
Calderdale MBC  

11 Wards Affected All 

Cabinet   1st October 2018 

Visitor Information Services Review 

 
Report of Director for Regeneration & Strategy 
 
1. Purpose of Report 
 
1.1 The report sets out options in relation to the revised delivery of Calderdale MBC 

Visitor Information Services in Halifax and Hebden Bridge. 

2. Need for a decision 
 

2.1 In February 2018, following the budget consultation, Cabinet decided to withdraw 
the proposal put forward to remove the provision of CMBC Visitor Centres.  
Following this decision it has been agreed appropriate that a service review would 
be carried out to identify potential savings and more cost effective ways to deliver 
future visitor information. 

 

2.2 Analysis of visitor information based on strategic research, regional and local 
information has been used in order to carry out the review. The results demonstrate 
a general decline in usage of visitor information centres and a move towards digital 
research. 

 

2.3 Local consultation and evidence has identified that visitor information is still 
regarded as a valuable resource for visitors and local businesses, and therefore a 
level of service should remain. 
 

2.4 The report presents a number of options for consideration and recommends a 
preferred approach. The recommendations are made on the basis of reducing costs 
to the service and creating opportunities to make more income for the Council. 

 

2.5 Cabinet is requested to approve the implementation of the chosen options that fall 
outside of officer delegation. Where options affect resources in the service, which 
may result in changes to terms and conditions of employment, Cabinet is asked to 
approve the implementation on the consultation process. 

 
3. Recommendation 

 

It is recommended: 
 

3.1 that a move toward single working across the service is approved. 
  
3.2 that Halifax Visitor Centre is relocated from the Library to the Piece Hall, or another 

town centre venue. 
 

3.3 that Hebden Bridge Visitor Centre is relocated from its current location to a more 
central location if appropriate economic premises can be identified. 
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4. Background and/or details 
 
4.1 In February 2018 following the budget consultation, Cabinet decided to withdraw 

the estimated £50k per annum (p.a.) savings target identified through the removal 
of visitor information centres.  However, following this it was agreed that a service 
review would be carried out with a view to identifying more cost effective ways to 
deliver visitor information in the future.  This review presents a number of options 
that would consider the operation of the two current council delivered visitor 
information centres across the sites of Halifax and Hebden Bridge. 

 
4.2 Visitor Information – a National Perspective 
 

National, regional and local research highlights the growing demand for access to 
services using the internet, especially in relation to booking holidays and sourcing 
information pre and during visits to destinations.  Providing destination information 
digitally is essential to continue to increase the value and volume of the visitor 
economy because online research is a significant driver in supporting the 
customer’s decision making process when choosing a holiday or short break. 

 
The focus of visitor information services has changed with the development of 
digital technology, and less than 2% of visitors would now use a Visitor Information 
Centre to book accommodation. The main channel of information is now the internet 
which either leads to an online booking (40%) or an enquiry direct to the 
accommodation provider (35%). 

 
Visit England’s ‘Visitor Information Strategy 2020’ sets the scene in relation to 
provision of visitor information; highlighting changes to technology and consumer 
behaviour and how these will continue to shape future information delivery.  The 
strategy highlights that in the UK 76% of the population use the internet and that it 
is regarded as the main source of information for travel planning and booking.  The 
strategy estimates that half of the UK population now use social media and this is 
therefore being developed by Destination Management Organisations as a tool for 
information provision and destination promotion. 

 
4.3 Market Trends 

 
The ways consumers access tourist related information continues to evolve.   At all 
stages of the ‘customer journey’, digital content and channels are becoming 
increasingly important. Consistent dominant factors  have emerged in the digital 
space in the UK.  Google is a trusted tool, used throughout the travel process and 
among all target groups, and this particular search engine is popular in the inspiring, 
conceptualising, comparing, planning, and defining stages, all of which make up the 
visitor journey.  Facebook is significant  in the sharing stage, providing a platform 
for informal marketing techniques and digital word of mouth recommendations.  
TripAdvisor is used widely by all target groups and has established itself as a 
fundamental resource used in the comparative stage and used as a reference point.  
It has long been understood that customer opininion is considered a reliable 
resource when visitors are determining when and where to to visit. 
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 Customer review sites, in particular TripAdvisor, are becoming more important.  
Recent research indicates that 43% of British tourists are now using TripAdvisor 
for inspiration prior to booking a main holiday, with 23% posting reviews 
following a trip.  

 

 Facebook, Twitter, Foursquare and other social media sites are providing a 
means of sharing word of mouth recommendations with very wide circles of 
‘friends’ and networks. YouTube can be an effective means of inspiration – 
particularly when ‘shared’ or ‘liked’ 

 

 Online booking - consumers are increasingly booking accommodation through 
the growing number of third party websites that offer discounted accommodation 
and holidays such as LateRooms, lastminute.com, booking.com, Expedia, 
Trivago, and hotels.com, and taking advantage of special offers promoted 
through daily deals sites such as Groupon, Wowcher, Living Social, Travelzoo 
and Secret Escapes.  Booking.com recently added Book Now for last minute 
bookings.  Airbnb is offering a new channel of visitors wanting independent 
accommodation and it is now the 5th most popular travel website, achieving over 
4 million visits per month.  There are more than 300 Calderdale rentals 
registered with Airbnb. 
 

