Bristol Parks Management Plan – draft structure 

A good management plan should become an integral part of the day-to-day running of the park, as well as guiding strategic management processes.  Uses of a plan by site managers (including Community Park Managers, Estate Managers, City Centre Managers, Community Groups…) will include (judge which are relevant, or more relevant):

· Develop monthly and quarterly work programmes for operational staff, specialist advisors and contractors;

· Support annual budget setting;

· Identify requirements for additional resources;

· Keep customers, elected members aware of management priorities and therefore control or discourage unreasonable demands for additional services or facilities;

· Communicate to others their responsibility to deliver services that impact on the use and enjoyment of the site,

· Legitimise management decisions

· Provides route for stakeholders to have an input and

· Monitor success and progress against management targets.

The Management Plan will contain Four Parts:

Part 1 - Where are we now?

Part 2 - Where do we want to get to?

Part 3 - How will we get there?

Part 4 - How will we know when we have arrived?
Part 1 - Where are we now?

This section describes the current situation.  This is where the author introduces the management plan to the reader, and indicates what he / she is trying to achieve and the importance of the document.

It is beneficial to include a foreword by the leader of the council or executive member with responsibility for parks and green spaces supporting the process of developing the management plan, the finished plan including the actions identified.

1.1. Introduction

Include (use sub-headings to separate out detail as appropriate to the complexities of any one site):

a) The name of the site

b) The name and job title of the person responsible for implementing the management plan

c) Give information on who was involved in producing the plan
· Describe the level of involvement of the ‘community’ in developing the plan

· Describe level of consultation / involvement in plan overall

· Describe the support and expertise from officers across the council and external organisations / groups

· Describe the support and expertise from national bodies including English Heritage, English Nature etc

· Identify role of any steering group, working group?

· Identify the author (s) of the management plan 

d) Identify plan adoption process

· When was plan written?

· When will the work take place (what is the operational life of the plan)?

· When was it approved and adopted (and what was the process)?

e) Give brief descriptions of any previous plan (or plans)

· When operational?

· Area of site included?

· Objectives achieved (successes) 

· Objectives not achieved 

· Issues / actions carried forward

f) Give brief details of how the plan will be reviewed and monitored

· When will this be done?  Including:  

· Scheduled annual reviews of the Site Work Plan, and

· Agreed timescale for the whole plan to be reviewed (assumed to be before the end of the life of the Site Work Plan, which, for most sites, will be for 5-years’).

· What are the indicators being used to measure performance?  Include in this section summary of main performance indicators being used.  These need to relate to each site, but could include for example: increase number of visitors by… ; increase number of people using the site from socially excluded groups by …; natural and semi-natural habitats (within SNCIs) to be in favourable conservation status by 2010, overall satisfaction in park to rise from xx (now) to xx (when). 

g) Give a summary of your motivation for producing the plan

· Who is the management plan for (who will use it)? 

· What do you hope it will achieve?
	Who is the management plan for?

Examples of who a management plan is for (will be used by) include:

a) Site managers responsible for day to day management of the site

· Community Park Managers 

· Other colleagues across Bristol Parks 

· Other colleagues across Parks Estates and Sport (within Culture and Leisure Services Department)

Include necessary technical information in the plan appropriate to your needs and those of your colleagues.

b) Staff, contractors, volunteers who directly deliver the on-site services 

They will require clear and concise information that assists them to do their jobs and plan their daily activities.

c) Visitors to the park and the community who live close by (or travel to site from wider area) 

The ‘community’ includes local business, schools, colleges, as well as residents and parks users.  

People will want to know how the proposals will affect them.  What changes are planned, what new facilities / opportunities will there be.  If their favourite aspect of the site is threatened by the plan, they will require clear and convincing justification for the proposed change.  

d) Tenants or private businesses operating from the site

· e.g. clubs, catering firms, other consessions

How does the plan affect their business or tenancy? 

e) Senior managers, elected members, trustees, governors, members of a management committee (community group). 

f) External organisations that need to be involved in decision-making through e.g. a regulatory interest or partnership (e.g. English Nature, English Heritage, Avon Wildlife Trust etc).




