
  

SCOTTISH TOURISM FORUM 

 

January, 2009 

Authored by: Iain Herbert 

 

Tourism Framework for Change 
 

SCOTTISH TOURISM: MAKING A STEP CHANGE 

 

 

 



 

 

1 

T
o

u
ri

s
m

 F
ra

m
e

w
o

rk
 f

o
r 

C
h

a
n

g
e

 |
 9

/
1

/
2

0
0

9
  

 

Tourism Framework for Change 

Tourism  Framework for Change [TFFC]  

Review & Recommendations  

 

 

 

Executive summary 
 

In 2005, The Tourism Framework for Change [TFFC] was established and it emerged from a strategy for 

tourism based around an industry wide growth target of 50% growth by 2015.  

The TFFC was developed as a vehicle to remove barriers, build successful strategies and partnerships and to 

provide a focus for the industry to work in partnership with the public sector. It therefore broadly sets out 

the priorities that the industry needs to focus on to produce real change in Scottish tourism.  

The success of the TFFC depends on close working relationships between the private and public sector and if 

real "step" change is to be achieved then local activity throughout Scotland needs to be embraced and 

constructively supported. There is a real need for the focus of the TFFC to be clear and relevant across the 

sector as there is an industry driven desire to bring together a wide and sometimes apparently divided sector 

into a united industry working together to unlock the huge economic potential that clearly exists within  

tourism in Scotland.  
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Overview 
 

Travel and Tourism on the world stage accounts for 10% of world GDP, 8% of world jobs and 12% of 

global investment.  

Scotland tourism is widely recognised as one of the key and priority industries that supports the economy. 

The industry employs over 200,000 people in Scotland in a wide and varied range of activities from service 

to IT across 20,000 diverse businesses.  

Tourism as a whole supports around 9% of employment in Scotland with around 13% in the Highlands 

alone. It generates over £4 billion annually directly into the Scottish economy providing work and 

opportunities across the entire country.  

It is widely acknowledged that Scotland has a unique and exceptional offer on the world stage and this 

effectively provides the ‘shop window’ for the country and for the people of Scotland.  

Tourism provides one of the key building blocks of the Scottish economy and it is an industry that is made up 

of many different operators across many different locations. It is hugely fragmented and it does therefore 

require a collective approach that allows local tourism businesses to effectively contribute to the local 

economy with a focused support from the public sector in that particular area.  

The offer that tourism provides in Scotland is vital to attract visitors and to grow the market for the future. 

The consumer has to be put at the heart of moving forwards as their views are central to driving business to 

Scotland for the future.  

The development of tourism is therefore by its nature an investment into Scotland and its communities, not 

just focusing the industry on operational excellence but also on securing long term and sustainable 

employment that strengthens the country locally, regionally and nationally. 

In the initial letter of intent for the Scottish Executive publication "Scottish Tourism - The Next Decade", 

the paragraph below highlighted the challenges that faced the industry in 2005. These are still very pertinent 

today given the current economic climate. The paragraph provides a clear overview of the background to the 

strategic approach and the context to its establishment. 

"A document like this can't predict exactly what Scottish Tourism will look like in 10 years' time, just as the 2000 

strategy could not have predicted the immense impact of September 11th a year later. What this framework for change 

does do is to use research about what's happening on the ground now to map out some developments that are very likely to 

take place. It emphasises the need for business leadership and entrepreneurial attitudes, for product development and 

innovation which focus on the customer, for building the capability of our people. That's how we will give every one of our 

visitors to Scotland a welcome that will exceed their high expectations - and turn each one of them into a lifetime 

ambassador for Scotland. We want Scotland to be one of the world's foremost tourism destinations by 2015. That's our 

ambition, and we want it to motivate everyone in Scotland, because tourism is everyone's business. We hope you'll find 

something in this document that will give you ideas about how your business or organisation can contribute even more to 

the continuing success of one of Scotland's most important business sectors."   
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TFFC Monitoring Group 
 

In 2005 a TFFC Monitoring Group was established and with support from the Scottish Government, a top 

line target of 50% economic growth was set across the industry. This ambition was supported by a list of 14 

individual targets. Each target was carefully set and was deemed to have a significant impact on releasing the 

potential for the industry as it moved forward. Some of these targets were focused not on the actual growth 

itself but on possible consequences or facilitation of other activities connected to the growth agenda. The 

targets were broken down to be managed by four sub groups that held regular meetings and who then 

reported back to the TFFC Monitoring Group with levels of progress on each individual target.  

The top line target of 50% growth is seen by many as extremely challenging given the nature of the current 

economic climate and the apparent slide into recessionary period. This is impacting across all sectors of 

employment however tourism in Scotland is seen as having some clear opportunities during these 

challenging times. We also know from experience that tourism recovers quickly adapting swiftly to meet the 

customer demands and it has never been so important to have a coherent set of actions that drive growth for 

the future.  