  ‘Mobile first’- smart phones and tablets are increasingly being used as the first 
point of contact for most communications, including tourism searches, enquiries 
and bookings. Wireless access on holiday and information in the right format is 
essential with information needing to span digital platforms.  Following a re-skin 
and revamp in 2015 visitcalderdale.com is supported across relevant digital 
platforms. 
 

 Google maps and transport apps provide visitors with large amounts of 
information in their smartphones – but including content of relevance to visitors 
and checking its accuracy depends on local monitoring and input. 

 
4.4 For destinations, from a national and regional perspective, public sector budget 

reductions have dramatically impacted on provision of destination management in 
tourism.  A review of spending and operations of English destination management 
organisations undertaken by TEAM – (external consultants supporting Visit 
Bradford’s Visitor Services Review) in 2016 indicated that under half now manage 
Visitor Information Centres.  The review also identifies where funds across English 
destination management organisations are concentrated.  Appendix 1 shows the 
percentages of destinations involved in different types of tourism operation and 
those highlighted indicate where work to support the visitor economy is 
concentrated in Calderdale. 

 
 
4.5 Local Intelligence 
 

Currently there are three Visitor Information Centres in Calderdale.  Two are 
Council run facilities at Halifax and Hebden Bridge with all functions paid for from 
the Council budget; one is an independent trust which has received an annual grant 
for staffing costs, in the region of £20k from the Town Council in Todmorden.  That 
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centre provides a community focus and supports with events management in the 
town and booking for activities.  

 
4.6 Halifax Visitor Information Centre is situated in Central Library & Archive and 

operates within library opening hours.  This means that the centre is not open on 
Sunday, one of the busiest days for visitors.  This centre   now has just under 
14,000 visitors p.a. according to 2017-18 figures, and numbers have been in steady 
decline from 23,000 p.a. following the relocation of the centre from the Piece Hall in 
2013. The relocation directly affected visitor numbers because of the reduction in 
passing footfall.  Footfall and true visitor numbers  (from beyond the borough 
boundary) have recovered  since the re-opening of The Piece Hall, combined with 
the relocation of the service to the new Central Library and Archive in  August 2017.   

 
Halifax Visitor Centre has been nominated for a White Rose Tourism Award for 
2018 for demonstrating excellent customer service and a team that go above and 
beyond in relation to visitor expectations and business engagement; this is the 
second time the centre has received a nomination in the last 3 years.  The centre 
currently operates on a budget for staffing (which includes the Visitor Service 
Manager post responsible for management of both sites), and retail stock budget 
of around £11k. The centre has   an income target of £32k p.a. to be achieved for 
the Council. For the financial year 2016/17 the centre achieved just under £10k in 
income from retail and event bookings which was 45% uplift on the outlay but only a 
30% achievement of the income target, resulting in  an overspend in the service.  
The operating costs for the service are highlighted at table 1.1 of the report. 

 
4.7 Hebden Bridge Visitor Information Centre - is situated by the canal in Hebden 

Bridge and in 2017 received just over 23,000 visitors. With the exception of 2014, 
visitor numbers have been in steady decline, particularly in the period throughout 
2016-2017, when the centre was significantly affected by the after effects of the 
winter 2015 floods.  Similar to Halifax there has been an increase in visitors from 
April 2017–April 2018.  Hebden Bridge Visitor Information Centre staff members 
were recognised for their dedication to the local community and visitors post 2015 
floods and won the Welcome to Yorkshire White Rose award for the best visitor 
centre in Yorkshire in 2016. 

 
The Council has the premises for the Hebden Bridge centre on a long term lease 
and pays a peppercorn rent for the building.  The Council sublets the majority of the 
upper floor to Pennine Prospects.  There is a rental income target for the Visitor 
Service of £7,500 p.a. which is secured through an arrangement with Pennine 
Prospects. The Council provides back office functions including IT connections and 
support, telephones and printing to Pennine Prospects. A service charge payment 
is received for this.  There is also a retail income target for the Visitor Service of 
£25.5k p.a. and an exhibition space income target of £1.7k p.a.  In the financial year 
of 2016/17 the facility achieved just over £13k in income from retail and exhibitions 
which was a 64% uplift on the outlay but only a 55% achievement of the income 
target, therefore showing an overspend on the service.  The operating costs of the 
service are highlighted at table 1.1 of the report 

 
4.8 A large proportion of Visitor Information Service enquiries relate to travel enquiries, 

general map enquiries, attractions, events, public toilets, where to eat and where to 
go.  Halifax visitor centre also deals with basic library queries and staff will support 
with help for library self- service where appropriate. 
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Table 1 Shows Footfall Trends year on year from 2012-2018 
 

Footfall Trends                                  

Location 2013-
2014 

2014-
2015 

2015-
2016 

2016-
2017 

2017-2018 Cause and effect of 
decline 

Halifax 
 

23,184 17,130 14,835 11,717 13,793 Co-location in less 
visible site away from 
the Piece Hall 
attracting less passing 
footfall and less retail 
sales 

Average 
Spend per 
visitor 

£ 1.01 £0.79 £0.52 £0.74 £0.74  

2017-18 
Enquiries – 
face to face, 
e-mail, 
telephone 

    9,522   

Hebden 
Bridge 
 

23,720 27,888 22,160 21,656 23,712 Floods of winter 2015 
which affected visitor 
numbers and retail 
sales. 