	What do you hope the management plan will achieve?

a) The primary reason for writing a management plan is to  aid the efficient and effective management of the site (this will be common to all management plans)

b) Plus, identify from list below additional reasons why management plan is needed (choice of these will have a direct impact on the structure and content of the plan and how the park is run):

· Consultation, involvement and consensus

· Continuity and capacity

· Preparing for change

· Information and monitoring

· Framework for decisions

· Setting standards

· Strategic planning

· Action planning

· Promote positive use (e.g. reduce anti-social behaviour)

· Establish the resources required to achieve and sustain quality and value

· Identify and secure the skills required

· Identify and attract additional resources where necessary

· Seek independent certification (e.g. Green Flag)

· Impact or relevance of S106 agreements.




1.2. Policy Context

a) Identify strategies and policy statements (national, regional and local) that potentially impact on the management plan.  Examples of relevant strategies / policy areas will relate to the themes below:

· Parks and green spaces (developing strategy will be a key document)

· Community

· Culture

· Health

· Housing

· Environment

· Regeneration

· Transport

· Sustainable development

· Equality 

· Education

b) Highlight all relevant aims and objectives within these strategies and policy statements

c) Provide a clear statement about how the management plan will support and contribute to the relevant aims and objectives identified above

The management plan will need to support and reinforce relevant strategies / policies.  Of which, the Parks and Green Space Strategy will need to come first.

Important to show that the management plan will directly and positively support Bristol City Council’s other strategies and policies (good means to attract internal funding).

Identify how you will resolve any areas of significant conflict i.e. if our decisions would contradict any agreed policies or strategies

d) Identify any legal constraints that may impact on the management plan

· Statutory Instrument 2004 No. 118 Prescribed Descriptions (England) Order 2004 (established statutory crime and disorder strategies)

· Local Government Acts 1972, 1999 (established Best Value Authorities) and 2000 (established promotion of economic, social and environmental well-being)

· Local Government and Rating Act 1997

· Dogs (Fouling of Land_ Act 1996

· Environmental Protection Act 1990

· Clean Neighbourhoods and Environment Act, 2005

· Litter Act 1983

· Public Health Acts 1848 to 1875

· Health and Safety at Work Act 1974

· Open Spaces Act 1906

· Occupiers Liability Act, 1957

· Wildlife and Countryside Act, 1981 (as amended)

· CROW Act 2000

· Habitat regulations and Habitats directives

· Town and Country Planning Act 1990

· Relevance of various regulations including PUWER, RIDDOR, COSHH etc)

(List needs expanding.  Don’t expect to go into much detail on each.  A number of the above are broadly concerned with provisions that enable local authorities to hold land, provide services, enforce byelaws and in some cases impose fines).  Parks and Green Space strategy should provide relevant detail).

2. Description of the Site (add name of site subject to management plan)

Good idea to provide map showing physical features found within and immediately adjacent to the site (where relevant).  Maybe necessary to include series of maps, but look to combine information on one or more maps.

For most sites, specialists will be expected to draft descriptions pertinent to their area of expertise (e.g. Nature Conservation Officers to draft sections relating to wildlife).  The Project Manager will have editorial control to ensure that the finished document reads in a consistent fashion, and is appropriately balanced).

2.1. Key Information

Site name, size (ha) (split into distinct named areas if appropriate), location, grid reference, refer to site plans, refer to photographic (aerial) coverage.

Provide basic details.  Could tabulate for ease of reference.  Include some maps in main body of report; otherwise include relevant information in the appendix.

