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Introduction

Geraint Hughes, Stakeholder Relations Manager, Silverlink Trains

· Geraint welcomed delegates to the event, the first of its kind to be organised by Silverlink in support of its CRP’s.

· CRP’s are becoming an increasingly important and successful facet of branch and feeder line operations in this country. The government’s Community Rail Development Strategy is now 2 years old, and has already been very successful in promoting a change in attitude towards these lines, from the industry and from external stakeholders. The Abbey Line is one of the six nominated Pilot Projects, each designed to test and deliver a different aspect of the strategy. The Marston Vale Line is one of the newest CRP’s and one of the first lines to have a Community Rail Service designation, in recognition of its other role as an important freight route.

· One of the main tenets of Community Rail development is that tailored solutions should be identified and adopted for each route, as local circumstances will always be different. However, that should not stop CR practitioners getting together and comparing notes and sharing ideas. We can always learn from others, and that is the main purpose behind these workshops.

· One common factor for our two CR lines is that they both have well structured and motivated local support, whether it be from the local authorities or from our highly effective rail user groups (Abfly and BBRUA). The other common factor is that both lines have new CRP Officers. Both Alissa and Eileen have a wealth of experience in community development work, but are sufficiently detached from the railway to be able to challenge the way that things are done. Their efforts, combined with those of James Elliott, Silverlink’s Group Station Manager with responsibility for the two CR lines, should ensure a strong partnership than can work to enhance the future of our local railways.

· The agenda for the day is determined by the delegates themselves. Apart from being a networking opportunity, it’s a chance to challenge and compare, and to learn at a very practical level how the CRP can support a successful branch line. Politicians and decision makers are being offered separate briefings to learn more about Community Rail and why they should support it through funding for the CRPs. Above all, the outputs from this workshop should be useful when the CRP Steering Groups meet to confirm their Action Plans for 2007/08.

· And finally, everyone is aware that this is the final year of the Silverlink franchise, and that a new franchisee is set to take over in November. That company will have a commitment to community rail enshrined in its franchise agreement, so we at Silverlink want our two CRPs to be in the best possible position when they take over. 

Communications and Awareness Raising

Graham Bashford, External Relations Manager, Silverlink Trains

· The CRP is a true partnership between disparate organisations that have the same goal – to see their local railway enjoy a secure future with more people travelling and more community involvement.

· From Silverlink’s point of view, we are fully committed to both CRPs, and will contribute our professional expertise in support of local initiatives promoted by the CRP and the community as a whole. That professional expertise includes the work of the Communications Team, whose role is to present the Silverlink business to a range of external stakeholders and the media. 

· Successful communication is based on good working relationships between individuals. In this case, the relationship between the CRP Officer and our local line manager, James Elliott, is critical to that success.

· The successful promotion of the Abbey Line started with the launch organised with Hertfordshire County Council in June 2005. Since then we have been able to follow this with a range of good news stories that have helped to raise the profile of the CRP – special trains, community projects and new ticket products, to name but a few.

· The Marston Vale needs similar treatment, with a launch planned for 4th April, and a number of opportunities arising from the attractions along the route and the possibilities of enhancements to the service.

· At the centre of any communications activity, there must be a good understanding of the audience that you are trying to reach, the message to be delivered, and the best means of delivering it.

· Different audiences demand different levels of detail and potentially different selling points within the same story. For example, a politician will want to know how his decision has proved beneficial to your project, but the end user will want to know what benefits the project will bring to him.

· The message to be delivered needs to be simple and to the point. There is no point embellishing it with surplus information!

· The audience to be reached will often determine the medium to be used. There is a wide variety of media at our disposal – one to one meetings, presentations, public events, marketing literature, press and media releases. We can help you to fine tune the delivery of the message, whatever the name that appears on it – the CRP, Silverlink, or maybe an individual partner.

Group Exercise – Communications and Awareness Raising

Part 1:

Draw up a list of stakeholders with which the CRP should communicate

The three breakout groups came up with very consistent lists of stakeholders. The following represents an amalgam of the three lists:

· Rail users 

· Rail user groups

· Passenger Focus

· Individual users or potential users

· Rail industry 

· TOC; 

· Network Rail; 

(note that DfT does not see itself as a stakeholder)

· Local government (at regional, county, unitary, district and parish level) 

· Politicians (both local members and those with a transport, community or environmental portfolio); 

· Senior officers (budget holders and policy makers); 

· Middle tier officers with specific community responsibilities (e.g. town centres, tourism, rural transport, countryside management)

· Government agencies – RDA, Environment Agency, etc.