Spend per 
visitor 

£1.16 £1.47 £0.85 
(floods) 

£0.65 
(floods) 

£0.96  

2017-18 
Enquiries – 
face to face, 
e-mail, 
telephone 

    17,560  

Comparison with Visitor Centre Numbers Elsewhere 2017-18 Figures 

Haworth     69,254 All have seen a 
decline in footfall in 
recent years. 

Ilkley     75,726 

Saltaire     29,669 

 
 
Currently the delivery of the Visitor Information Service across two sites costs £229k per 
annum. Further details in relation to the budget are as follows; 
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Table 1.1 
 
Costs Halifax Hebden Bridge  Total   

Staffing Costs 
(Visitor Services Manager 
costs split across both 
staffing budgets for this 
purpose) 

£71,000  £61,000 £132,000 

Spend on products  £13,000 £15,000 £28,000 

Occupancy costs N/A – co located 
with Halifax Library 

£26,000 £26,000 

Central support (inc HR, 
CAFM) costs 

£18,000 £25,000 £43,000 

Total Costs  £102,000  £127,000 £229,000 

Income targets £32,000 28,600 £60,600  

Net Cost of Service £70,000 £98,400 £168,400   

Average Annual  Income Secured 2012-2018 

 £15,500 £25,200  

Average annual income 
deficit (based on last 5 
years) 

 50%                             12%  

 
 
4.9 Staffing across Hebden Bridge and Halifax Visitor Information centres is shared 

across a core team of part time staff, supported by casual assistants to cover core 
staff leave and sickness.  As a result of public sector budget cuts the full Tourism 
Service has seen significant budget reduction since 2011 with a sum £120k 
reduction in a third of the budget across the service including business support, 
marketing, events and licensing and visitor centres.  The visitor information centres  
budget has been reduced by £50k by reducing the  outlay budget for retail stock, 
not to backfilling any vacant positions on a long term basis, an increase in single 
staffing and a reliance on increased casual staffing and apprenticeships to deliver 
the service. 

 
4.10 Marketing, promotional and PR activity to raise the profile of the borough as a 

destination has not been carried out with mainstream budget funds.  Instead 
funding has been secured through successful external grant applications and 
partnerships brokered by the Principal Officer. 

 
Retail income for the centres has been maximised through local sourcing and a 
commitment to selling products that secure 30% uplift when sold.  Yet with the 
economic downturn and a reduction in outlay spending, the flood recovery in 
Hebden Bridge and online retailing becoming ever more popular, income targets 
are not able to be met. 

 
Visitor Information Services currently provide outreach services at three selected 
events throughout the year which attract high footfall and provide a good 
opportunity to sell retail products.  Historically this has included Halifax Food and 
Drink Festival, Brighouse Spring Market and the Castle Carr attraction.  

 
4.11 Between 2013-2015 fixed term funding was secured from ‘Economic Task Force’ to 

support a welcome scheme for customer facing tourism businesses which helped 
more than 200 individuals, including Council owned cultural providers such as 
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Shibden Hall, Bankfield Museum and the Victoria Theatre through the programme; 
many of the businesses are still engaged and receive e-news from 
visitcalderdale.com and social media updates.   

 
 
Table 1.2 & 1.3 Outlay & Income across Visitor Information Centres 
 
 

Halifax Visitor Information Centre 
 
Budget for Staffing and Retail Outlay – *(Note Halifax staffing 
costs  include Visitor Services Manager responsible for both sites)* 

  

Budget 
(£) 

2012-2013 2013-2014 2014--2015 2015-2016 2016-2017 2017-
2018 

93k 87.5k 80k 84.7k 81k  81k 

Retail Income 
 targets 

  

 30k 31.4k 32k 32k 32k 32k 

Actual Income 
Secured 

  

 35k 22.7k * 

(Relocation from 
Piece Hall) 

10.6k 7.6k 9.8k 7.2k  

Year End Surplus/Deficit   

 1k surplus 5.7k deficit  20.4k deficit 2.3k deficit 9.7k deficit 18.9k 
deficit 
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The information above shows that the 17/18 budget is 13% lower than in 12/13).  
The income target however has largely been maintained at about the 12/13 level 
despite the budget for the centres reducing.  In relation to Halifax Visitor Centre, the 
relocation of the service and the lack of retail space in the new library location has 
directly attributed to the loss of income and the deficit in the overall budget.  The 
combined income deficit is £20k .  The information highlights spend and income in 
key areas, it does not detail centralised services, this is identified at table 1.1 of the 
report.  There are significant variables to the deficit amount each year for the visitor 
centres.  This is a result of short term cash injections for projects and virements 
from other budgets in order to manage the best possible outcome at year end for 
the service.  The overall results demonstrate an overspend within the service that is 
likely to continue in future years. 

 
4.12 Measures taken to address the budget overspends  
 

The on-going issue of budget overspends persists despite a number of measures 
being introduced to try to reduce costs, including: 

 

 Improved retail offer and advertising locally sourced products 

 Improving the marketing of the  exhibition space which is now  fully booked,  

Hebden Bridge Visitor Information Centre 
 
Budget for Staffing Costs and Retail Outlay 

  

Budget(£) 2012-2013 2013-2014 2014 -2015 2015-2016 2016-2017 2017-18 

83k 73.2k 75.2 76.8k 77.6 71.5k 

Retail income  
targets 

  

 36.5k 37.2 38k 38k 28.6k * 
 income 
reduction 

28.6k 

Amount  
Secured 

  

 31k  24.3K 41.8k 20.5k 13.2K * 
Flooding 2015 

 

