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Background

1.01 During the first spurt of growth in tourism in Ireland in the Sixties there was some innovative investment in heritage tourism, primarily in the mid-west, with the Medieval Banquets and Bunratty Folk Park. While heritage has always been a key feature of the Irish tourism product, it is only in the last 15 years that it has become a central concern of product development policy.   

1.02 The Seventies and Eighties were a time of stagnation in the industry as terrorism ripped through Northern Ireland and raging inflation robbed the Republic of any remaining competitiveness. When a new Fianna Fail Government under Charles J. Haughey surged into power in 1987 one of its many ambitious promises was that it would double tourism in 5 years. Faced with delivering on this promise when appointed Chairman and Director General of Bord Fáilte in 1988 the late Martin Dully set out a four-part strategy to transform the promotion, product, competitiveness and distribution of Irish tourism

1.03 Deputy Director General Matt McNulty launched his “New Framework for the Development of Irish Tourism” in 1989. Very soon massive resources were marshalled behind the implementation of this plan with the allocation of €187million of EC structural funds to stimulate the investment to produce an internationally competitive tourism industry.

1.04 Development Manager Seán Browne shortly afterwards summed up the scale of change by saying that he now had the capacity to do each year for the next five years what would have previously taken 60 years to achieve. 

Rationale

1.05 Browne soon realised that that having vast resources at his disposal was little more than “an excuse to make more mistakes more quickly”. McNulty had already earmarked significant tranches of the budget to create exciting things to see and do and his development plan had identified certain heritage-related specifics such as “Theme Towns” and touring routes linking major tourism centres.

1.06 Browne knew from his background as Regional Tourism Manager in the Mid-west that heritage offered the main opportunity for tourism attraction development. The Tourism Operational programme earmarked €63million to support up to 145 heritage tourism projects. It was clear that an overarching Heritage Strategy was needed to guide the development process.
Implementation – Defining the Strategy

1.07 The central plank of the strategy to emerge was that heritage attractions should be developed which helped the visitor experience true “Irishness” or Irish identity. It proposed to achieve this by building upon the dominant themes which shape heritage and culture, in an Irish context:

· Landscape and Nature

· Working for a Living

· Ritual and Religion

· Building a Nation

· The Spirit of Contemporary Culture

1.08 The strategy went on to stress the need to get away from duplication in attraction development by examining the range of contrasting storylines which emerged from the chosen themes and by using individual storylines as the basis for vibrant new attractions. 
1.09 A locational strategy was also proposed which 


         emphasised the need to build upon indigenous 


        local features and connections and the need 



            to create a network of attractions nationally 



     which took account of established touring patterns..   

1.010 The proposal for ‘Theme Towns’ was endorsed 


        and expanded under the label of ‘Heritage 



  Towns’.
Marketing – Communicating and Promoting Adoption of the Strategy

1.011 The Strategy was launched at a major national conference in 1990. The conference was also used to develop awareness of other crucial issues raised in the Heritage Strategy report – interpretation planning and techniques, quality of operation, using consultancy effectively, and the need for a commitment to marketing.    

1.012 A committee was formed to take the strategy forward. It was chaired by Bord Fáilte and had representation from other key players in the attraction development area – the Office of Public Works, which operated over 40 State-run heritage facilities, the Regional Tourism Authorities (RTAs), Shannon Development, the State agency with tourism responsibility in the Mid-west, and the Local Authorities. The committee focussed on assessing all the heritage projects seeking grant-aid nationally and trying to match them up with the overall grid of Themes and Storylines.   

1.013 Theoretically, this should have ensured the carrying through of the strategy into reality, as those represented on the Committee represented the vast majority of heritage projects being proposed for implementation. It provided Bord Fáilte with a strategic planning tool to adjudicate development proposals.

1.014 On the marketing front a Product Marketing Company – Heritage Island – was established to represent heritage attractions.   

1.015 A Directory of Consultants was produced listing all known consultants in the field, identifying their specialisations and offering guidelines on the use of consultancy. 

1.016 A bi–annual survey of visitors to tourist attractions was instituted which explored visitor profiles and reactions, and an analysis of attendances at all tourist attractions in the country was published. These initiatives helped greatly to develop a better understanding of the product and to improve the quality of planning for new attractions.