There is however full agreement that optimum growth can only be achieved by a collective industry wide 

approach provided through a united industry voice , supported by an active and positive public sector and 

that the individual targets that support the growth agenda are all key drivers of success. 

 

The membership of the TFFC Monitoring Group comprises: 

David Allen [People 1st], Richard Arnott [Scottish Government], Raoul Barbier [City of Edinburgh 

Council], Tom Brock [Scottish Seabird Centre], Eddie Brogan [Scottish Enterprise], John Brown [Scottish 

Government], Mairi Caldwell [Scottish Government], Iain Cameron [Springboard Scotland], Fiona Colley, 

Sue Crossman [Tourism Innovation Group], Susan Davies [Scottish Natural Heritage], Joanne Deponio 

[Homecoming Project], Gavin Ellis, [Knockomie Hotel], Ian Gardner [National Trust for Scotland], Riddell 

Graham, [VisitScotland], Iain Herbert, [Scottish Tourism Forum], Malcolm Pentland, [Scottish 

Government], Colin Simpson [The Highland Council], Chris Taylor, [Highlands and Islands Enterprise], 

Mary Ward [Scottish Government], Robin Worsnop, [Rabbies Trail Burners]. 
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Challenges that prevent growth  
 

The TFFC group recognised that an enormous amount can be achieved but if real and sustainable growth is 

to be achieved across the board then there a range of challenges to be overcome and these are highlighted 

below: 

1. Challenges around gaining full industry endorsement given the current economic climate  

2. Concern over whether the broad range and fit of targets can actually drive economic growth 

throughout the country 

3. A perceived as a "top down" strategy by sectors of industry approach not providing real 

growth 

4. Industry concerns over the unpicking of public sector responsibilities and entrenched 

"historical" views  

5. TFFC perceived as having "no teeth" 

6. Potential industry apathy resultant  from a lack of buy in to the strategy  

7. Limited direct resources to drive change in challenging times 

8. A concern over converting positive strategy into real action and subsequent delivery 

 

 

 

Ethos  
 

The TFFC and its "top line" ambition of 50% has undoubtedly caught the imagination of the industry and the 

public sector and there is a real enthusiasm and a real desire to make significant progress. It is rare for a 

week to pass when the ambition is not being discussed, referred to in strategic plans and featured in the local 

and national press.  

To move this to the next stage, there is a clear need for inspirational leadership that can deliver 

transformational change and fully engage the grass roots where actual economic growth is generated. There 

is a real need for a real sense of industry ownership of a shared vision if optimum economic growth is to be 

achieved, driven by local engagement and local delivery.  

The TFFC must be seen as fully independent of the public sector, with industry taking the lead. It requires 

public sector support and a strategic approach to convert positive action into delivery at all levels. There is 

also a need for full industry, public sector and Government endorsement to its role to ensure it has the level 

of influence required to maximise its effectiveness. 
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TFFC Review 2008 and Actions 
 

The Scottish Tourism Forum [STF] was requested by the TFFC Monitoring Group to carry out a review of 

the way forward and the initial findings and recommendations were presented to the TFFC Monitoring 

Meeting on the 23rd September 2008. These are detailed below; 

 

1. Sources of economic growth 

 

It was agreed that the main focus of the TFFC group must be on providing strategic leadership on behalf of 

the industry and in particular on the specific drivers from where economic growth can be delivered. It was 

felt that all the potential drivers of economic growth can be broken down into the following four key 

categories underwritten by sustainability;  

 

      - Investment 

      - Marketing and Sales 

      - Skills 

      - Accessibility  

 

2. TFFC Structure 

 

It was proposed that the structure of the TFFC should provide support for a project based approach focusing 

on the potential key drivers of growth across all sectors in the industry. All priorities set would have clear 

and completely understandable and measurable objectives and clear delivery mechanisms. 

 

The structure would; 

 be chaired by a recognised and respected senior industry leader (suggested as a paid 

position) 

 have an inclusive cross sectional management group representing the industry and this 

should include international level investors  
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 operate at a strategic level and would be driven by unifying, strong industry leadership 

embracing all levels of industry operators 

 provide the vision for the industry with clear, measurable, focused and assignable actions 

 be supported by a range of industry working groups that must be fully engaged to grass 

roots – using already established mechanisms rather than the deliberate creation of new 

groups. This potentially could result in a de-cluttering of current structures and a focus for 

effort  

 provide for a focused and clear communications conduit both to and from industry to 

Government demonstrating real commitment and direction 

 

 

 

 

The refreshed TFFC will provide a clear focus on the key factors that can drive real growth in the industry 

and through its operation and demonstrated by its terms of engagement, can de-clutter the landscape when 

trying to gain a consensus of opinions from the industry. The communications route is absolutely vital to 

engage at all levels of the industry and provide a real feeling of unity and crucially ownership. The TFFC can 

provide the framework for positive change but it is the industry at all levels that can drive change and this 

will only happen with positive communications and desire and involvement at local level. One positive route 

for widening engagement is through the use of virtual meetings and the creation of an on-line community 

that would increase involvement, communications and potentially assist in drive growth from such positive 

networking. 