20.4k 

Rental 
income 
targets   
(*sublet of 
upper 
floor) 

      

 6.9k 6.9k 6.9k 7.5k 7.5k 7.5k 

Amount  
Secured 

  

 6.9k 6.9k 6.9k 7.5k 7.5k 7.5k 

Year End Surplus/Deficit   

 13k deficit 16.5k 
deficit 

1k deficit 3.8k deficit 0.3k deficit 0.2k deficit 
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 review of staff shift patterns and a reduction in working hours, with the 

introduction of lone working (single staffing) 

 Pop up provision at key events to raise awareness and improve sales 

 

However, a large amount of the remaining staff time is spent managing the retail 
offer to try and achieve the income targets and reduce overspend.  Despite new 
approaches, the changing way in which visitors are now accessing information must 
be recognised, along with the fundamental shift in shopping habits towards online 
spending  As more customers use online channels, footfall into the centres under 
current arrangements will remain low or decrease and consequently  the 
opportunity for spending in the centres will fall;. It is not realistic to maintain a 
budget based on the achievement of income from retail sales in the same way as 
even 5 years ago. 

4.13 It is clear from the information gathered nationally, regionally and locally that face to 
face visitor information services are declining.  More visitors are accessing on line 
information and carrying our research prior to their visit to the destination.  This 
correlates with statistical information relating to the destination management 
website visitcalderdale.com detailed at appendix 2 of the report.  In addition social 
media channels are performing well, the destination Facebook page has secured 
just under 3,000 followers and twitter receives 2620 followers. 

 
4.14 Growing areas of activity in the local Tourism market  

 
Strategic evidence demonstrates that the visitor economy is strong in Calderdale: 
  

 The value of the sector is growing - a consistent increase in the value of the 
industry and new job creation since 2010.  Figures from 2016 identify that the 
industry is currently worth £328 million which has increased by £80 million over 
the last 8 years.  

 Direct visitor spend is up – increase to businesses is estimated to be more 
than £240 million.   

 Increasing demand for business support - an increase in the number of 
business support meetings being carried out with existing and new business 
start-ups. Independent visitor accommodation businesses are increasing as are 
food and drink businesses; there are a number of farm diversification projects 
taking place and a significant increase in Airbnb accommodation, all of which 
support the local economy and attract more visitors.  New business start-up and 
keep in touch meetings are a significant area of work for the Tourism team.    

 Growth in events and festivals - the developing events and festivals agenda is 
increasing the work for the Tourism team, with officers supporting over 100 
events on Council land across the borough per annum, of which significant 
income is generated. More could be secured with additional concentrated 
resource in this area. 

 
4.15 Despite the trends towards digital, it is clear that there is still demand for the face to 

face delivery of visitor information.  However, the landscape in relation to visitor 
engagement is changing.  The current service arrangements are unsustainable and 
therefore there is a case for change. 

 
 

http://www.visitcalderdale.com/
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5. Options for future visitor information service delivery 
 
5.1 The options presented below indicate how the service could adapt to meet the 

current needs of the visitor whilst reducing the cost to the Council.  As identified 
earlier in the report, the current income targets for the centres are not achievable 
under current arrangements and do not reflect trends in visitor behaviour. It is 
necessary, therefore to consider other ways of reducing costs.   

 
5.2    Option1. 
 

          Single staffing and a reduction in hours across both sites 
  

Currently there is a significant amount of double staffing across both visitor centres. 
This option seeks to reduce this to single staffing and reduce the opening hours of 
the sites.  From research across the region, single staffing at visitor centres is now 
considered necessary as is reduced opening hours.  The proposal below considers 
staffing and hours in line with regional and national trends.  

 
Hebden Bridge is currently open 7 days a week from 10am – 5pm and double 
staffed for 5 days of the week Halifax is in line with the library opening hours, which 
is 9.30am – 6.30pm on Monday, Tuesday, Thursday and Friday.  From 9.30am – 
12.30 noon on Wednesday and 9.30am – 4pm on Saturday.  Halifax is double 
staffed for the majority of the week. 

 
Option 1 takes into account the busier summer months in Hebden Bridge and 
provides an option to double staff throughout the weekend from March – September 
inclusive. In relation to Halifax, the opening hours remain consistent throughout the 
year because of the developing night time economy and visitors to the Piece Hall 
throughout the summer, autumn and winter months. 

 
Although there would be a reduction in hours, a daily opening would support the 
centres to achieve a level of income across the service. 
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Table 1.6 Option 1 Cost Savings 

 
5.3  Option 2 
 
 Option 1 combined with seasonal opening across both sites 
 

A number of visitor centre operations have moved to seasonal opening operating 
only in busier months.  Calderdale has a vibrant events and festivals programme 
that attracts visitors throughout the year.  However as identified above, the point of 
research often commences on line.  Throughout the winter months, the visitor 
services operation is generally quieter than in the summer months.  However 
throughout December, the retail offer is an attraction for locals and visitors buying 
Christmas gifts. 

 
The proposal below is based on a single staffing operation and seasonal hours.  
Research would be done to investigate the possibility of annualised salaries to 
support regular income for staff, whilst giving the opportunity to seek alternative 
employment during the winter months, including other casual staffing opportunities 
within the Council. 
 