1.017 A Diploma in Irish Heritage Management was initiated at University College Cork.

Monitoring

1.018 A second Heritage Tourism conference was held in 1992 to take stock of progress and to continue to reinforce the strategy. This was enormously successful in terms of scale and support, with attendance from practically every tourism attraction or prospective tourism attraction in the country. A heritage consultants’ exhibition was held in conjunction with the conference. 

1.019 A review of actual developments against the strategic plan concluded that the strategy had proved an effective vehicle with its objectives being achieved.

1.020 A visitor survey confirmed increased levels of visitor satisfaction. 

1.021 The following pattern of budgetary allocation began to emerge:

€m

%

Heritage Towns
6.7
9.7

Literary museums
2.7
3.9

National Historic Parks
17.9
25.7

Genealogy
1.5
2.2

Historic Houses/Interpretative Centres
35.6
51.3

Tourist Information
2.5
3.7

Theme Parks
2.4
3.5

TOTAL
69.3
100.0

Improvements and Developments

1.022 By now work was starting on planning for the second tranche of Structural Funds, to operate over the period 1994-1999. A review of the first phase indicated that a total of €70million in grant aid would be allocated to heritage projects, representing a total investment of €127million. The main problems identified were:

· Too many small-scale attractions capable of making little impact.

· Too many attractions simply projecting themselves as “Heritage Centres” without a distinctive identity

· A still inadequate marketing commitment

· A low-level of private sector participation

1.023 Meanwhile Heritage Tourism attracted the attention of the general public for all the wrong reasons. Proposals by the Office of Public Works (OPW) to develop major interpretative centres at National Parks in Wicklow and the Burren and at the Boyne Valley Archaeological Park ran into fierce opposition from conservation interests. In essence OPW were responding to the heritage strategy as well as to their conservation brief, but their opponents maintained that the interpretation should take place in nearby villages and towns rather than on sensitive sites.    Even Bord Fáilte aligned themselves with the objectors. A major national controversy raged for almost a decade, which even shook the foundations of Government. The eventual outcome was that the Boyne Valley proceeded, and is a model of its kind, while the other two projects were abandoned. As a direct result, all public authority developments were brought within the planning acts and OPW lost its heritage functions to a new body – Dúchas – operating under the aegis of a separate Government department. In the eyes of the public the term ‘heritage interpretation’ became somewhat devalued.

1.024 The Tourism Development Plan 1994-2000 acknowledged that EU funding support for tourist attraction development was coming from a number of other significant sources other than the Bord Fáilte-administered tourism grant funds. Chief amongst these were the LEADER programme, an Agritourism grant scheme and Interreg. Other sources of support included the International Fund for Ireland and the Business Expansion Scheme.   Accordingly the plan sought to set out strong policy guidelines in relation to best practice on heritage tourism development and location policies. At the same time Bord Fáilte sought mechanisms to influence the quality of decision-making in the independent schemes. As an example, RTAs were represented on LEADER tourism committees and they directly administered the agritourism grants on behalf of the Department of Agriculture.   

1.025 The Tourism Development Plan 1994-2000 pointed to some key policies which were desirable:

· Attractions should have an authentic base in the area where they are developed.

· Quality of access, presentation, signposting, information needed continual upgrading at attractions.

· Attractions should never diminish the atmosphere and the setting of the feature upon which they are based.

1.026 When the Operational Programme for Tourism 1994-1999 was eventually published it earmarked a total of €206million for tourist attraction development, including heritage tourism. When private sector matching investment was taken into account this was envisaged to represent at total programme costing some €235million.

1.027 A target was set that projects to be assisted should be seeking support of at least €63,000 to qualify.

1.028 On this occasion there was provision for significant grant aid for National Cultural Institutions and for a small number of major projects, not necessarily in the heritage field.   

1.029 The Operational Programme did not spell out a requirement that all policy guidelines from the Tourism Development Plan be applied to grant application evaluation, but it was left open to Bord Fáilte to draw upon these during the grant administration process.