Working Groups 

Co-ordinating already established groups critical for delivery 

5ahΩǎΣ {5hΩǎΣ !¢tΩǎΣ /h{[!Σ bŀǘƛƻƴŀƭ tŀǊƪǎ, Chamber of Commerce, FSB etc 
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3.  Support and Involvement 

To establish a real and valuable consensus of support it is crucial that the TFFC sets out both its objectives 

and the delivery paths very clearly. The industry must feel fully involved in the objective setting process if it 

is to take full ownership of these objectives and if ownership is achieved then an understanding of the 

proposed delivery paths will flow from this. It is also important that the TFFC and the industry recognise the 

potential or real inhibitors, constraints and misalignments to delivery mechanisms and if these do exist then 

they need to be removed to allow for an open field to be created. This means working at the highest levels 

and with the full support of the public sector and Government. 

 

The TFFC Monitoring Group proposed the following key actions; 

 

 The creation of a ‘Scotland’s Tourism Growth Plan’ will be based primarily on the needs of our 

customers,  consolidation of the ambitions held the local area plans, city plans, DMO’s etc (this is 

an excellent method of raising awareness, generating local involvement and a collective 

ownership). In turn this would enable timelines and key mile stones on the path to 2015 to be set 

based on an agreed way forward through ‘Scotland’s Tourism Growth Plan’. 

 Building in partnership an Investment Plan for tourism & hospitality to work in conjunction with 

the National Planning Framework highlighting the enormous sector potential and the perceived 

gaps in investment that currently exist within the sector and areas across Scotland.  

 Development of focused programs of activity to raise the levels of growth in the sector. The 

partnership approach would provide clarity to future programs of work and guide the direction for 

both public and private effort 

 Working with the National Transport Plan Stakeholders Group providing clear guidance and 

strategy on the needs for tourism transport to compliment the growth and investment planning.   

 The provision of a detailed skills strategy for the industry geared to compliment the growth agenda 

and supporting plans as well as meeting the specific industry needs across the sector.  

 On an ongoing basis work with the established communications channels promoting the importance 

of the TFFC approach and the consistent need to be engaged across all regions and sectors of the 

industry. 

 On an ongoing basis obtain and keep the industry, public sector and Government onboard with 

progress and to communicate with them regularly and in an inclusive and positive manner. 
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Engagement and Consultation  
 

The Scottish Tourism Forum has undertaken a wide and deep consultative process as a means of engaging the 

private and public sector in the TFFC. This consultation process is vital if an industry wide approach is to be 

achieved and if ownership of the TFFC is seen as a valuable outcome then a complete understanding of the 

TFFC ethos and finer detail is crucial to this process. Consultations have taken place by individual meetings, 

group meetings, telephone calls, emails and through a comprehensive on line survey.  

(Details of this can be made available) 

 

Overview  of feedback from consultative process 
 

There was general agreement on the main thrust of the TFFC and agreement that if a real step change is to 

be achieved in the industry then there needs to be a very effective and close working relationship between 

the private and public sector at local level.  

In the context of a national strategy local initiatives need to be encouraged, developed and supported in an 

inclusive manner. There is clear agreement that there is huge potential to be unlocked and a matching 

enthusiasm throughout the industry for growth at local, regional and national level. This enthusiasm 

however is tempered by the current economic picture and there is a need to make the ambition relevant and 

measured for business across the industry.  

The TFFC has connected with a great deal of the industry but there is still more to do. The targets set within 

the original document were at the time seen as appropriate however they did not convert to real drivers for 

growth. There is an opportunity to provide a  "call to action" to drive involvement and in turn ownership 

throughout the industry. Capacity, seasonality, business ambition and accessibility issues will impact on the 

overall objective and this will vary from region to region. Positive, locally owned and co-ordinated actions 

are crucial if growth is to be achieved. This growth however must be profitable and sustainable. 

 

a) The "Scotland" Experience  

The feedback we received questioned the consistency of the offer across Scotland and if we could really 

say we are world class. It was suggested that visitors should see Scotland as a "collection of unique 

experiences" and that "we have a very real tourism offer across Scotland and that we do not need to 

invent it". It was felt that the TFFC needed to provide a focus that would crystallise all the first class 

reasons why Scotland is a "must visit" location and that Scotland has great strengths at local and national 

level however that the delivery of truly quality experience requires considerable focus. 