 
 
 
 
 
 
 

 

Location Hours 
open 
each 
week 

Current 
staff 
hours 

Proposed 
single 
staffing 

Proposed opening 
hours 

Average 
reduction 
in staff 
hours per 
week 

Reduction 
in opening 
hours  per 
week 

Cost saving 
per annum 

 

Hebden 
Bridge 
Visitor 
Centre 

49 
hours 

73 hours 
(includes 
casual 
staffing) 

Single 
staffing 7 
days per 
week from 
October – 
March. 
 
Single 
staffing week 
days and 
double 
staffing 
weekends – 
Mar-Sept 

10am – 3pm daily –
October – February 
inclusive 
 
 
 
 
10am –  4pm daily 
March – September 
inclusive 
 
 
 
 

30 hours 7 hours 
 
 
 
 
 
 
14 hours 

 
 
 
 
 
 
 
 
 
 
 
 
 
£14,600 

 

Halifax 
Visitor 
Centre 

45 
hours 

68 
(includes 
casual 
staffing) 

Single 
staffing on all 
days from 
October  - 
March 

10am – 4pm 
Mon/Tue/Thu/Fri 
 
Wed 9.30 – 12.30 
Sat 10am – 4pm 

36 hours 12.5 hours £18,000 

                                                                                                                                 Total saving  £32,600 
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Table 1.7 Reduced staffing and seasonal opening costs savings 
 

 
 

*Note – with reduction in opening hours this would impact on the ability of the service to sell 
products across both centres and therefore the income is forecast to reduce.  A sum of £7k 
has been estimated in lost income, reducing the overall net saving to £33,800 

 

5.4 Option 3 – Co-location 
 

Halifax Visitor Information Centre is now co-located with Central Library.  The 
benefits are reduced hours resulting in a saving and reducing occupancy costs; but 
this has been severely impacted by the loss of income because of a reduction in 
passing visitor footfall.  More recently the service is seeing uplift since relocating to 
the rear of the fourth gateway to The Piece Hall. 

 
As part of this review, co-location has been investigated as an option for Hebden 
Bridge with the potential to move to Hebden Bridge Library; the library is close to 
the current site and within the context of the town and therefore would receive 
visitor footfall. Similarly to Halifax, this would result in the loss of income because of 
reduced retail space but importantly the benefits of this would be the potential to 

Location Current 
Hours 
open 
each 
week 

Current staff 
hours 

Proposed seasonal 
opening hours 

Average 
reduction 

in staff 
hours per 

week 

Reduction in 
opening 

hours  per 
week 

Cost Saving 
per annum 

Hebden 
Bridge 
Visitor 
Centre 

49 hours 73 hours 
(includes 
casual 
staffing) 

10am – 4pm Saturday 
& Sunday  only  
November – Feb 
inclusive 
 
 
10am –  4pm daily 
March –October  
inclusive – single 
staffing weekdays  

60 hours (4 
months) 
 
 
 
 
14 hours 
(8 months) 
 
 

37 hours 
 
 
 
 
 
7 hours 

£12,000 
 
 
 
 
 
£4,500 
 
 
 

Halifax 
Visitor 
Centre 

45 hours 68 (includes 
casual 
staffing) 

10am – 4pm Saturday 
& Sunday only Nov-
Feb inclusive 
Single staffing  
 
 
10am – 4pm 
Mon/Tue/Thu/Fri 
 
Wed 9.30 – 12.30 
Sat 10am – 4pm 
Single staffing 

59 hours (4 
months) 
 
 
 
 
 
 
 
39 hours 
for (8 
months) 

30 hours 
 
 
 
 
 
 
 
 
10.5 hours 

£12,000 
 
 
 
 
 
 
 
 
£11,700 

 

                                                                                                     Cost Saving                                                 £40,200 

                                                                                                  Reduction in income                                       £7,000 

                                                                                                   Final Cost Saving                                      £33,800 
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sub-let the current centre premises on a commercial lease through advertising the 
property on the open market and generate income for the Council.  Co-location 
combined with reduced opening hours and staffing would result in significant 
savings.   
 
If this approach were taken, discussions with the landlord would be required with a 
view to making changes to the current lease. A one off cost is likely to be necessary 
to make such changes. 

 
Hebden Bridge Library is not open on Sunday which is a busy day for Hebden 
Bridge Visitor Centre, therefore any development of this proposal would be with the 
intention for the ground floor of the library to be segregated and have the visitor 
facility open on Sunday.  A one off investment of £12,000 would be necessary to fit 
out a corner on the ground floor of the library to create a visitor centre pod and retail 
space and re directional signage from the coach parking facility nearby outside the 
current centre and fingerpost signage throughout the town. 
 
Co-location within Hebden Bridge library has been investigated on the basis that it 
is an existing council owned asset and therefore allows a reduction in occupancy 
costs and is close by the existing centre.  However the library / visitor centre mix 
has not worked particularly well in Halifax and exploration across other locations 
within Hebden Bridge is recommended.  This could include Hebden Bridge Town 
Hall, local retailers and cafes. Visibility of the service and cost would be key factors 
in determining the viability of this. 
 