· Community groups  

· Residents associations;

· Clubs and societies, including special interest groups

· Access groups

· Youth groups

· Neighbours around stations

· Educational establishments 

· Schools

· Further education colleges

· Local services  

· Sports venues;

· Professional sports clubs

· Pubs

· Health facilities – GP surgeries, hospitals

· Police – BTP and civil police

· Churches

· Local businesses  

· Chambers of Commerce

· Major employers

· Local and major retailers, including shopping centres

· Local attractions and amenities  

· National Trust

· British Waterways

· Forest of Marston Vale

· Other transport operators  

· Buses and taxis

· Media  

· Local newspapers

· Radio and Television

· Parish magazines and community broadsheets

Part 2:

Outline a Communications Plan for one of the stakeholder groups on the list

Each group was then asked to work specifically on one stakeholder group and to highlight the key elements of a communications plan specifically for that group.

Group 1 – Local Politicians

· Tailored messages need to be tied in with government messages on the same topic.

· Issue of raising general awareness about Community Rail, whilst also demonstrating its relevance in the local context.

· Environmental and social benefits are major selling points – focus on the benefits to the community that they represent.

· Be aware of local political agendas.

· Never underestimate the value of a good news story, however small!

· Involve the local politician in events on his/her patch.

· Talk to them about their preferred method of communication – some like a face to face meeting, others might prefer a regular e-mail.

· Adopt a pro-active approach and drip-feed messages to them on an ongoing basis, even if it’s just to say that something has gone wrong but is being sorted!

· Above all, do your homework, and use local authority officers to give you background information on local issues. For their part, they should be keeping you informed – it’s part of their job!

Group 2 – Tourist Information Centres
· Tap into their customer research to find out what visitors want, and tailor your communications accordingly.

· Work on incorporating the journey into the visitor experience.

· Tell them what we can provide to assist that visitor experience – bike hire, storage, carriage – if necessary do a gap analysis based on their information.

· Build on the line’s strengths, but also close some of the gaps that you have identified and then sell the fact that these gaps have been closed.

· Take TIC staff on a tour of the line – self-recommendation is the best form of promotion.

· An information pack, with “freebies” reinforces the experience and the TIC’s ability to sell it on your behalf.

· Set up regular contact with TICs so you can update them and they can feed back on customer experiences.

· Use the internet to reciprocate on web-based information

· Establish a clear point of contact in each direction and ensure that the identified people are usually accessible!

· Spread your efforts to TICs outside the immediate area.

Group 3 – Schools

· Start out with a list of local schools, by type.

· Establish how the form and content of communication needs to change by school type and pupil age.

· Target schools close to the line as a priority, including those whose pupils might use the line on a daily basis.

· Understand how many other agencies are working in schools on a regular basis (TOC, BTP, PCSOs, local authorities, etc.) and try to ensure there is no duplication of effort or confused messages.

· Use a combination of school visits, promotional material, competitions and project work to raise awareness of the line.

· Work with teaching staff to determine how the railway can be successfully reflected in the curriculum.

· Keep parents informed of any initiatives that are going on – a child’s interest will hopefully spur the parents’ involvement.

· Rewards through seasonal or activity-based special trains.

· Regular feedback from the school staff.

Marketing Leisure Travel

Alan Bray, Marketing Manager, Silverlink Trains

· The role of marketing is to create customer led demand, which is the only sustainable form of business growth.
· Leisure travel is
· time spent travelling

· to place other than work, study or personal business

· not necessary, but undertaken for leisure outings

· 99% destination related

· Who travels? – families, couples, groups and individuals, with couples a growing market.
· Why do they travel? – days out to local attractions, shops, leisure centres, cinema and theatre, sporting events – and visiting friends and family (VFF).
· Silverlink’s leisure travel market is skewed towards males in the 15-34 age group and predominantly (65%) to the ABC1 social groups – a more upmarket audience. 71% of frequent travellers earn more than £40k and the majority don’t have children.
· We are competing in the leisure travel market – with other TOCs, coaches, local bus services, low-cost airlines, and of course the private car. However, the not travelling at all, or travelling to destinations not served by rail, is the real competition and threat to the business.
· Silverlink has already done an extensive marketing audit for its routes. Its strengths are price, speed convenience and reliability, its weaknesses are that it may not always be the most convenient for the end destination, whilst there are some perception issues around personal safety and the purchase of a ticket. However, the CRP’s present a good opportunity to link marketing to local awareness initiatives and leisure facilities along the line of route.
· A simple route analysis for the Abbey Line shows, for example:
· 50% of customers travel to Watford or St Albans, 25% to other Abbey Line stations, and 25% “off-route”.

· 23% of our customers have no access to a car for the journey.

· 55% walk to the station and 76% walk from the destination station.

· 50% are purchasing a ticket on the train.

· Total weekly daily passenger loadings are 1300 (M-F), 1000 (Sat) and 450 (Sun). Average train loads are 19 (M-F), 16 (Sat), 11 (Sun). the highest load is 97.

· 57% of passengers are male, 43% female.

