Response to the Christmas Festivities Call in
	Overall

	After last year’s first magenta ice rink and its perceived success – 7,000 skaters had a great time (see below for examples of positive feedback.)

With the increased popularity of ice skating during the past twelve months there is an expectation that the rink will return in 2008. There are rinks operating in both Manchester and Trafford (user prices are higher at both) and Salford’s residents should have the same opportunities as residents of other cities. It is more economical and environmentally friendly for them to use an ice rink on their doorstep than to have to travel out of the city and pay transport costs and higher usage fees.  In the current economic climate this offers Salford a ‘real’ cheaper alternative to entertain their families during the festive period.


	Positive feedback

“I believe that the event was a huge success and this is reflected in the numbers that attended the event….. So, congratulations and a big thanks to everyone who made the event happen and provided many people with entertainment, fun and enjoyment.”

Charlotte Roberts, Pendlebury

“I would just like to pass on to you that we took a group of children down to the rink on Tuesday and they had a fabulous time. None of the group had ever had the opportunity to ice skate before. The staff were very organised, helpful and courteous. One child sought the attention of the paramedic who was on sight (nothing serious) who was very thorough. I think it has been great for Swinton to have this activity available and would love to see it as a regular winter feature. Well done!” 

Pat Higson, Swinton

“I for one think that it is a great idea, and really brings life and Christmas to Swinton. I’ve lived here all my life and think that it is wonderful.”

Adele Farnworth

	

	REASONS FOR CALL IN

	1.  Proportionality (meaning the action must be proportionate to the results to be achieved)

	“The decision commits £147,587 of public money to the event; £119,587 from the council budget plus electricity costs. The stated aims are to support Christmas shopping with a subsidiary benefit of an increase in PR profiling.

“No assessment of the success in this regard of last years ice rink has been carried out, but at a time when recession is biting it is perverse to spend so much money with no defined targets and an expectation that a large loss will be made.”



	Response:

A full operational and marketing evaluation was produced to evaluate the success of the 2007 ice-rink.  This formed the basis for the proposal for this year’s event submitted to Lead Member for consideration. 


	An outline budget for 2008 is shown below.
Title

Detail

Cost

Ice rink hire

650m2 rink including all plant

£85,350

Event delivery 

External management company to deliver the event (in the absence of an in-house events officer), including all rink management and operational staff

£32,385

Production

Production costs associated with bringing in a rink supplier

£20,000

Security

Professional security staff throughout non-operational times

£12,552

Toilets 

Trailer-mounted toilet unit + 2 x wheelchair accessible units

£3,000

Box Office cabin

24ft x 19ft office cabin 

£1,800

Decking/flooring

To support the rink and offer brandable boards

£9,000

Lighting

To aid security and ensure a fully lit site

£1,500

Medical support

Ambulance provision for weekends

£2,500

Sundries

Signage, cable ties, tape, H&S provisions etc.
£1,000

Grounds Maintenance

Restoration of the lawns

£2,000

TOTAL ESSENTIAL EXPENDITURE

£171,087

Marketing and branding expenditure
To promote the event

£14,000

TOTAL EXPENDITURE

£185,087

Income from partners
Salford PCT
Urban Vision 
City West Housing Trust
Salix Homes

GMPA

TOTAL

£10,000

£10,000

£6,000

£2,500

£2,000

£30,500
EXISTING EVENT BUDGET 

Marketing & Communications
£45,800

TOTAL 

£76,300

OUTSTANDING FUNDING

This will be offset by income from tickets sales: target £37,000 to £75,000
£108,787




	The financial breakdown for 2007 is show below:
Table 4.2
Table showing Salford Winter Wonderland financial breakdown 2007

Title

Supplier

Detail

Budget

Actual

Difference

Ice Rink Hire

Stage Electrics

200sqm rink including all plant

£50,000

£50,070

£70

Rink Sub structure***

Event Staging

280sqm rink substructure

£8,000

£9,000

£1,000

Staffing

Various

Rink Manager, Skate Marshals etc.

£7,500

£6,182

- £1,318

Police cost

GMP

Policing of Event

£5,000

£5,000

£0

Security

Bridgewater 

Professional Security Staff throughout operational times

£7,500

£7,500

£0

Security***

Rocksteady

Security during build period

£2,000

£2,856

£856

Fuel***

Northwest Funfairs

Fuel to power the Ice Rink generators

£3,000

£10,000

£7,000

Toilets***

Swiftloos

8 x Hand flushing portable units

£1,300

£1,700

£400

Box Office cabin

Wernick Hire

24ft x 19ft Office cabin 

£1,500

£1,380

- £120

Fencing***

Event Services

To secure the site

£3,000

£3,178

£178

Marquee***

Nationwide marquees

To act as Skate Exchange Marquee

£0

£2,625

£2,625

Medical Support

Primecare Ambulance

Ambulance provision for weekends

£3,000

£2,950

- £50

Tannoy System

Drinkle & Mann

Cross site public address system

£1,500

£1,456

- £44

Marketing 

Various

To promote the event

£2,500

£2,145

- £355

Opening Night

Various (See opening night budget)

To stage a spectacular Newsworthy opening night

£2,500

£2,550

£50

Radios

Sitelink

Radio Communications

£500

£460

- £40

Sundries

Various (see sundries budget)

Signage, Cable Ties, Tape, H & S provisions etc.