2.2. Site Summary 

Describe site in broad terms using one or two paragraphs, capture the essence of the site without going into too much detail.  Refer to (summarise):

· Setting and containment (e.g. from getting measure of parks)

· Landscape character (e.g. from getting measure of parks)

· Presence of Typologies (green space broken down into distinct land use categories).  Iclude amount / distribution of:

· Formal green Space

· Informal Green Space

· Natural Green Space, 

· Children’s and Young People’s Space, 

· Active Sport – Fixed

· Active Sports – Seasonal

· Residential Green Space

· Main uses / enjoyments of site, recreational facilities, visitor attractions and activities

· Identify any really significant features (natural, physical, cultural)

· Identify known issues / challenges / conflicts

2.3. Legal Agreements

Identify and describe relevance / significance / applicability of any:

· Bylaws 

· Services.  Undertake service check of whole site (including land immediately bordering site), for gas, water, electricity, telecommunications, sewer etc.  List services present in main body of report, and if they have a significant impact identify this here, otherwise include service maps in appendix.

· Wayleaves (access to property granted by a landowner for payment, for example allowing a contractor access to a building site or allowing power company access to maintain vegetation beneath electric cables).

· Easements (property law – the right enjoyed by a landowner in making limited use of neighbouring property e.g. someone crossing out land to get to theirs).

2.4. Licenses / management agreements

Identify e.g. any concessions (ice cream vans, cafeterias etc)

Bowling / sports clubs and pavilions

2.5. Site Management 

The attitude and approach of those (us) who manage the site and those who maintain it (our contractors) have a major impact on the site itself and the experiences of visitors.  The creation of the management plan provides an opportunity to examine the way in which the site is currently managed and maintained.

Describe current site management.  Detail:

2.5.1. Tenure

2.5.2. Current aims and objectives

· What are the current aims and objectives for the site?

· What level of success has been achieved in recent years’?

· How has this been measured?

2.5.3. Management structure

· How is responsibility divided up?

· Who is responsible for each area of service? (=Operational Plan: refer to Grounds Maintenance contract, In-house arrangements, Arboricultural contract, Play Contract, plus any other site-specific contracts as appropriate, include details of when contract is due for renewal)
· How are decisions made?

· How is the contract administered?

· What policies and procedures enable or constrain site management?

2.5.4. Resources 

· Income, revenue, capital (how is this structured, what is the potential, including potential for capital investment),

· Staff (number, function), 

· Contractors (number, function), 

· What skills, qualifications, knowledge and experience do staff and contractors have (are there any skill gaps – this may come out in the analysis of the site in Part 2) 

2.5.5. Standards 

· What standards are management trying to achieve (will include aspiration for Green Flag award)

· How does current performance match up to desired standards

2.6. Community Use 

2.6.1. Types and levels of use

Describe type and level of use – could refer to map if uses concentrated in parts of site.

Describe non-use (i.e. those members of the community who could / may want to use the site, but are for various reasons do not (objectively identify these reasons if survey data is available).

2.6.2. User information / survey data

Include user information if available.

2.6.3. Community groups 

Describe presence and activity of community groups involved in site (includes Friends of Groups, but also e.g. bowling clubs).  What are the terms of reference of group, number of members, how long in existence, achievements, aspirations?

2.7. Access

Describe access network / condition within site under sub-headings below.  Provide map of site infrastructure.  Refer to strategic routes passing through site.  Describe access to site by car, public transport, foot, bicycle etc.

2.7.1. Access paths / hard paved surfaces

2.7.2. Trails (walking, mountain bike, horse riding, orienteering, play, educational)

2.7.3. Access to site by public transport, car, foot, bicycle

2.8. Events

Describe the events programme; refer to annual events and examples of one-off events in recent years.  Include some statistics; number of visitors, income generation, types of people attracted to the site.  Provide map of where events take place.

2.9. Visitor Facilities

Brief description of facilities / condition as listed below.  Include any additional provisions special to the site.  Provide map of facilities within site.  

2.9.1. Site furniture (seats, picnic tables, litter bins, dog bins)

2.9.2. Picnic and barbecue sites

2.9.3. Car parks

2.9.4. Toilets

2.9.5. Visitor centre

2.9.6. Cafeteria

2.9.7. Artwork

2.10. Visitor Information and Interpretation

Describe type, level, use, condition (as appropriate) etc. of information and interpretation relevant to the site.  How is information accessed?  Does site attract lots of press coverage – does site enjoy a positive or negative coverage?  Provide map of facilities within site.  