· Commuting accounts for 84% of weekday travel, and surprisingly 21% of weekend travel. The leisure figures are 15% and 74% respectively.

· 37% of people are travelling 5 days a week, 20% 2-4 times a week, 7% once a week, 10% 1-3 times a month and 17% less than once a month.

· Seasons are the top selling weekday product, with the standard day return a close second. At the weekend, the favoured product is the cheap day return.

· Overall, there are around 50,000 homes within the legitimate catchment area of the Abbey Line (around 20 minutes walk from each station).

· The key elements of the marketing strategy for the Abbey Line are therefore:
· Promoting the line as a real alternative to the car for journeys to Watford and St Albans.

· Educating customers on the key product benefits of price, convenience, ease of use and time savings.

· Promoting the route as a commuter railhead, particularly to those currently driving to Watford Junction and St Albans City stations.

· Positioning the route as a modern transport link and not a forgotten by-way.

· Positioning the route as a fundamental part of the “glue” that binds the community and gives it accessibility to a wide range of services, facilities and leisure pursuits.

· In terms of the leisure market on the Abbey Line, the strategy is to

· Promote shopping trips, targeting young females on Saturdays to Watford.

· Promote travel to football and rugby at Watford with a match day ticket promotion targeting young males.

· A family shopping promotion to St Albans.

· Rail Ale Guide promotion to CAMRA members and the general public.

· Ramblers walks promotion.

· Increasing awareness of the route through schools visits.

· Silverlink now has a sophisticated database of customers, drawn from season ticket and railcard holders, website users, respondents to 2for1 and other leisure offers and customer relations correspondents. This database now allows us to relate to our customers on much more of a 1-1 basis, and to target them with personalised promotional offers.

· Embracing all of this will be a new identity for route literature, which depicts modernity, yet sets the route aside from the main Silverlink brand identity. This will be an evolutionary process, as the existing brand values must be retained. However, line identity is judged to be an important part of the Community Rail package, and one that ideally should continue across transitions in franchise arrangements.

· The next stage is to apply these analytical techniques to the Marston Vale line, and to set out similar strategies based on that analysis. Many of the components will be similar, of course with a succinct Marston Vale identity applied.

· In terms of Action Plans, the CRP’s can help this marketing process by

· Assisting in the development of line guides and local promotional literature.

· Identifying specific promotional opportunities such as the Rail Ale Trail, and encouraging the participation of CRP partners (such as CAMRA) to these projects.

· Helping to organise launches and promotions and engaging with the local media.

· Participating in special themed train events.

· Setting out the groundwork for awareness raising and community involvement through schools, station adoption and other programmes.

Group Exercise – Marketing Leisure Travel

In “line of route” groups, draw up a list of reasons why people should travel for leisure on your route this year.

Marston Vale Line

· Bletchley Park
· Marston Vale Community Forest
· Bedford River Festival
· Woburn Safari Park and Abbey
· Sports
· rugby at Bedford
· football at MK Dons
· MK Snodome
· MK Bowl concerts
· Garden centres
· Shopping
· Independent retailers in Bedford
· Large stores in Bletchley and MK
· Onward connections to more distant venues
· Wembley stadium
· NEC exhibitions
· Cadbury World
· Special events
· Bedford Beer Festival
· Vintage Bus Rally
· Woodworks Festival
· Fun Runs
· Brickworks Tours
· MK Carnival
· Xmas lights
· Theme trains
Abbey Line

· St Albans
· Abbey
· Verulamium
· Markets
· Theatre and cinema
· Beer Festival
· Lakes and parks
· Independent retailers
· Fireworks
· Watford
· French & Italian markets
· Saracens rugby and Watford football
· Harlequin Centre shopping
· Cassiobury Park
· Bike Week
· Xmas lights
· Night life
· Palace Theatre
· Intermediate stations
· Community events – local fetes, etc.
· Leisure trails – local signed walks and cycle tours
· Onward connections
· Wembley
· Olympia
· Earl’s Court
· NEC
· MK Bowl
· Bletchley Park
· London shopping
· Theme trains
As a point of principle, a number of these events can only be promoted if there is an appropriate train service available! For example – late return trains after football, Sunday trains to Bedford River Festival, etc.

Crime Prevention and Personal Security on Stations

Matt Arnold, British Transport Police

· BTP are happy to advise train operators and CRPs on crime prevention and personal security issues on stations. They have already audited stations on the Abbey Line and will help with similar audits on Marston Vale.

· Important to remember that in relation to crime statistics as a whole on the railway, community rail routes are generally “low crime risk” areas. That’s not to say however that customers’ perception of the potential for crime is not important. It may be one of the issues that is uppermost in people’s minds when they decide which mode of travel to use for their journey.

· Use the analogy of a fire to understand how crime happens. To make a fire, you need three components – heat, oxygen and fuel or combustion. Take away any one of these elements and you get rid of the fire.