£600

£260

- £340

TOTALS

£99,400

£109,312

£9,912

INCOME 

Northwest Funfairs

Income for fairground and ice rink provision, plus £5,000 for additional fuel

£75,000

£80,000

- £5,000
TOTAL EXPENDITURE 

Salford City Council

£24,400

£29,312

£4,912



	“Last year’s event has generated significant negative PR following damage to the Civic Centre Lawns and continuing budgetary deficit.”



	Response:

Media coverage was generated with an equivalent AVE (advertising value equivalent) of £75,370 in total.  Of this, negative publicity equated to £24,150 (4 pieces), positive to £51,220 (8 pieces including broadcast features). On balance the positive publicity was double the negative, still a positive PR exercise for the city.
The damage caused to the Civic Centre lawns was not as significant as originally envisaged. The majority of the damage was caused when the fairground operators pulled onto the site. The driving of heavy vehicles across the site coupled with torrential rain left large ruts across the grass.

The subsequent boarding of the public areas only masked this damage, the extent of which became apparent when the fairground operators pulled off site.

Northwest Funfairs paid a fee of £3,000 to the Environment directorate of Salford City Council to cover the cost of the reinstatement of the lawns. This payment was received on the January 12 2008.

A specific recommendation was made in the evaluation report: “For any subsequent events on the lawns where heavy plant and a high footfall are expected, it is recommended that the entire area is boarded out to ensure a stable base for visitors to walk on and for vehicles to travel on. Undertaking this work carries a cost implication but ensures that the event site does not become a hazard due to becoming a ‘mud bath’ which then becomes a further trip hazard if the weather turns colder and the ruts become frozen.”  This has been taken into account in planning for 2008.



	“Given council budgets at present and the financial climate, this level of expenditure is likely to generate further negative PR.”



	Following the support of last year’s ice rink and subsequent media coverage there is a perceived expectation of another rink and failure to deliver this year is just as likely to generate negative publicity. 


	“Furthermore, the costs for this were not budgeted for at the appropriate council meeting and will come from outside the Events Team and Tourism Marketing budgets and from staffing budgets.

The expenditure cannot be proportionate to the results if no targets have been set for increased footfall or revenue generation in surrounding businesses.”



	Response:

Targets for both income generation and footfall have been included in the proposed marketing plan (see Appendix 2).    A significant delay has been caused to the commencement of marketing activities due to the call in; this delay in delivery of the marketing plan may compromise the targets set.

The target for skating numbers is set at 15,000, which would mean the ice rink operating at a 20% capacity.  This would generate ticket income averaging £75,000 (see table below).


	Potential for Ticket Sales

The capacity for skaters on a 600sqm rink is 250 skaters per session. 

The rink will be operational 8hrs daily on weekdays

The rink will be operational 10hrs daily on weekends.

The average ticket price will be £5.

The total sessions throughout the 35 day run will be 300. The following table gives an income indication table

% of capacity

Total number of skaters

Income (based on £5 average)

100

75,000

£375,000

90

67500

£337,500

80

60,000

£300.000

70

52,500

£262,500

60

45,000

£225,000

50

37,500

£187,500

40

30,000

£150,000

30

22,500

£112,500

20

15,000

£75,000

10

7,500

£37,500

It is anticipated that the rink will operate at an average of 20% capacity across the run. This will predominantly by made up of weekend visitors when it is envisaged the rink will be at capacity.   To break even the rink would need to operate at 48% capacity across the entire run



	Sponsorship approaches were made to partner organisations Salford PCT, City West Housing Trust, Urban Vision, Salix Homes and GMPA.   The levels of support offered (a total of £30,500) are shown in the budget table.



	Prime advertising sites can be made available around the perimeter of the Ice Rink. This would include:

1. 20 x 2metre Advertising boards (£500 each) 




£10,000

2. 10 x 2metre road facing Advertising Boards (£600 each) 


£6,000

Total advertising income potential £16,000
NB this figure can only be achieved with a lengthy and sustained integrated marketing campaign as outlined above.



	

	“To provide context, an outdoor ice-rink running for seven weeks in Nottingham (an only slightly larger city than Salford) attracted 60,000+ visitors last year and major sponsorship; this compared to 7,000 for Salford and no sponsorship.”



	Response:

The Nottingham rink, which took two years to plan, operated in a purpose designed space within a newly redesigned shopping centre at the heart of the city, surrounded by customer facilities including shops, bars and restaurants and was supported by both a large German market and a big wheel.  

In Nottingham there was no competition from the nearby Ice Centre - they operated the outdoor rink which was therefore part of their offer.  The Salford rink was competing with the Manchester city centre rink which opened earlier in November and which featured a much larger skating area.  This event was well established in the festive calendar and located in Piccadilly Gardens at the heart of the city with retail and food outlets already on site.