Table 1.8 Co-location with Hebden Bridge Library- Savings  

 

 

5.5 The above options acknowledge that “face to face2 visitor service is reducing.  
However, digital channels and demand business support and increasing events and 
festivals are a key development factor for Calderdale.  With this in mind the above 
reduction in staff hours consider customer facing staff only.  The Visitor Services 

Co-location with Hebden Bridge Library  

Proposed opening 
Hours 
 

Hours open Reduction in 
opening hours 
per week 

Hours saved 
through 
single staffing 

Cost Saving Income 
to CMBC 

10-4pm Mon, Wed, 
Thurs Fri, Sat, Sun 
 
Closed Tuesdays 
 
 
 
 

36 hours 13 hours per 
week 

28 hours per 
week 

£13,500  

Current occupational 
costs for Butler’s 
Wharf 

   £26,000  

Additional 
Commercial income 
from rental of Butlers 
Wharf lower floor 

    £20,000 

                                                                                   Reduction in retail income                        -£10,000 

                                                                                   Total net  savings                                    £49,500 
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Manager hours would remain the same and their skills in business support and 
event management would be concentrated to other areas of the tourism team 
where the service needs to grow to meet demand identified at 4.14 of the report. 

 
5.6 Option 4 Relocation of the Halifax Visitor Centre 

 
Relocation is an invest to earn  approach and in view of the fact that the options 
appraisal is being carried out to make budget reductions it is an ambitious ask.  The 
reopening of The Piece Hall has had a significant impact on the town, as has the 
increased interest through media and PR, all of which are supported by the Tourism 
team.  The Piece Hall attracts significant footfall and affords the opportunity for 
relocation for high visitor visibility and to reach and maintain income targets. 
 
Background research - Visit York’s information centre transferred to a prominent 
new site at 1 Museum site within sight of York Minster.  The move required 
significant capital investment. 
 
The relocation offered VisitYork the opportunity to extend core services 
(information, accommodation, tickets, events and merchandise) with online and 
interactive facilities. 
 
Since opening the centre has more than doubled its target with a 40% increase in 
footfall and merchandise sales increased from £19,000 per annum to £37,000 per 
annum.  Extended evening opening hours and better retail space supported this. 
 
Extensive use of new technology AV screen advertising has proved popular with 
local businesses. 
 
In response to the reopening of The Piece Hall and the significant footfall which has 
exceeded estimated numbers, there is the opportunity to consider relocation within 
the setting. 
 
Initial discussions have taken place with the Council’s Lead Officer for 
Commercialisation about this proposal and the support available from the Council’s 
Commercial Champions on the business planning process. This would inform the 
direction of travel for this proposal and will be submitted to the Commercial 
Governance Group for approval. The business plan would include the application 
for any Innovations Fund invest-to-save loan required for refurbishment and initial 
support for occupancy and additional staffing. 
 
Discussion has taken place with the commercial lead for the Piece Hall and there is 
the opportunity to locate into one of several units currently available.  It is 
understood that the Visitor Information Services team would be complimentary to 
the existing ‘Piece Hall Welcome Centre’ it would not detract from it; Welcome 
Centre staff currently redirect visitors wanting information on the wider town and 
borough to CMBC Visitor Information staff based within the Library.  Operating 
hours from 10am – 6pm would be considered acceptable. Relocation would create 
a 7 day a week opening which would require an increase in staff costs but 
importantly allows for Sunday opening, currently not an option in the Library. 
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Table 1.9 Costs for Relocation 

Rental & 
Service Charge 

Year 1 

 

£7,200 

Year 2 

 

£7,200 

Total 

 

£14,400 

Additional Staff 
Hours  

£7,900 £7,900 £15,800 

Fit Out £4,000 Nil £4,000 

Total 
Investment 

  £34,200 

Projected 
additional 
visitors across 
the centres 

16,000 18,000 34,000 

Projected 
additional retail 
spend per 
visitor 

£0.30 £0.40 

 

£10,200 

Projected 
additional 
income from 
tours and e bike 
rental 

£12,000 £12,000 £24,000 

Net effect   -Cost neutral 

 

From historical evidence and research across the region it is clear that within a high 
profile setting, income can be secured.  The retail offer provided from Halifax Visitor 
Information Centre is unique to the centre and would not be considered in 
competition with other retail outlets in the Piece Hall.  Staff hours would need to 
increase but there would be a concentration on single staffing from across the 
service, with split shifts and an overlap arrangement. 

Recognising that income cannot be solely generated through retail, in the coming 
months, staff will work to develop alternative means to generate income, visitor staff 
will work to supporting new walking trails including ‘Streets in the Sky’ from April 
2019. This tour of the hidden parts of the Borough Market which is very popular but 
only delivered once or twice a year. Halifax is an area with a developing 
independent music brand and already has an existing music trail. This opportunity 
to income generate will also be investigated. In Hebden Bridge there is the 
opportunity to provide electric bike hire which will generate increased income for the 
service and will appeal to our international visitors from Belgium, Holland and 
Germany, where such as service is expected on the continent. 
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5.7 Option 5 – Outsourcing of the Hebden Bridge Centre 

Engagement has taken place with officers from Hebden Bridge Town Council.  The 
Town Council is keen to see a face to face visitor information presence at Hebden 
Bridge but aware of the financial pressures that the Council is facing. The Town 
Council have looked in detail at options to take on the building and the staffing of 
Hebden Bridge Visitor Information Centre.   

After detailed research the Town Council have very recently concluded that taking 
on the service and the building in Hebden Bridge would not be financially viable. 

The Town Council are, however, very supportive of the tourism agenda and will 
continue to support the development of tourism in Hebden Bridge alongside 
Calderdale MBC and partners agencies. 

5.8 Risk – all proposed options carry an element of risk.  The risk matrix is detailed at 
appendix 3 of the report. 

 

6. Financial implications 

6.1 There are four options detailed in paragraphs 5.2 to 5.7 of this report that provide 
options to review current service delivery and achieve savings in future years. The 
details are as follows. 

