SMART OBJECTIVES ANNEX

	Workstream One - Commercialisation/Product Development: To support the group to develop and sell a range of collaborative experiences and events that will help drive visitors to the area, and in doing so assist members to meet their individual commercial targets, as well as contributing to overall sector targets:

	Activity
	Outputs - including, but not limited to:

	· Establish a business development sub-group;
	· Evidence of selection of members to serve on Commercial Development Sub Group;
· Evidence of development and execution of an agreed workplan for the Commercial Development Sub Group, to support objectives of wider Commercialisation/Product Development Workstream
· Evidence of meeting schedule and associated minutes/actions 

	· Facilitator to work with members to identify where their product offering has pivoted or evolved as part of their COVID recovery plan and assess new areas of potential collaboration/product development/market development;
	· Evidence of analysis of member product offering, together with assessment and prioritisation of areas of potential commercial opportunity

	· Facilitator to work with cluster members to further develop options for itinerary development, including appropriate business models, centralised bookings and payment options; target of 8 themed experiences to target local markets in 2021 and international markets by 2022/23 – to focus on themes such as food, heritage, culture and outdoor activities;
	· Evidence of development of a minimum 8 themed experiences to target local markets in 2021 and international markets in 2022/23 – to include associated business models
· Evidence of further itinerary development, as appropriate, including associated business models

	· Organise and deliver an outdoor activities Taster Programme in conjunction with 9 cluster members, targeting the local market;
	· Evidence of the delivery of an outdoor Taster Programme in conjunction with 9 cluster members, including evidence of promotional material;  attendance;  lessons learned; partners engaged with; future commercial opportunities identified as a result of the Taster Session

	· Develop a new Festival (to be held on an annual basis), building on learning from the Hay Festival; seek to leverage funding from a range of external sources eg. TNI, Council; to be targeted at the NI/RoI/GB markets in its first year, and more widely thereafter;
	· Evidence of the development and execution of a new Festival, to include evidence of promotional material;  attendance levels;  revenue generated; PR generated; lessons learned; partners engaged with; future commercial opportunities identified as a result of the Festival

	· Development of additional food and cultural events, leveraging funding from Tourism NI and Mid Ulster Council;
	· Evidence of the development of additional events, to include any funding leveraged from third party organisations

	· Further develop relationships that have been established with other Food Clusters in Ireland, including the Cork food cluster and Ballymaloe, with a view to identifying and exploring new collaborative food tourism opportunities in order to sell extended itineraries across the island or Ireland;
	· Evidence of further engagement with Irish Food Clusters, including the Cork Food Cluster
· Evidence of development of new collaborative food tourism opportunities across the Island of Ireland – including associated business models and marketing strategies

	· Further develop relationships with other culture festivals in GB eg. Hay Festival with a new to identifying and exploring opportunities to sell extended cultural itineraries in the UK.
	· Evidence of engagement with culture festivals in GB, to include an assessment of the potential to create and sell additional itineraries as a result

	Workstream Two - Communication: To ensure that the Cluster has an agreed, co-ordinated and strategic approach to messaging – with the aim of maximising opportunities for communication with a range of target audiences, including business to business and business to consumer, while remaining aligned to overall tourism marketing activity already underway at a Council/TNI level

	Activity
	Outputs - including, but not limited to:

	· Establishment of a communications sub-group to include representation from the Cluster, Council and TNI – with the aim of avoiding duplication and ensuring that the cluster maximises existing opportunities to promote the area/network businesses;
	· Evidence of selection of members to serve on Communications Sub Group;
· Evidence of development and execution of an agreed workplan for the Communications Sub Group, to support objectives of wider Communication Workstream
· Evidence of meeting schedule and associated minutes/actions

	· Development of a communications plan, targeting both the press B2B and B2C, and using both traditional and online media; with a target of 9 press releases per annum (3 per target section); and additional PR/Comms to support the Festival;
	· Specific evidence of the development and execution of a communications plan;
· Evidence of the development and issue of 9 press releases per year (3 per target sector) – to include evidence of any subsequent coverage

	· Further development of a specific brand identity for the group, transitioning from its previous working title, ‘The Seamus Heaney Cluster’, and leveraging opportunities to align with Tourism NI’s ‘Embrace A Giant Spirit’ brand; to include development of a Terms of Reference for a branding exercise, to be developed in conjunction with a specialist design agency; and development of brand guidelines/standards;
	· Evidence of the development of a specific brand identity, to include evidence of a bespoke branding Terms of Reference document to assist designers; 
· Evidence that Network brand identify has taken TNI brand strategy into consideration;
· Evidence of the development of a brand guideline document to assist Network members in their marketing activities;
· Evidence of the new brand identity in use by network members and/or stakeholders

	· Officially launch the cluster in conjunction with Mid Ulster Council and other stakeholders.
	· Evidence that the Cluster has been formally launched – to include any marketing/promotional material; details of participation in launch event and any associated press/PR coverage

	· Attract a number of key buyers and influencers from the ROI market to raise the profile of the cluster, its offering and to generate sales lead opportunities;
	· Evidence of engagement with key buyers/influences from the Republic of Ireland, including  evidence of specific commercial opportunities leveraged as a result of engagement

	· Work with members to develop a digital portfolio of services/experiences available – to include costs; T&Cs; booking instructions etc. – to be available on members’ section of a new website;
	· Evidence of the development of a digital portfolio, including details of traffic figures to the website

	· Facilitator to work with members to ensure consistency in quality and approach to marketing activities, providing signposting to additional support for marketing activities, as appropriate, and developing quality standard guidelines;
	· Evidence that members have been signposted to additional sources of support for marketing activities