Nottingham has been hosting ice-rinks in the city centre since 2000 and has established a strong repeat customer base.  In contrast, the Salford rink operated in 2007 for the first time with only a six-week lead in.  The well-established operation in Nottingham was key to bringing in a high level of sponsorship as well as high skater numbers.
Nottingham operated for seven weeks (49 days) attracting 60,000 skaters. This is equivalent to 1,224 skaters per day on a 800sq metre rink (two thirds the size of an Olympic rink).  Salford operated for 30 days, with a 450sq metre rink (half the Nottingham capacity) and attracted 233 skaters per day – in reality a reasonable number of skaters for a completely new standalone attraction.

The Nottingham ice-rink cost £350,000 to deliver in 2007 (£437.50 per sqm), Salford cost £104,312 (£231.80 per sqm).  The cost of the Salford ice rink in 2008 would be £119,587 (£183.98 per sqm.)
It should also be noted that the Nottingham ice-rink is situated at the public transport hub for the city with trams and buses all passing and stopping in the vicinity.

Nottingham is not a true benchmark for Salford as there is an existing ice skating culture with is being the home of the Olympic Champions Torvill and Dean.  During the period of the 2007 ice-rink an additional 40,000 people skated at the Ice Centre.  



	2.
Due consultation and the taking of the appropriate advice from officers.



	“Due consultation has not occurred: not contact has been sought with ward councillors, or local businesses. No indication has been given that advice has been sought from the city’s Economic Development Unit.”



	Response:

The Salford Christmas festivities are an issue for the whole city, which is why there was no specific consultation with ward members.   Colleagues within the Chief Executive’s directorate were aware of the proposals and several other directorates, including Environment and Customer and Support Services, were consulted.  The view of colleagues in Economic Development is that the ice rink will help to increase dwell time in Swinton; in addition our rink is cheaper than the one in Manchester and there is free parking available. 

There is also an opportunity to approach local shops, for example to promote a linked discount offer.   In addition the Regeneration team consulted Swinton businesses earlier this year; the manager of one large store said he was keen to see the ice rink return this year as there was a definite improvement in business - this is anecdotal feedback (no figures were disclosed) but this can be picked up as part of the evaluation this year.



	3.
Clarity of aims and desired outcomes



	“The stated aim is to ‘support the Christmas shopping offer’. Outcomes have been stated in terms of usage and income levels for the rink, but no indication has been given as to how much of a boost the event is likely to provide to local businesses. No hint has been made as to how the event will achieve its aim.”



	Response:

A full marketing plan applies and it proposes that all local businesses are briefed and have the opportunity to be involved, from providing promotional fliers, discount offers for skaters to providing concessions on site as per the recent Food and Drink Fayre as part of Salford’s Food and Drink Festival.

We are unable to contract concessions without confirmation of the event, but expressions of interest from a number of local suppliers have been requested. To date there have been no confirmations.



	4.
Due consideration to be given to alternative options



	“Alternative means of achieving the same ends have not been considered: there appears to be only option for supporting ‘the Christmas shopping offer’; that of an ice-rink, fairground and possible market in a single package. Revenue neutral or possible alternatives should have been considered.”



	5.
Wednesbury reasonableness, i.e. the decisions must be reasonable, having regard to all relevant matters and in disregard of all no-relevant matters



	“All relevant matters have not been considered: costs may be underestimated as electricity costs have not been factored in and not estimate of those has been given.”



	The cost of electricity and energy to fuel the rink are entirely dependable on the weather. Fuel costs to maintain the skating surface of the rink were £5,000 in 2007 due to the persistent rain (it rained for more than half of the operating time). The power cost for 2008 [this will be via a diesel-powered generator and not mains electricity as first anticipated] has been included in the event delivery budget line to be picked up by the management company.



	“Environmental impacts have not been considered: it is estimated that an outdoor rink of the size proposed uses equivalent energy and produces as much CO2 as an average family home over a year (http://www.treehugger.com/files/2008/03/fake-plastic-ice-rinks.php,  http://www.cphpost.dk/get/106091.html): this flies in the face of the council’s stated environmental commitments.

Note: The family of four energy consumption from the website quoted is a Danish family of four” 



	Response:

The decision to use a real ice-rink was taken both on cost and health and safety grounds.  The cost of an artificial ice rink is more than that of a real ice facility, and these costs were prohibitive based on the relatively short operating period for Salford’s rink.  The use of an artificial ice rink is not advisable during rain: it increases the risk of injury to skaters and the rink therefore has to be closed during inclement weather.  As it rained for more than half the operating time in 2007, the Salford ice rink would have been closed to skaters for considerable periods, reducing revenue and generating large amounts of negative publicity.



	“Costs associated with repairing the council lawns after the event has also not been factored in (estimated at £2,000-£10,000 last year): damage was caused by operator vehicles more so than the public – protecting the green areas form the public with therefore not save the lawns.”



	Response:

Damage to the Civic Centre lawns in 2007 was a direct result of the operator vehicles for the funfair.  This risk of this in 2008 has been removed through the plan for a smaller funfair to be situated on areas of hard standing and not on the lawns. The actual costs for reinstatement of the lawn area were picked up by the fairground operator (£3,000) and not by the city council; the work was undertaken by the Environment Directorate.
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