1.030 By 1995 the Government had decided that Bord Fáilte should become a primarily tourism marketing agency and shed much of its product development activities. While it continued to administer the ERDF grants these were subject to final approval by an external Management Committee appointed by the Minister. Also there was a major reduction in resources devoted to strategic planning, particularly in relation to product development.   

1.031 During the period 1994-1999 a total of €190million was allocated in grants to support heritage attraction development, resulting in a total investment of some €317million. Certain significant new initiatives were undertaken.   

1.032 The Great Gardens of Ireland Restoration Programme was introduced with a specified amount of the total funding allocated to it. This represented a new element of pro-activity in that detailed criteria were set down for what was sought – projects to restore former great gardens to their original glory – and suitable applicants were identified and urged to apply.   

1.033 A new Tourism and Environment scheme was also introduced and applications were invited for conservation initiatives, many of which had potential to help new heritage attractions to emerge. In this scheme a “call for proposals”, rather than evaluation of each application individually, was introduced for the first time. This facilitated a process whereby the best overall package of projects could be chosen.

1.034 By 1999 work was underway again on planning for the third round of structural funds. Bord Fáilte commissioned a Tourism Development Plan from external consultants, and once again Seán Browne was involved, as he had now moved from Bord Fáilte into private consultancy, as was Terry Stevens.    

1.035 The plan this time put a much heavier emphasis on the need for the grant schemes to be more selective, to ensure achievement of the planning objectives.   

1.036 New attractions seeking grant assistance were required to have the capacity to achieve minimum attendances of 100,000 p.a.   

1.037 The investment priority was identified as the upgrading of existing attractions which are part of a strategic cluster of facilities.  

1.038 A development framework was introduced whereby major tourism centres were excluded from new product grants. The other elements of the framework were Developing Tourism Areas and Special Interest Areas. So to qualify for support, heritage projects needed to be situated in the Developing Tourism Areas.   

1.039 By the end of 2002 the first grants had yet to be allocated, so it is too early yet to say what the outcome will be.

Key Lessons

(1) Very large budgets are necessary to influence national heritage tourism planning
(2) Product development should be firmly rooted in strategy, structured thinking and overall coherence. This allowed private sector initiatives to flourish as at Powerscourt (see later) that received no public funding
(3) Clear rationale and market potential; in-depth market research and sustained marketing commitment are needed

(4) There is a need to balance conservation with presentation. This is well exemplified in both the subsidiary case studies that follow
(5) Attraction development must be sustainable and relevant to local community

(6) A strong spatial dimension is required with a minimum 100,000 visitors per annum before grant aid was made available
(7) A focused lead body with strong partnership approach needed
(8) Attractions should have an authentic base in the area where they are developed
(9) Quality of access, presentation, signposting, information needed continual upgrading at attractions
(10) Attractions should never diminish the atmosphere or the setting of the feature upon which they are based
(11) Development of management and operational skills should be prioritised
(12) Goal should be to develop a limited number of attractions of sufficient scale to develop an international reputation

(13) Dilution of finite visitor potential through developing a plethora of minor attractions should be avoided
(14) Achievement of this requires finding a way to influence a wide variety of funding agencies
(15) Visitor management planning should be prioritised
(16) Heritage needs to be protected from shoddy exploitation

(17) On-going monitoring and evaluation is required
(18) A commitment to on-going development and refinement is needed; this is generally based upon master plans for each project
Highlights of Innovation

· Whole country coverage with a national strategy

· The concept of Themes and Storylines

· Cooperative approach with the multiple funders

· Integrated approach, covering product development, marketing, HRD, operations, research.

· The Heritage Towns initiative

· The Great Gardens Restoration Programme

· Brú na Bóinne Archaeological Park (see Case Study – Appendix 1)
· New National Museum

· The Diploma Programme in Irish heritage management

· Innovative commercial approaches from private sector heritage operators such as Powerscourt (see Case Study – Appendix 2)

“The programme recognises and builds on our strengths, highlighting our heritage, bringing to life our natural resources and expanding our range of facilities.” Charlie McCreevy T.D. Minister for Tourism and Trade, launching ‘Tourism 2000’, the Operational Programme for Tourism 1994-1999.