	· Develop and deliver a ‘Domestic Business Showcase’ that targets the local market to aid market recovery. The facilitator will work with members and aim to promote taster sessions at 9 cluster member businesses;
	· Evidence of the development and execution of a domestic business showcase via a Taster Session, to include participation from 9 cluster members; (aligning to actions outlined in Commercial Development workstream)

	· Create a virtual meet the buyer event for the cluster by end June 2021 that targets 30 buyers – Primary focus on ROI & GB; secondary focus on N America; It is anticipated that the cluster members will promote the 8 packages that they have developed;
	· Evidence of the creation and execution of a virtual Meet The Buyer event targeting 30 buyers;
· Evidence of any promotional/marketing material used to support the event;
· Evidence of best practice learning as a result of participation in Meet The Buyer 
· Evidence of any new commercial opportunities identified and leveraged as part of the event

	· Host an annual breakfast networking event at TNI / Invest NI Dublin Offices in conjunction with the Irish Tour Operators Association, targeting 25 attendees and securing 10 sales leads from the event;
	· Evidence of the development and execution of an annual breakfast networking event in associated with the Irish Tour Operators Association, targeting 25 attendees; 
· Evidence that a minimum of 10 sales leads have been obtained as a result
· Evidence of any subsequent commercial opportunities secured as a result of following up on sales leads

	· Attend 30 events to promote the cluster and its product offering during the lifespan of the project; cluster members to develop a sales pitch and presentation for each of the packages that they develop and use this at the events;
	· Evidence of attendance at 30 events to promote the cluster, including evidence of any promotional material/pitches used to support these events;
· Evidence of any learning as a result of participation in these events;
· Evidence of any subsequent commercial opportunities secured as a result of attendance at these events

	· As the cluster develops, explore the potential to develop Collaborative links with other tourism focused clusters in NI; (Attendance at/participation in these events in person will be subject to current pandemic restrictions being eased).
	· Evidence that links with other tourism clusters have been developed and exploited;
· Evidence of any best practice identified as a result of engagement with other Networks;
· Evidence of any subsequent commercial opportunities secured as a result of this engagement

	Workstream Three – Skills: To develop an ongoing programme of skills engagement to ensure that all members of the Mid Ulster Tourism Cluster have access to the required skills to take advantage of opportunities identified via the Cluster, including opportunities for formal and informal training and knowledge transfer between members and stakeholders.

	Activity
	Outputs - including, but not limited to:

	· Establishment of a Skills Sub-Group;
	· Evidence of selection of members to serve on Skills Sub Group;
· Evidence of development and execution of an agreed workplan for the Skills Sub Group, to support objectives of wider Skills Workstream
· Evidence of meeting schedule and associated minutes/actions

	· Continue to engage with member businesses and sector stakeholders to address recruitment issues and ensure alignment with wider sector strategies in respect of career attractiveness and skills pipeline development.
	· Evidence of development and execution of of skills stakeholder engagement plan
· Evidence of meetings/workshops held in conjunction with skills stakeholders – and associated actions arising
· Evidence of any new training developed as a result of engagement carried out by the Network/Skills Sub-Group
· Evidence of Knowledge/Skills transfer between members of the Network

	· Subsequent development of a quarterly training programme for the duration of the programme, to include areas such as digitalisation, sustainability and product development etc; target of delivering 4 workshops per year (total of 10 across the lifetime of the project);

	· A detailed quarterly training plan, together with evidence of attendance at total of 10 skills workshops (across the life of the project), including any actions taken as a result of attendance/participation;
· Evidence of any new opportunities/business improvements identified as a result of participation in workshops

	· Ongoing engagement with sector stakeholders to develop a programme of market update sessions (initially in conjunction with tour operator Abbey UK) and to ensure that members have access to existing training resources/funding made available by the local Colleges, Council, Tourism NI, Invest NI etc.

	· Evidence of a Programme of market update sessions, including details of participation levels;
· Evidence of any third party courses/training accessed by members as a result of project participants;
· Evidence of any new opportunities/business improvements identified as a result of participation in workshops

	· Training Needs Analysis to be carried out with member companies to identify current areas of need and map opportunities for knowledge transfer between members;

	· Evidence of participation in a Training Needs Analysis (TNA) workshop to identify member company training needs;
· Evidence of agreeing and executing a series of actions arising as a result of participation in the TNA

	Workstream Four – Governance: To ensure that the Network has a governance framework in place to support its activities; continue to build trust amongst members; and provide accountability mechanisms 

	Activity
	Outputs - including, but not limited to:

	· Update the cluster governance framework to ensure it remains fit for purpose for Phase Two, including sign-off on Memorandums of Understanding with Council and Tourism NI; and the development of an agreed Rules of Engagement document;
	· A fully updated Terms of Reference/Rules of Engagement document, agreed to by all members, including a mechanism for updating as appropriate;
· MoU (or similar) documents detailing nature of working arrangements agreed with the Council/TNI and other stakeholders, as appropriate

	· Agree a formal membership structure, to include the development of associate membership status
	· Membership Framework document, containing (though not limited to) details of how members can join and/or leave the network; criteria for joining the network etc

	· Agree and maintain a reporting structure to allow for effective capture of project outcomes and impacts and provide the necessary feedback mechanism to stakeholders, specifically Invest NI and the Council; 
	· Series of reporting templates to capture project monitoring information – to include quantitative and qualitative outcomes, both intended and unintended
· Completed timesheets to accompany each claim
· Final Report  

	· Identify and pursue alternative funding mechanism to ensure Cluster can remain sustainable once Invest NI funding has ended.
	· Evidence of identification (and where appropriate, pursuit) of alternative funding sources for the Network;
· Evidence of consideration (and adoption, where appropriate) of self-funding models