2.10.1. Website

2.10.2. Press advertising and releases

2.10.3. Exhibitions

2.10.4. User information (leaflets, signage)

2.11. Educational Use

Describe how site is being used for both formal and informal educational use.  Who is using the site, when does this happen, how is this managed, number of people benefiting?

2.11.1. Informal educational use

2.11.2. Formal educational use

2.12. Children and Young People

Describe provisions / condition and levels of use.  Include details of facilities that are within ‘catchment’ area of the site e.g. local schools, colleges, youth centres, and sports centres.  Provide map of facilities within site and any facilities outside of the site that are relevant to the use of the site.

2.12.1. Formal play 

2.12.2. Informal play

2.12.3. Informal use

2.13. Sport

Describe facilities / condition and level of use.  Provide map of facilities.

2.13.1. Formal sporting use

2.13.2. Informal sporting use

2.13.3. Sports pavilion

2.13.4. Sports changing facilities

2.14. Natural Heritage

Describe features / condition as appropriate as per below.  Provide map of e.g. trees, habitats.  Include summary of survey data (when, what, purpose, use).  Include details of any specific designations.

2.14.1. Climate (use generic Bristol records)
2.14.2. Hydrology (including areas of site prone to flooding)
2.14.3. Geology (including details of RIGS – Regionally Important Geological and Geomorphalogical Sites)
2.14.4. Soils (including fragile soils and soils prone to waterlogging)
2.14.5. Habitats (including woodlands, meadows, water, hedgerows, include details of habitats subject to Biodiversity Action Plans)
2.14.6. Species (nationally rare, locally rare, typical species associated with withthe site, species subject to Biodiversity Action Plans)
2.14.7. Trees

2.15. Cultural Heritage

Describe feature / condition as per headings below.  Provide map of features where relevant.  May be useful to include ‘time series’ of historical maps to illustrate change (either within the site or surrounding area).  Include details of any specific designations.

2.15.1. Site history / cultural interests / archaeological interest

2.15.2. Landscape – include details of landscape character area assessment if undertaken for site
2.15.3. Horticulture (including the historical layout of the park, evolution over time, current layout and trends)
2.16. Built Heritage

Describe physical features/ condition.  Provide map of features where relevant.  Include details of any specific designations.

2.16.1. Historic structures

2.16.2. Historic buildings

2.17. Other structures

Describe physical features / condition of any structure not directly used by members of the community.  Provide map of features where relevant.  

2.17.1. Buildings

2.17.2. Structures 

2.17.3. Boundaries (internal and boundary)

Part 2 - Where do we want to get to?

3.1. Vision Statement

This allows the long-term aspirations for the park or green space to be set out.  It should be realistic, but should accommodate optimism and hope, encouraging support and commitment that go beyond any current difficulties and constraints as well as beyond the immediate aims and objectives.

A good vision statement can be a powerful tool for generating increased interest in the green space and encouraging increased involvement and support from influential parties such as the community, senior manager, elected members, trustees, visitors, staff and grant-giving bodies.

Examples:

“To provide a park of high quality for the enjoyment of the people of … and the wider community of …”

“The vision for … is one a thriving community woodland at the heart of the local community”

3.2. Assessment and Analysis

3.2.1. Getting a measure of parks quality assessment and gap analysis

‘Getting a Measure of Parks’ is an objective methodology used to describe the quality of parks and green spaces throughout Bristol reflecting Provision, Condition and Maintenance of a range of site features scored from 1 to 4 (with four being the highest quality).  In addition the methodology considers the potential quality of any one feature.  

Include summarised data from getting a measure of parks overall quality assessments.  Identify key gaps between current quality and potential.