Appendix 1

Brú na Bóinne – Case Study

Brú na Bóinne (incorporating Newgrange)

County Meath, Ireland

Interview with Eamon Keane, Visitor Services and Operations Manager

A. BASIC FACTFILE 

Description:
The lower reaches of the Boyne Valley (Brú na Bóinne) incorporates a complex of archaeological sites in an important landscape setting. The most famous site is the passage tomb of Newgrange. Newgrange is renowned for the unique phenomenon whereby only on the winter solstice, the rising sun at dawn illuminates the inner chamber. There are some 70 individual monuments in the complex, including two other large sites of Dowth and Knowth. In 1993 UNESCO designated the complex a World Heritage Site. 

Purpose: 

The primary aim of the management of the complex is the conservation of the ancient monuments. The secondary aim is to help visitors understand and appreciate the heritage and cultural implications of these monuments. The valley is managed in an integrated manner in order to broaden the visitor experience and to interpret the monuments in the context of the landscape. 
Location:

40km NE of Dublin, near Slane

Site: 

The site is located in a ‘U-shaped’ area of land formed by a meander of the River Boyne.

Scale: 

Large – 235,000 visitors per annum with 1,500 on optimum days

Size:

The ‘core area’ of the visitor experience is approximately 780 hectares. There are 200 car park spaces, nine coach spaces and overflow car parking for a further 100 vehicles. 
Ownership:
Enclaves of land around the individual monuments and the monuments themselves in the ownership and guardianship of the State. The complex is managed by Duchas: The Heritage Service, the State body responsible for the management and presentation of ancient monuments in Ireland. However, 95% of the land forming the ‘core area’ of the visitor complex is privately owned agricultural land. 
Management:
Duchas: The Heritage Service, a division of the Department of Arts, Heritage, Gaeltacht and the Islands. 
Funding:
The implementation and operation of the management arrangements are financed directly by the State. The aim is not to make an operational profit but to balance the running costs with site income. The café is run under a concession. The shop is operated by the Regional Tourist Authority. 


Initially earmarked for ERDF funding. However, eventually the capital funding was provided by the State. 

Main

Influences:
The need for an integrated approach to managing historic sites in their setting and to move away from a site-based approach. This was prompted by the unprecedented levels of visitor pressures that emerged in the mid 1980s.
Catchment:
Within the Dublin day visit catchment for residents and tourists and on one of the main tourist routes to and from the North and the North West of Ireland. 

Visitors:
During the late 1980s, Newgrange was receiving 80,000 visits per annum. By 1993, this had increased to 120,000 with accompanying issues associated with over-use and a reduced visitor experience. Today the complex receives over 230,000 visitors per annum without the problems of overuse. 

Product Base:
Heritage sites in a landscape setting
Opening Hours:
Complex arrangements depending upon the time of the year and the actual sites to be visited. The visitor centre is open all year. 

Admissions:
There are four combinations of possible visit choices for the public including (1) Centre only, through to (2) Centre with Newgrange and Knowth. There are then four categories of charging for the different market segments (Adult, Child/Student, Group/Senior and Family). The simplest combination is adult centre only = £2; the most complex is a family rate for the three elements = £12.50.

Staffing:
At peak times the complex employs 55 staff in total. This includes 11 mini-bus drivers, three working for the RTO, 14 in the tea-room and eight guide/interpreters in the Centre. There is a policy to employ local people. The site is managed by a senior Duchas officer based at the HQ in Dublin. Marketing is also undertaken centrally in Dublin. 

B. HISTORY 

Origins:
Visitor pressures on Newgrange in the early 1990s and the inevitable environmental damage was a cause for concern for the Office of Public Works. There was also recognition that the local communities had not benefited from the growth of visitors to the monument and, further, any alterations to the routing of visitors to access the site would exacerbate the problems for community economic gain. 


It was clear that a strategic response was necessary to tackle the issues on an area-wide basis and in an integrated manner. A Committee of representatives of local, regional and State interests was convened to consider future management options. The Committee made five recommendations:

· Additional legal and physical protection for the antiquities

· Acceleration of the reinstatement/presentation of the other major sites in the complex

· Provision of a new internal transport system

· A new visitor arrival focus

· Introducing demand management and dispersal techniques. 