                                                      HB             HX        Loss of        Net 
                                                    Saving      Saving   Income       Saving    
                                                       £                £             £                 £ 
 
Option 1                                      14,600        18,000                     32,600 
Option 2                                      16,500        23,700      -7,000     33,800 
Option 3  HB Only                       59,500                0     -10,000    49,500                                        
Option 4  HX only                                0                 0               0             0 

 
6.2    There is risk attached to all of the options detailed above as it is difficult to precisely 

determine the level of any net saving, particularly where it is anticipated that 
implementation would impact on the income generated by the service. Both options 
2 and 3 detailed in this report allow for reductions in income. 

 
6.3    It is anticipated that relocation of Hebden Bridge Visitors Centre to Hebden Bridge 

Library would achieve the most significant net saving of £49,500. This proposal 
does, however, allow for ongoing and additional income of £20k from the 
commercial letting of the lower floor of the Visitors Centre, vacated by the service. 

 
6.4     Although it is expected that option 4 would not generate a net saving in the first two 

years of operation, it is anticipated that relocation of the Halifax Visitor Centre to the 
Piece Hall would provide the best opportunity to increase income in the longer term. 
The evidence to support this is largely based on the fact that income of £35k per 
annum was achieved in the financial year 2012/13 when the visitors centre was 
previously located in the Piece Hall, whereas the current income level for the library 
is only £7k per annum.  
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It is anticipated at this stage that this option would result in an ongoing and 
additional cost of £15k per annum in relation to service charges and staffing. It is 
also expected that this would be offset by minimum additional income of £18k per 
annum from retail (£5k) and e bike rental (£13k), this figure is based on half day 
rental for two bikes for five days a week over a 40 week period.  

 
6.5 It is anticipated at this stage that the Halifax and Hebden Bridge Visitor Centres 

combined overspend of £20k, detailed in paragraph 4.11 of this report, will continue 
in 2018/19 and future years until any further action is agreed in order to achieve 
savings. Options 1 to 3 detailed in this report offer the potential to realise this saving 
and contribute further towards the running of the service. 

    
7. Legal Implications 

7.1  Some options have legal implications in relation to lease arrangements and as such 
advice has been sought from the Head of Legal & Democratic Services.  

7.2 All options affect the current staffing operation within the service and depending on 
the options pursued:  

 
Terms and conditions of employment for existing staff could change to 
accommodate different working arrangements, including a reduction in the overall 
hours available. 
 
There is an obligation to inform and consult with all affected staff during a 45 day 
consultation period. 
 
All changes would be implemented in accordance with the Council’s Restructuring, 
Redundancy and Redeployment procedure. 

 
8. Consultation 

8.1  Throughout the budget consultation local communities and businesses responded 
the consultation and it was clear that a face to face presence is considered 
important.  Therefore all options presented respond to this requirement. 

8.2 Colleagues in Bradford, Wakefield, Scarborough and Harrogate have been 
engaged with to identify how they have reviewed their visitor services. 

8.3  The Chair of Pennine Prospects has been consulted in line with the development of 
the regional park across the South Pennines and advocates an operation in Hebden 
Bridge should remain because this is considered a strategic hub of activity within 
the South Pennines. 

8.4  CAFM has been consulted regarding management of the assets and most 
appropriate usage and commercialisation of such assets. 

8.5  Lead for Commercialisation has been consulted to consider the opportunity afforded 
through relocation of Halifax Visitor Centre. 

8.6  The issue remains an item for discussion at Hebden Bridge & Mytholmroyd Town 
Development Board. 
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8.7  Hebden Royd Town Council officers have been engaged with to discuss future 
opportunities for service within Hebden Bridge. 

 
 
9. Environment, Health and Economic Implications 
 
9.1 The visitor economy in Calderdale is growing year on year, it is not expected that 

changes to Visitor Services will affect this. 
 
 
10. Equality and Diversity 

10.1   An Equality Impact Assessment has been carried out in relation to the proposed 
changes 

 
 
11. Summary and Recommendations 

11.1 Cabinet is recommended to consider all the options presented in the report and 
decide which options they would like to progress more formally in order to develop 
new ways of visitor information delivery. 

11.2 Following the detailed research and the identification of cost savings through 
various options it is recommended that a move to single staffing across the services 
is pursued. Depending on what options are developed in each locality will determine 
the level of saving made.  The most significant saving is option 3 which could create 
a saving of £39,500 and could realise additional income to the Council of £20,000 
through a commercial let of the vacated Hebden Bridge premises, this will however 
have a direct impact on income generation opportunities and visibility of the centre.  
Option 4 acknowledges that the visitor landscape across Halifax town has changed 
and visitor numbers have increased, with the Piece Hall a focal location for visitors 
and therefore a premium site for a viable Visitor Information Centre. An Innovation 
Fund invest to save loan would allow the service to test bed activity for future 
delivery and sustainability. 

11.3 The Visitor Services team will work to create new income generating opportunities 
across Calderdale, including more ‘pop up’ visitor information with the opportunity to 
sell products. Creating and delivering new guided walks to appeal to new target 
markets and electric bike hire. 

11.4 Cabinet is requested to consider the options based on cost reduction for the Council 
whilst retaining a level of face to face delivery across visitor information. 