· In the case of crime, you need a victim, and offender, and an opportunity. Remove the offender or more importantly the opportunity and the customer will never be the victim.

· If you were to assess security in your own home, it would be a bit like peeling an onion. The outer skin is the perimeter, or boundary fence. Inside that, you have the walls of your property, and inside them you have the contents, which may in turn be protected by different levels of security, such as a lockable cupboard, desk or safe.

· Apply these theories to the average station, and the following issues come to mind:

· Is the station staffed?

· Is the lighting adequate?

· Are there help points?

· Are there nooks and crannies where an attacker might hide?

· Is there CCTV?

· Is the fencing secure?

· Is there good access from the street?

· Is the car park secure?

· Are ticket machines in vulnerable locations?

· Is the station properly signed, leaving people in no doubt as to safe routes?

· Is the station in a good state of repair?

· Is it clean and tidy? – rubbish and debris provide ammunition for vandals

· Don’t forget to make a realistic assessment of perception against reality, and remember that very rarely will the resources be available to solve every problem. Prioritisation is important!

Group Exercise – Crime Prevention and Personal Security

Working in three groups, allocated to Bricket Wood, How Wood and Park Street stations respectively, highlight the problems and suggest simple solutions that might be taken forward in the CRP Action Plan.

Park Street

· Problems

· Debris

· Hidden area behind platform fence

· Blank sides to platform shelter

· Overgrown area around footpath and forecourt

· Signposting to help point

· Graffiti

· Solutions

· Replace waiting shelter
· Upgrade footpath from Park Street – lighting, foliage trimming, fencing
· Fence with more open construction or mirror to remove blind spot.
· Improve the signage
· Station adoption
· CCTV!
How Wood

· Problems

· No lighting on approach path – “robbery alley”
· Blank shelter end
· No help point signage
· Solutions

· Replace waiting shelter
· Lighting to footpath
· Trim back foliage
· Improve the signage
· Station adoption
Bricket Wood

· Problems

· Damaged notice boards, phone box glazing and platform fence
· Help point not working
· Direction signs attract graffiti and “target practice”
· Broken glass and rubbish
· Pot holes signage and lighting on station approach
· An unoccupied building
· Solutions

· Repair the fence, help point and notice boards – regular maintenance
· Try to get a tenant for the building

Review and Feeback

Geraint Hughes, Stakeholder Relations Manager, Silverlink Trains

· All agreed it had been a very worthwhile day, and a good opportunity to meet colleagues from the other CRP and to network.
· The format of the day was about right. The mixture of presentations and group exercises was appreciated, and people had enough time to do justice to each topic.
· We need to review who is invited to any future sessions. The target audience this time was about right, but there may be a need in future to invite new partners who join the CRPs in the mean time.
· All agreed that the workshop should be repeated, next time on the Marston Vale, and with Bletchley Park the best venue. The original intention was to hold two workshops a year, but in view of the franchise change, it was probably better to hold the next one in June, and a third in September or October, involving the new franchisee.
· Topics for next time might include:
· Ticketing schemes
· Community projects – station adoption and schools
· Network Rail’s role
· Success stories
There is a separate feedback form attached to this workshop report. Please use it to send you comments back to Geraint Hughes at Silverlink Trains.

Contacts

Geraint Hughes, Stakeholder Relations Manager, Silverlink Trains

10th floor, 207 Old Street, LONDON  EC1V 9NR

M:  07798 858367; E:  geraint.hughes@c2crail.co.uk
James Elliott, Group Station Manager Community Rail, Silverlink Trains

County Management Centre, Sherwood Drive, BLETCHLEY  MK

M:  07768 833481; E:  james.elliott@silverlink-trains.com
Alissa Ede, CRP Officer, Abbey Line

PO Box 871, ST ALBANS  AL1 9DE  (temporary address)

M: 07770 993162; E:  alissa.ede@hertscc.gov.uk
Eileen Moore, CRP Officer, Marston Vale Line

Bedfordshire Rural Communities Charity, The Old School, Cardington, BEDFORD  MK44 3SX

T:  01234 838771 x115;  E:  eileenm@bedsrcc.org.uk
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FEEDBACK FORM

Community Rail Workshop, 24th January 2007  

Please help us arrange future events by providing your comments in response to the following questions:

1. Were the topics chosen for this workshop appropriate and relevant to your involvement in either of our CRPs?

	


2. Could the format of presentations and exercises be improved?

	


3. Were the presentations clear and understandable?

	


4. Were the exercises beneficial, and were the instructions clear enough?

	


5. Was enough time allowed for each topic?

	


6. Was the venue suitable?

	


7. Did the catering meet your expectations?

	


8. Did you find the notes of the workshop helpful?

	


9. What topics would you like to see covered in future workshops?
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