These recommendations were presented in a Master Plan for the Boyne Valley. They were initially unpopular but the involvement of landowners and the local community and the sharing of the vision led to its adoption. The Master Plan has an initial ten-year time frame and is recognised as an ‘evolving’ concept. 

The introduction of new infrastructure and a visitor arrivals/management centre are regarded as the keys to successfully managing the visitor experience. The full range of facilities opened in 1997. Observing visitor capacity thresholds is a fundamental element of sustainable use. Visitors have responded well to the concept and to the approach. 

Evolution:
Duchas recognises that this is a long-term project. The local community now accepts this. There have been a number of relatively small-scale but fundamental improvements over the past 18 months to improve the management and the capacity of the site. These have included increasing the capacity of the tea-room to 120 to facilitate use by coach parties and to increase the handling potential of the centre on wet days. The involvement of the RTO is an important feature and secures them as a partner. Interestingly, visitor numbers to Newgrange are actually down by 8.4% on the 1996 numbers (thus relieving pressure) but numbers overall increased by 9% in 1997.

SUCCESS 

Numbers:
There is an improved spread of visitation throughout the year. Visitor numbers in January and February have doubled over the past two years. Numbers to the complex now stand at 235,000 in 1999. Increased capacity of the site on a year-round basis.  

Income:
Self-sufficient in running costs.  

Other:
Wider socio-economic benefits for the community, resulting from direct employment and the gains locally of increased tourist activity in the community. 

People:
Local community involvement and participation essential but the project championed by Eugene Keane. The new way of thinking coincided with (i) the State’s desire to make better use of its heritage and cultural resources for tourism, (ii) the strategic tourism thrust provided by Bord Fáilte, (iii) the reorganisation within the Department to effect a more responsive approach to heritage site management and presentation and (iv) the availability of ERDF funds for heritage projects. 

C. BEST PRACTICE/INNOVATION 

Product:
The adoption of an integrated approach that genuinely embraces socio-economic objectives for community involvement and benefit. The shift away from a site-based management approach and the introduction of an area-wide visitor management plan with alternative transport systems and a range of ‘choices’ or experience options for visitors, regarded as being innovative and successful. The importance of an overall master plan and vision statement is emphasised. 

Funding:
Following the political decision not to use ERDF funds for the project, it was vital that the Department were able to see the benefits of a Master Plan and the evolution of the project with the potential to grow numbers and income in a controlled and manageable way. 

People:
The involvement of local landowners and the local communities at an early stage and allowing them to share and influence the vision. The provision of direct employment for local people is important. The success of encouraging visitors to stay longer in the area and to spend time and money in local towns and villages has been an unpredicted benefit. Partnerships are vital for the delivery of the project, including the RTO. Public awareness and consultation have been a key to success. There has been a need to retrain managers within the Organisation. 

Marketing:
Undertaken centrally from Dublin but an essential feature is the use of and development of a brand and identity for this project. 

Appendix 2

Powerscourt – Case Study

Powerscourt House and Gardens

County Wicklow, Ireland

Interview with Sarah Slazenger, Tourism and Marketing Officer

A. BASIC FACTFILE 

Description: 
Situated in the Wicklow Mountains, Powerscourt has been the site of an Anglo-Irish Castle since 12th Century. The present house and gardens date from 1730s. In 1961 the estate passed to the Slazenger Family. Public access to house and various themed gardens. House has been restored following a fire in 1974 to include restaurant, boutique shops, functions suite and exhibition. Estate also includes golf course, farmland and woodland

Purpose: 
The development of leisure and tourism activities is a strategic diversification in order to keep the estate as a unit. These enterprises generate profits that are re-invested into the estate.

Location:
12 miles south of Dublin off the N11 Dublin – Wexford road at Enniskerry
Site: 
On south facing slope overlooking Wicklow mountains and rivers Dargle, Glenculley and Glencree.

Scale: 
Large – currently 230,000 paying admissions to the Garden and Exhibition and 115,000 just for retailing.

Size:
1,000 acre estate incorporating ‘core area’ of gardens, house, and garden centre of approximately 55 acres and golf course c 150 acres

Ownership: 
Whole estate remains in the ownership of the Slazenger family

Management: 
Family operated and managed. There are three main cost centres (1) Golf Course (2) Tourism Enterprise (3) The Agricultural Estate.