 

 _______________________________________________________________________  
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For further information on this report, contact: 
Katie Kinsella Principal Officer – Tourism 

Regeneration & Strategy Directorate 
Telephone: 01422 39 2293 
E-mail: Katie.kinsella@calderdale.gov.uk 
 
The documents used in the preparation of this report are: 
 
1. Visit England Case Studies: Alternative Information Delivery Models 
2. Visitor Services Review Report – Borough of Scarborough 2016 
3. Visit Bradford Tourism Review – TEAM – December 2016 
4.      Calderdale Visitor Economy Strategy 2015-2018 
 
The documents are available for inspection at: 
Westgate House, Westgate, HX1 1PS 
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Areas of Operation  

 

% DMOs 

 

Domestic leisure (consumer) marketing 92 

Business advice and support 76 

Research 71 

Travel trade marketing 68 * 

Events development / support 68 

International leisure (consumer) marketing 66 * 

Other in-destination information provision 66 

Destination development – interpretation, product 
development etc. 66 

Sector Training 55 

Tourism Conference 50 

Tourism Awards scheme 45 

TIC operation 42 

Broader place and inward investment marketing 39 ** 

Convention Bureau / Business tourism – sales and 
marketing 29 *** 

 

(* Calderdale provides information to Welcome to Yorkshire and VisitEngland but funding is not provided 

from local sources) 

(** Supported by ‘Next Chapter campaign – not funded by tourism budget) 

(*** Not a viable market– Calderdale is primarily a leisure destination with minimal conferencing facilities in 

comparison to Leeds, Manchester and Bradford) 

 

 

 

 

 

Appendix 1 Destination Management Organisations - Workstreams 
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Where is web traffic originating from? International National 

   

Ranking       1 UK          94.3% London     16% 

                     2 USA        1.57 % Leeds        16% 

                     3 Australia  0.69% Halifax       11% 

                     4 Ireland     0.3% Bradford     5% 

                     5 Canada   0.24% Huddersfield 4% 

                     6 Germany  0.19% Manchester  3% 

 

Web Traffic Visit Calderdale 2017 & 
2018  (* Tour de Yorkshire) 

 

 

   
Month Visits 

Page 
Views                       Average Page Views  

  
2017 

2018 
% 

uplift 
2017 

2018 % uplift 
2017 

2018 

                 

January  7492 9778 31 16849 22761 35 2.25 2.33 

February  8305 10089 21 18218 25661 41 2.19 2.54 

March  10887 14513 33 23667 34861 47 2.17 2.4 

April  *19716 17626 -11 40358 38940 -4 2.05 2.21 

May  16439 *22426 36 34443 45316 32 2.10 2.02 

June  14825 20268  37 33987  40233 18 2.29  2.99 

July  14410  18743 30 35325 40848  16 2.45 2.18  

August  18467  22194 20 41575  49767 20 2.25  2.24 

September  14210   
 

32586   
 

2.29   

October 16207   
 

36067   
 

2.23   

November 25020   
 

43140   
 

1.72   

December 10959   
 

21454   
 

1.96   

Total 176937 74432 
 

377669 
167539 

 
  

  
 

Appendix 2 VisitCalderdale.com 
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Option  Risk Consequences Mitigations Action Lead 
1 Reduced level of 

face to face 
provision and 
income 

Increased 
pressure on 
service budget 

Clear 
communications 
identifying opening 
hours, continued 
local sourcing and 
income generation 
from other areas of 
the service 

Market test other 
income generating 
opportunities from 
the service 
 
Ambassadorship 
training with other 
visitor facing 
services (museums 
and cultural 
services) 
 
 

Principal 
Officer – 
Tourism 
 
 
 
Visitor 
Services 
Manager 

2 As above As above Clear promotions at 
set points of the year 
 
Retain weekend 
opening where 
possible 
 
Income generate 
from other areas of 
the service 

As above Principal 
Officer 
Tourism 
 
 
 
Visitor 
Services 
Manager 

3 As above 
 
Reduced visibility 
and passing footfall 

As above Clear town signage 
and digital 
information 
 
Sunday opening 
 
Retail space 
provided 
 
Staff training 

As above Principal 
Officer – 
Tourism 
 
Visitor 
Services 
Manager 

4 Lack of return on 
investment 

As above  Research from Visit 
York 
 
Pilot initiative with  
close monitoring of 
the market with 
intervention if 
required 
 
Combine with lesser 
risk option  
 

Training with Piece 
Hall welcome centre 
staff to support 
redirection of 
visitors for 
information on wider 
town and borough 
 
Volunteer support to 
minimise staffing 
costs 

Principal 
Officer – 
Tourism 
 
 
Visitor 
Services 
Manager 

5 N/A  N/A 
 
 
 

N/A N/A N/A 

Appendix 3 – Risk Matrix 



Appendix 4 Tourism Team Structure                                                                                                                                                                                           * Posts affected  

 
Regeneration & Strategy  Directorate    Tourism Team 
 
 

 

 
Principal Officer – Tourism & 

Visitor Economy 
  

 

Visitor Services 
Manager 

  

 

 
Visitor Services 

Assistant * 
  
 

Visitor Services 
Assistant * 

  
  

 

Senior Visitor 
Services 

Information  
Assistant * 

  

 

Visitor Services 
Information 
Assistant * 

  

 

Visitor Services 
Information 
Assistant * 

  

 

 
Events and Licensing 

Officer 
  

  

 Event Support Officer 
Apprentice, 

  
 

 
Tourism Officer 

  

  

  

 

6 casual assistants  