It is clear that there is a desire for the support of the private sector to be tailored and agreed on a local 

but strategic level. It was felt that the ingredients of the offer are established but require further focused 

investment both in terms of presentation, integration and crucially experience to be developed and then 

marketed and sold to the outside world. It was accepted that Scotland was competing on a world stage 
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and that we needed to think globally and act locally. Unique selling points should continue to be 

developed at local level and there was great caution about a nationwide "could be anywhere solution". 

There was also a strong feeling of the need to avoid duplication of effort and resources, using a cohesive 

approach to ensure the maximum impact. 

It was accepted that there were was a need to improve the overall customer experience generally across 

Scotland and that a collective private and public sector approach to solutions was the right way to 

proceed and to collectively wear the Scotland badge with pride. 

b) Key areas 

There was general agreement that all the main areas where potential positive change could be made did 

fall within the initial four main drivers or elements of success already identified. These being, 

investment, skills, marketing and sales and transport and infrastructure. Feedback however felt that 

potentially the term "accessibility" could be used as a better definition instead of "transport and 

infrastructure" which was perhaps seen as too national or global or indeed too daunting a topic to tackle 

(the text has reflected this alteration). 

The wider discussions pushed the importance of the quality of a visitor’s experience as one of the 

recognised key driver for long term sustainable economic growth and this could encompass some of the 

headings. Additional partner research highlighted this as crucial for achieving and maintaining 

momentum, including the Deloitte report ‘The economic case for the Visitor Economy.’   

 

This focus has allowed the key drivers to be adjusted to the following headings: 

 

 

 

 

  

- Customer Experience 

- Investment 

- Marketing and Sales 
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c) Skills  

The area of skills within the industry was seen as a key issue as our people are our most important 

assets.  

There was a strong feeling of the need to have a real sense of pride in the "product" Scotland and for the 

traditional inward looking approach that can sometimes be seen within the industry to be discouraged.  

It was recognised that the vast majority of the people in the industry were "good" people but that there 

was not a regular enough flow of skilled school leavers and students entering the industry from the 

education sector.  

It was felt that there was a need to break the perceptions of long hours and low pay that exists about the 

industry and to promote the range and diversity of jobs and the real career opportunities that are in the 

sector.  

It was generally felt that a "Centre of Excellence" model was a real priority, providing a residential and 

intensive learning environment that could provide the industry with enthusiastic employees equipped 

with craft and other appropriate skills as well as qualifications based on quality and customer service. 

The ‘Centre of Excellence’ model should be seen as a route to bridge the leadership gaps indentified in 

the industry.  

It was felt that there was a real need to improve our selling skills [including web based selling skills], the 

quality of our training and the management and development of our people at all levels. Our successes 

need to be celebrated and our role models developed. Crucially it was felt that all staff needed to be 

"fountains" of local knowledge if we are to embrace a local approach foster good working relationships 

and share information across the sector within a particular area.  

Inspirational leadership could be the catalyst that will inspire change, particularly with the real concerns 

about the projected skills shortages predicted in the industry in the years ahead [possibly up to 83,000 

by 2017 if change is not forthcoming]. 

d) Marketing & Intelligence  

Marketing and solid marketing intelligence were also seen as crucial and if real change through the 

TFFC is to be achieved then there needs to be a co-ordinated approach to marketing at local and 

national level. A shared, co-ordinated and focused industry and public sector approach can it was felt 

reap rewards. To maximise the success of marketing it is important that industry feel a sense of 

ownership in it direction as this has lead to difficulties in the past. Crucially there was a lack of 

ownership and moving forward in a different style could change this perception.  

There were concerns about the administrative cost of current and past marketing campaigns and as a 

result perhaps a dilution of the overall marketing budget as a result. This related to lack of connectivity 

between national and local activities and use of resources. It was felt that there needed to be a clear 

offer and an inspirational and visionary campaign to lift the Scottish offer above others on a global scale. 

The success of some local campaigns that  grow levels of pride, gaining the support of individuals from 

all sectors, backgrounds and industries should be supported but linked to the national objectives. A 
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series of these local campaigns supported by a national over wrapping campaign could make a significant 

impact such as Homecoming 2009.  

Seasonality, existing individual business marketing plans, existing Visit Scotland campaigns, market 

positioning and cross selling need all to be considered carefully to maximise the level of impact. 

e) Sustainability 

It was felt that sustainability and good working practices must sit at the heart of the TFFC and this must 

be very clearly demonstrated and not just given the "lip service" it is sometimes given by the industry 

and by the public sector. Growth must be sustainable and not just in the form that could be achieved 

from a short term project with positive objectives.  

The aims of making Scotland the Europe’s most sustainable destination must be embraced by the 

industry both in moral terms but also in meeting the needs of its future customers to avoid being 

overlooked. The TFFC should take a key role in developing key partnerships to support these overall 

aims.  

f) Local Partnerships 

It was generally agreed that the TFFC approach of driving growth in the industry through local 

partnerships of the industry and the public sector was the correct way to proceed. It was accepted that 

this did work quite well in some areas already but often the industry felt that the local group had "no 

teeth". The full engagement of these local partnerships through the TFFC should provide the strategic 

linkage to the local requirements and provide direction to the public sector support agenda.  