3.2.2. Identify key themes

Identify key themes by undertaking a ‘broad-brush’ SWOT analysis of the whole park (Strengths, Weaknesses, Opportunities, Threats).

List key issues in main report – present detail in appendix.

3.2.3. Undertake SWOT analysis of key themes 

Under each theme use the SWOT analysis to determine:

· What strengths must we build on?

· How can we reduce or eliminate weaknesses?

· How we can maximise opportunities?

· How we can eliminate or reduce threats?

Build in Green Flag criteria to thematic analysis of the park (these are likely, in part, to be addressed when analysing the whole park) – but if not then refer to the specific   Green Flag criteria:

· A welcoming place;

· Healthy, safe and secure;

· Well-maintained and clean;

· Sustainability;

· Conservation and heritage;

· Community involvement;

· Marketing;

· Management.

List key issues in main report – present detail in appendix.

3.3. Aims (outcomes) and Objectives (outputs)

See worked example.

Aims are fairly general statements of intent; they provide a framework to describe roughly the direction the site management should follow.  They focus on outcomes rather than on more specific outputs.

Objectives underpin the aims, and describe more specifically how the people responsible for the site intend to achieve the aims.  It is likely that each aim will give rise to several objectives.  The objective does not have to define each component of work that is required.  This is covered in more detail in the work plan.

The outcomes (aims) in the Parks Service Delivery plan will feature in each management plan but may be supported by further aims relevant to each site (e.g. education, sport …)

· Accessible Parks

· Safer Parks

· Parks & Health

· Parks & Wildlife

· Parks & Community

· Attractive Parks and City

· Cleaner Parks

Part 3 - How will we get there?

Present work plan for each objective with resources identified.

The expectation is that each aim (outcome) likely to give rise to several supporting objectives.  Equally, each objective is likely to be achieved via a number of actions.

Actions should be SMART (Specific, Measurable, Achievable, Realistic, Time-related).

The challenge is to determine whether or not current financial resources are enough to achieve the aims and objectives and to complete the tasks identified in the work plan.

Many actions are likely to require some degree of capital investment.  The likelihood of capital investment will need to be discussed during the management plan preparation stage and detailed in the action plan as far as possible.

Any shortfall in capital money will need to be communicated to decision makers to make them aware of the deficit in service that would result.  

4.1. Site Work Plan

	Aim: Accessible parks



	Objective
	Action
	Outputs
	Lead  
	Support 
	Location ref.
	Standards
	Actions to be completed by?
	Resources
	Source of funding (revenue, capital, other)
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Part 4 - How will we know when we have arrived?

The work plan presented in Part 3 will have clearly linked our objectives with measurable targets and hence it should be relatively straightforward to see where we have and have not succeeded in delivering change on the ground

It is important to set up a process and timescale for monitoring and to ensure that one person (Site Manager) is responsible for leading on this.

Useful if the team involved in writing the management plan meet at an appropriate interval (6-monthly) to  oversee the delivery of the work plan.

Monitoring and review

The following are suggested items that should be monitored.  You will need to establish a timescale, means of control and means of reporting.

Additional monitoring may reflect specific interests of your site

5.1. Monitor against the action plan

5.2. Monitor against spend

5.3. Monitor site satisfaction by users 

5.4. Monitor levels of use

5.5. Monitor green flag criteria (will need to set performance measures)
5.6. Annual update to the plan

· Achievement against objectives

· What went well

· Where can we improve

· Produce revised action plan

Reference system

(Web-site – as below)

Guru, MGT (2002)   
(Journal article – as below)

 Swinburne, P  (2001)  How to use feedback to improve performance  People Management  31 May 2001  pp 46-47

(Book – as below) 

Thornhill, A, Lewis, P, Millmore, M and Saunders, M  (2000)  Managing Change: A Human Resource Strategy Approach   Financial Times Prentice Hall  pp 127-152

(Journal article – as below) 

 Walton, RE (1985)  From control to commitment in the workplace  Harvard Business Review  March-April  pp  77-84
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