the joint marketing activity and the budget available to assess its effectiveness.

10.3
User, visitor and customer satisfaction should also be measured as it will provide valuable insights which can be acted upon.  Even customer satisfaction, however, is not an end: it is a means to the end of encouraging repeat and referral business and maximising the lifetime value of each and every St Kessog’s user, visitor and customer.  The design of effective customer satisfaction questionnaires is beyond the scope of this Business Plan but we would urge care in addressing this as most customer satisfaction surveys produce rather anodyne results which may be comforting but have little real value.  In designing the questionnaire, therefore, the end of maximised lifetime value should always be kept in mind, as should the marketing follow-up action needed to reap the “satisfaction dividend”.

10.4
Monitoring and evaluation findings will be invaluable, especially if they can be linked to key performance indicators (KPIs).  These will need to be developed but they will be much more powerful if they can be set within a relevant, relative context.  For example, knowing that St Kessog’s achieves a marketing effectiveness ROI of 5 to 1 is interesting but it becomes much more valuable if one also knows that a similar facility in another area is achieving an ROI of 12 to 1.  Similarly, data that shows that 50% of St Kessog’s customers return and that 20% of them recommend the facility to others is encouraging; being able to compare this with a similar facility that achieves only a 30% return and a 10% recommendation rate is even more so.

10.5
Given this.  St Kessog’s should work with others wherever possible in both gathering and sharing information on a meaningful and informative basis that is also consistent.  This should not be restricted to similar facilities in the immediate area: there may be scope for the St Kessog’s management team to take a national initiative in this field to everyone's benefit.  In doing so, it will not only collect vitally important management information and to do so on a highly meaningful basis but it will also in many ways help to reduce the risks that surround all projects and their sustained success.  Our assessment of risk as far as St Kessog’s is concerned is therefore considered in more detail in Chapter 11 and brings this Business Plan to close.

	11.
RISK ANALYSIS


11.1
We have identified eight particular risks which will require to be managed as the project develops.  More will become apparent as the process of development advances.  Given this, the table below should not be seen as either final or definitive at this stage.  Rather, it is both initial and indicative.

	Description
	Impact
	H/M/L
	Probability
	H/M/L
	Existing Controls
	Action Required
	Lead Responsibility

	Failure to agree on detailed design
	Would delay, and could halt, development
	H
	Very unlikely as real support for what is planned
	H
	Widespread community consultation
	Provision of final plans and costs
	Steering Group

	Failure to raise capital
	Would halt development
	H
	More work needed but funding plan looks credible
	M
	Business Plan provides targets to pursue
	Need detailed discussions with potential funders
	Steering Group

	Delay in funding application process
	Could put project in jeopardy
	M
	Demand s follow-up action to Business Plan and appointment of professional help
	M
	Way forward mapped out in the Business Plan
	Raise funds required to appoint fundraiser and Venue Manager
	Steering Group

	Delay in completing the project
	Not significant provided costs are contained
	L
	No reason to believe this will happen provided funds raised on time
	L
	Recognition that early appointment of architect and professional staff required
	Appointment of architect, fundraiser and Venue Manager
	Steering Group

	Failure to meet income and expenditure targets
	Main impact would be inability to renew/refresh through reinvestment
	M
	Business Plan projections not seen as over-ambitious and therefore achievable
	L
	Preparation of Business Plan and financial forecasts
	Appointment of professional staff and management to deliver Plan
	CCDT and the new Trading Company

	Escalation in development costs
	Would have a very serious impact if allowed to happen
	H
	There is always this probability in capital projects
	M
	None currently in place but appointment of professional staff will address this
	Appointment of architect and Venue Manager the latter ideally having project management experience
	Steering Group

	Failure to renew and refresh project
	Less significant than in a visitor attraction but would nevertheless be regrettable
	M
	Media probability given the scale of deprecation charges
	M
	By obtaining initial ongoing revenue funding support in order to build up sinking fund
	Succeed in attracting Big Lottery support
	Steering Group and fundraiser when appointed

	Loss of public sector support
	Could be high impact as key agencies are important to the project
	H
	Again, no reason to believe this will happen
	L
	Direct involvement of key agencies in project development
	Maintain an ongoing contact with key agencies
	Steering Group and new management when appointed


11.2
There is one further risk that would have a very high impact but which fortunately has a very low probability.  This would be the loss of community support.  It is unlikely to occur in view of the very strong local support for the project and the actions taken by the Steering Group in involving the local community in its development.  This should continue on an ongoing basis.

11.3
Given this, the immediate high-risk that will need to be addressed is the failure to raise the necessary development capital.  Time is short and the burden of dealing with the various funding bodies will fall on the Steering Group unless and until professional help - ideally through the appointment of a fundraiser but more practically through consultancy support in the short term - is engaged.

11.4
Thereafter, it will be equally important that development costs are controlled and come in within budget.  The appointed architect has an obvious role to play in this but we believe that the main responsibility will need to lie with the appointed Venue Manager who should have short and medium term experience that will allow this individual to play a key role in both the development of St Kessog’s and its ongoing operation thereafter.

11.5
This initial Risk Analysis brings to the Business Plan to close.  We hope that it meets the needs of both our client and the various funding bodies in making its own contribution to a project that is clearly desired by the Callander community and which could yet prove to be not only significant to the wider development of the town but even a catalyst that will help to bring this about.
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