It was felt that there was a need for key individuals at local level to work in a more inclusive manner and 

for less of a perceived territorial and individually owned objective approach to the decision making 

process. The strength going forward needed to be with the local group working together with clear 

objectives and an increased focus on the real areas of opportunity and potential growth. Too much time 

can currently be spent dealing with relatively minor and perceived issues of importance and this is 

sometimes why the feeling exists that success driven by committee can be a challenge! In addition there 

must be a clear and unified approach in application or terminology adopted by the business facing 

agencies such as Visit Scotland, Scottish Enterprise, Highlands and Islands Enterprise, People First, 

Career Scotland and Springboard to ensure a consistent approach. There is a clear need for the sector to 

work with the key partners to provide an integrated approach and make this useable for the industry 

users. 

g) Strategic focus moving forward 

It was felt that if the TFFC was to capture the key elements of success [such as the right offer, the right 

delivery routes, the best impression and crucially recommendation] and to improve the efficiency and 

effectiveness of the proposed approach then it would be essential to have a fully co-ordinated industry 

lead approach providing a clarity of message both too and from industry. This method would look to 

utilise existing mechanisms however it would require project management to drive the co-ordination 

process and recommending and assisting with best practice [with regular attendance at regional 

meetings]. The project management provision would need to be seen as independent of the public 

sector providing an excellent understanding of the industry and its opportunities, ambitions and 

concerns. The project management and the key local groups need to develop a strategy to address the 
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issue of how to engage with the non engaged members of the industry, how to bring them in to the 

process and how to keep them involved in the ambitions of growth for the sector. Going forward, 

actions, messages and objectives must be simple and unambiguous and relate to day to day activities 

whilst at the same time recognising the extent of everyday business pressures.  

To achieve "buy in", local and national strategies have to be translated into actions that will benefit the 

profitability of individual businesses and crucially will be seen as actions that are a good use of time. 

Communications will need to be inclusive, positive and careful and much can be achieved if the 

communication strategy is implemented correctly. The challenges of moving forward at a great pace are 

clear  and there must be a process of prioritisation by area and by need and not by the traditional 

approach, time is of the essence as the 202 competitor countries are pushing forward. Allowing 

elements of the strategy to develop that will make a real difference to growth to gather local buy in, 

gain momentum, increase involvement and encourage ownership. It will be important to make sure that 

every effort is made by all parties to ensure a quick resolution to any potential change or split of 

responsibilities within the public sector, to make sure that administration does not interfere with the 

needs of the strategy going forward. Crucially it will need to be clear that businesses understand what is 

in it for them, demonstrated through sustainable economic growth drivers and crucially delivery.  

Sustained economic growth can be achieved by a positive, active and co-ordinated approach and 

potentially there is the opportunity for a revised local area tourism partnership approach model to be 

proposed, and if this is to be considered then care and attention needs to be given to existing and active 

local partnership groups.   

 

Solutions - an overview  

Tourism is one of the most important industries for growth across the globe and in Scotland it is seen as 

a priority industry. The TFFC has focused the industry and the public sector's attention on sustainable 

growth potential and the need for a supportive and co-ordinated private and public sector partnership at 

all levels of the industry.  

There needs to be an enhanced focus on the needs of the private sector at local level and a measurement 

of the subsequent opportunities for growth.  

There is a need for entrepreneurship, creativity, innovation and a sense of community both locally and 

nationally.  

Everywhere in Scotland has a unique selling point and an already active and supportive public sector 

needs to work closer with, communicate more positively with, and through active partnerships shape a 

relationship that is going to develop the collections of unique experiences throughout Scotland offering 

the highest standards to visitors and driving growth. Local engagement, local morale, local ownership, 

local employment and in turn a more vibrant local economy will result.   

Customer experience, marketing and investment are the overlapping and crucial factors that will drive 

change, drive the economy and drive growth and success in the industry on a national scale.  
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Sustainable growth can be achieved but it depends on accessibility, an adequate infrastructure, tailored 

and specific marketing and vibrant and customer focused tourism managers and ambassadors at all 

levels.  

Scotland must be a destination of choice but more importantly it needs to be a destination that visitors 

are determined to return to and to recommend on an ongoing basis. 

The TFFC over the last few years has certainly given a focus to the growth agenda to the industry in 

Scotland. It is however not a parochial agenda specific to Scotland alone and if a real step change is to 

occur and a competitive advantage is to be achieved then due attention should be given to a quotation 

from Geoffrey Kent, Chairman of the World Travel and Tourism Council. He could be talking about 

the TFFC! 