Funding: 
Entirely self funding through borrowing and the sale of 100 acres for building. A small Bord Faille grant (ERDF) for interpretive exhibition.


Main 

      
Influences: 
Recognition that needed to build all-weather indoor facility to complement the Garden’s ability to generate repeat business. Visited many places, talked to many people, and researched fully.

Catchment:
Primarily south Dublin for the resident markets and for VFR but on the main touring route (i) South to Wexford/Waterford and (ii) local day touring route into Wicklow Mountains. Shifting now to 50:50 local: tourists from a 30:70.

Visitors:
Enlarging the resident day visitor market with the retail/food product offer.

There are no formal visitor surveys other than the all-Ireland one undertaken by TDI every two years. But all staff must listen to the customer

Product Base: 
Originally gardens with heritage now multifaceted with increasing emphasis upon retailing and food service. There is a strong policy of integrated activity on-site e.g. apartments for golf packages in out buildings; garden centre product range provoked by garden features. Restaurant and function rooms. 60 member golf clubs.

Opening Hours:
Daily 9.30 – 5.30 year round everyday except Xmas.

Admissions:
230,000 fee paying 115,000 free

Aim to increase by 30% both in 3 years.

Staffing:
(i) 70 full-time on estate including golf and tourism aspect

(ii) 30+ Fe with retailing 


(iii) casuals for functions.
B. HISTORY 

Origins:
Anglo Irish estate dating from 12th Century. Major design of Gardens and new house in 18th Century (Architect: Richard Castle). Wingfield family opened grounds to the public in 1940s primarily local access but by 1970s part of tourist trail.

1974 accidental fire devastated the house. This prompted the owners, Slazenger Family, to review the options for the future management of the estate and the house in 1980s.

Undertook a considerable amount of research and the preparation of a Master Plan with a development strategy. The future of the estate was predicated upon securing planning permission for 100 houses in Eagle Valley. Established good working relationship with Wicklow County Council in developing this strategy.

Evolution:
1994/95 original planning approval for the development of the estate including 100 bed hotel in the House with some new build.

Once a physical solution to providing a cost effective roofing structure had been found other opportunities developed. Research revealed the demand for retail, good food and gardens.

Realisation of the importance of reacting quickly to changing demand.

C. SUCCESS 

Numbers:
Predicting doubling of non-charging business but with potential to convert to repeat visit to see Garden. 

Income: 
Development of a range of income streams from a diversity of sources.

Other:
(1) The retailing and the restaurant


(2) Plans to double


(3) The golf plans to add second course and 150 bed hotel


(4) Extending Garden Centre

People:
(1) Empowerment of staff

(2) Streamlining activities through new technology to make work more efficient.
D. BEST PRACTICE/INNOVATION 

Product: 
(1) Quality retail outlets operated by a respected and well known brand leader (AVOCA) who also operates their own centre locally; (2) Quality food and drink with specialists for casual (AVOCA) and for functions (FITZES); (3) Emphasis on quality gardens and large garden centre. The future will see the further development of retail and garden centre. (10,000 sq. ft. retailing now doubling) 

Funding: 

(1) Novel approach to pricing policy with pay perimeter at exhibition in house allowing access to garden rest of grounds and retail no charge; (2) The diversification of the estate’s tourism base to create multiple revenue streams and capital; (3) Multiple revenue streams.

People: 

Importance of working closely with one tenant and building a close relationship.

Marketing:
(1) Emphasis upon quality in all aspects of presentation (2) Decision not to become an events venue as this would despoil core product (3) nurturing relationship with film studios (4) importance of season tickets and local ‘ambassadors’.

Branding:
Realisation and exploitation of Powerscourt as a brand in 1992 has been key. This uses the icons of the flying horse. Now stress upon Powerscourt. Quality and brand value essential. Price less important.

E. KEY PERFORMANCE INDICES 

(1) 5% of turnover on marketing

(2) 20% of turnover on staffing and wages

(3) 60% of income from gate receipts

(4) 12% from restaurant concession

(5) 23% from retail concession

(6) 5% from filming/facility fees

(7) The importance of a strategy and Master Plan that establishes a vision and provides a benchmark for constant re-assessment.
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