"It is important to identify barriers to the growth of international travel and tourism, it is even more 

important to identify solutions. This will require partnerships between the private and public sector". 

Implementing change is never easy but the TFFC represents a positive way forward to ensure a 

sustainable and viable future for Scotland's tourism industry. The challenge now is for the companies 

and organisations in the private and public sector to work together to drive the delivery of the TFFC 

across the country. Scotland the brand already enjoys a worldwide reputation disproportionate to its 

size and population and it is up to us all to enhance this even further. 

Solutions ð approach  
Placing the customer at the core of the Scottish offer is the prime way to drive long term growth and by 

understanding their needs and using the unique attributes of Scotland, continual improvements can be 

made to our offer making sure we match and then exceed the quality offer from our competitors in 

Europe and elsewhere. By sharing information across areas, sectors and geographical locations, 

customer expectations can be anticipated and services and products can be massaged or altered to keep 

Scotland at the top of the global tourism tree. The tourism climate is constantly changing and there is a 

real need to be able to respond quickly in a positive fashion and react to change and opportunities in a 

co-ordinated manner with a clear timetable.  

To translate the enthusiasm and desire to take the TFFC agenda forward positively it is important to 

focus on mechanisms that are already established to co-ordinate the support for the industry at local and 

national level, linking accommodation providers, activities, attractions, tour operators, events, supply 

networks and linking strategies with other sectors [retail etc] and organisations so that a common agenda 

can be sought and worked towards. It is clear that the local authorities have a key future role in the 

driving the delivery of growth for the sector and would be integral through local area plans and focus in 

meeting achieving these.  

It is recommended that the TFFC is moved to sit alongside the Scottish Tourism Forum in its co-

ordinating role as the national voice for the industry (fig3). The reviewed TFFC group or indeed STF 

would not compete with the work of existing bodies or sectorial groups, but will work with them to 

add value by taking a whole industry approach. It is crucial to work together to work closely with 

existing organisations to provide an easily accessible, quality driven experience that will meet and more 

often exceed customer and visitor expectations throughout the different regions of Scotland. 
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The TFFC would operate at the heart of the industry and it would provide the drive, direction and 

leadership that would allow the industry to make that crucial step change that would take the industry as 

a whole to a new level. 

The approach would co-ordinate the needs of the grass roots and by making a real and significant 

difference it would gain support from areas where scepticism of existing support structures may exist. It 

would aim to provide clear industry leadership and by focusing on the key areas of customer 

experience, marketing and investment, set priorities, co-ordinate delivery, provide strategic input on 

behalf of the industry and create and translate vision into clear actions with deliverable targets aimed at 

sustainable and profitable growth. Through this approach the STF would support the TFFC by providing 

clarity and direction of the industry needs to back to the Scottish Government, VisitScotland, Scottish 

Enterprise, Highlands and Islands Enterprise, Skills Development Scotland and other public bodies 

enabling an enhanced cohesive approach that should provide once more the real step change that is 

required to meet the TFFC main objective of sustainable and profitable growth. 

 

 

 

Fig3 

 

 

 

 

INDUSTRY 

DMOõs, SDOõs, ATPõs, COSLA, National Parks, Chambers of 

Commerce, FSB etc 
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Driving Growth through TFFC   
 

Through the mechanism illustrated in Fig3 the reviewed TFFC would be a positive and dynamic force that 

would work in a strategic and co-ordinated manner to drive the growth agenda across the industry thus 

assisting in achieving Scotland's goals for economic growth. The focus of activity would relate to the three 

key areas and throughout the process a referral to an activities impact on meeting the growth agenda for the 

future. These key heading would encompass the following 

1.Customer Experience  

The adage that the ‘customer is king’ is still a reality as their options are wide and varied and actually 

enhanced in the current difficult economic environment. The consumer seeks out offers that match their 

interests, provides a balance of cost against offer and crucially looks to have this balanced tipped in their 

favour providing better than expected value both economically and in use of time.  We only need to talk to 

friends, use a social networking site or one of the established tourism feedback sites to understand that 

recommendation is the most powerful tool and if applied to the experience of visiting Scotland would 

provide a solid platform for sustainable growth. 

This key heading envelops a range of important topics that industry can take a direct lead on additionally 

others were an influencing role and shared understanding is important to unlocking the true potential across 

Scotland. The initial suggested main sub-headings in this category are quality of offer, accessibility and skills 

and these are broken out in to more detail below:  

1.1  Accessibility    

Accessibility is a key element that impacts on the tourism offer across Scotland. Accessibly can impact 

positively and potentially negatively on tourism across the country and it is therefore crucial that the sector 

provides a clear set of needs from a local perspective that if given the right priority and focus can directly and 

positively influence the growth agenda throughout the industry.  

Welcoming Scotland would provide a tourism focus on the current needs and opportunities matched against 

the investment plans and changing consumer demands.  

Accessibility priorities would include;                                                                                                                         

 

a] Transport Planning 

 sustainability implications against rapidly changing consumer demands 

 mapping transport needs [taking account of changing habits] 

 planning based on investment and immediate needs 

 recognising the role of rural transport needs 

 understanding car usage and the need for customer choice from a visitor perspective 
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 the development of future air routes 

 the development of existing and potentially new airports 

 the development and leverage on infrastructure projects such as high speed rail 

 the integration of services through ticketing 

 

b]   Industry supportive infrastructure 

 partnership working on legislation 

 the recogniton of the rural economy and its importance 

 the creation of incentives to increase sustainability in the years ahead 

 

 

Summary of key accessibility points 

Mapping of future growth needs for transport 

against changing visitor needs 

Creating innovative tourism transport initiatives 

to compliment long term sustainability 

objectives 

Provision of a world class level of accessibility 

to all areas of Scotland to enhance visitor 

experience  
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1.2  Skills  

 

 

People are at the heart of success for tourism in the short, medium or long term. A skilled and positive 

workforce can make an enormous difference to a business’s potential success, but recognition of this key 

asset is not always translated into the provision of a suitably trained or inspired team to deliver the quality 

and service that our visitors expect.  

Meeting visitor expectations is not a sufficient standard to achieve, surpassing visitor expectations is key if 

Scotland is to make the real step change that is required across the country. Investment in the workforce is 

essential in building for the long term inspiring visitors to become supporters and advocates of Scotland if we 

can provide them with excellence and quality across the board. If expectations are not met then a 

disillusioned visitor can lead to damaging word of mouth recognition. Retaining a customer is economically 

more cost effective than gaining a new one however success with one leads to the all important virtuous 

circle of recommendation.  An inspired, motivated and skilled workforce can potentially make a huge 

impact on the growth agenda both in terms of service but additionally in up selling to visitors, however the 

current situation across the industry is at best adequate and variable. Leadership and management are the 

main priorities in the up skilling of the workforce to meet the demands for the future. 

As highlighted in the recent EET Inquiry report there is also a real misalignment in the provision of skills 

training against the actual needs of the industry. This leads to many employers undervaluing the 

qualifications currently available. Some of the key challenges going forward are; 

 a cluttered and confusing landscape of qualifications 

 the high value given to attitudinal skills by the industry when recruiting rather than focusing on pure 

qualifications 

 planning for a skilled workforce given the changing demographics within Scotland 

 a lack of recognition of employer training schemes 

 the low pay and high churn perception of the industry 

 the low level of employer engagement 

 the lack of depth of skills in management positions within the industry 

 the low take up on training by the SME sector particularly in rural areas 

 the need for appropriately funded training in specific areas 

 the perception that the sector only focuses development on the customer facing workforce and ignores 

the training needs of management, IT, HR and other more senior roles 

 the need of the industry to work on its image to encourage people to see it as a long term and valued 

career choice 
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The industry is also calling for good citizenship to become part of the education system  in Scotland that 

inspires the level of understanding about citizenship, raising a real sense of pride in Scotland and raising the 

levels of social skills and the value everyone has in their country - something that the industry can really add 

value to. Potentially initiating this in 2009 would be most appropriate given the year of Homecoming. 

Skills priorities would include; 

 

a] Supply lead training skills 

 through an industry lead skills strategy  

 use of the ‘Centre of Excellence’ model 

 through the appraisal and recognition of industry supplied training 

 through the demonstration of the commercial benefits of skills training 

 promotion of the industry as a career 

 

b] Customer Service 

 through the provision of a ladder of progression giving recognition to high achievers 

 through industry involvement to deliver the programs of training 

 raising awareness in wider community 

 

c] Strategic workforce planning 

 planning for major developments (Commonwealth games etc)  
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Summary of key skills points 

Re-evaluation of public and private sector 

relationship and responsibilities 

Definition of strategic, national and local skills 

needs against predicted growth ambitions 

Development of leadership, management and 

supervisory capacity in the industry  

Support of industry lead Centre of Excellence 

approach 

 

 

 

2. Investment 

In Scotland it is recognised that investment is essential as a means of supporting growth across the industry. 

Investment for growth has to take account of many different factors and priorities and full consideration 

always needs to be given to the natural environment. It is vital therefore that any investments that are agreed 

and prioritiesd must do so within sensible guidelines set through the planning process. 

 

Investment priorities would include; 

 

a] Planning 

 strategic assessment of opportunities and priorities throughout the industry across Scotland 

 strategic assessment of future industry markets and the need to meet customer demands and 

expectations 
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b] National Tourism Investment Plan 

 revisiting of  all regional tourism plans [including local area plans, local tourism business planning 

groups, DMO and Area Tourism Partnership plans] with a view to maximising growth across Scotland 

 prioritisation of investments in response to consumer demand to achieve sustainable growth as a key 

driver of the process 

 supporting agencies in driving levels of investment across the regions 

 working closely with the industry to showcase future opportunities 

 close and positive partnership working with planning departments 

 closer engagement with the investment community  

 

 

 

Summary of key investment points 

Provision of strategic assessment of future 

tourism opportunities & delivery priorities to 

drive growth 

Revisit of all regional and local plans to 

maximise growth ambition providing a 

measureable business planned approach with 

local ownership for Scotland 

Provision of delivery framework and partnership 

awareness including planning 
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3. Marketing and Sales 

Marketing is absolutely fundamental to the industry at every level and an effective and positive strategy can 

add significant value at local, regional and national level. It is potentially a huge driver of growth in the 

industry.  

Welcoming Scotland would look to provide a co-ordinated approach to unlocking the huge potential that 

exists in Scotland. Marketing as a key driver of growth must work in tandem with a fully integrated and 

collective approach across the industry at many different levels.  

Marketing priorities would include; 

a] Sector Growth 

Optimising capacity utilisation 

 reducing the impact of seasonality 

 through effective partnership working 

 through positive and strategic local area initiatives 

Optimising cross selling opportunities 

 through the provision of complimentary services from a visitor perspective 

 through local area recommendation and up selling 

 through joint and integrated ticketing 

 by the use of supply chain selling 

b] Active Marketing 

Through incremental marketing 

 by raising brand awareness at national level 

 by raising appropriate brand awareness at regional and local level 

Through the market positioning of Scotland as a quality destination and crucially building capacity 

for the future 

Through industry leverage 

 by working strategically across the industry looking at joint opportunities 

 by working strategically with international, national and local businesses to carry branding 

to support industry initiatives [such as Homecoming] 
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Summary of key marketing points 

Maximising economic benefit from tourism 

through increased capacity utilisation, cross 

selling, incremental marketing and market 

positioning 

Increased partnership working to maximise 

impact of marketing spend and reduce cost 

base 

 

Y 

Next Steps 
 

The next steps in driving the program forward are crucial in terms of defining the role, demonstrating the 

‘step change’ in leadership and integrated approach. 

The strengths of the tourism and hospitality industry in Scotland are well recognised as providing sustainable 

long term employment with a major contributor to the GDP at the national level. It is also recognised by the 

industry itself and through numerous independent studies that tourism & hospitality could yield a 

significantly higher level of GDP given a changed strategic approach.  

One of the major barriers to this ‘step change’ in approach has been the industry itself through its diverse 

and sometime disparate nature. There has however been considerable drive to provide a clear conduit for 

communication to and from industry both at the local and national level. This drive has seen the Scottish 

Tourism Forum in its national role as voice for the industry positioned as taking the lead on the TFFC 

review, local engagement mechanisms, supportive activity and now to bring leadership through the 

established mechanisms from the grass roots up. 

The future direction of the TFFC sets to use existing organisations and mechanisms, minimise duplication, 

provide clarity of communication, demonstrate leadership for the sector, to provide a focus for 

interventional activities from public sector and demonstrate the priorities for driving sustainable future 

growth.  
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The delivery of growth will come from industry, given a supportive framework allowing the mutual 

understanding of the importance and priorities securing Scotland’s long term vision as a must see truly world 

class destination. 

In March 2009 the Scottish Tourism Forum is holding the fourth Scottish Tourism Week and during the 

Industry Conference – ‘Coming to Scotland~ Uniting to be the Bestõ it is intended to 

announce details of the reviewed program of work moving forward. It is expected that a number of 

examples of industry lead initiatives will also be discussed to demonstrate the new energy and leadership for 

the program moving forward. Given outline agreements from public sector partners the conference would 

provide a sense of urgency, demonstrate new industry leadership, action orientated, focusing all to use this 

mechanism as the conduit for communication and prioritisation for the sector building for the future – the 

train is leaving get aboard! 

The Forum will look to form an ‘advisory group’ that will bring together a wide range of participants all at 

the cutting edge of the industry. The group will be fluid and allow for changes as and when this is beneficial. 

It will provide the opportunity for industry lead blue sky thinking to maximise the potential for Scotland’s 

tourism & hospitality industry moving forward.  

They, working with the Forum, using the mechanism will identify the key drivers under each  heading to 

then establish the main strands of activity. Each of these strands will then look to bring short life work 

groups together (virtually & actual) to undertake an action driven plan leading to clear positive outcomes. 

The groups will then feed these outcomes out to link back through and across the structure and as necessary 

to guide public sector intervention and Government support. 

The Forum will produce a detailed ‘business plan’ in conjunction with its industry partners to take this 

program of work forward for publication in April 2009 and in the interim continue to widen support of 

activity moving forward. 

 

 

 

 

 

 

 

 

 

 

 







 

 


