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Executive Summary

The report introduces The Heart of Wales Line, its background and the successful Heart of Wales Walking Trail which has helped boost train passenger numbers and tourism businesses along the train’s route. Strategy is defined and by using Porters Five Forces, the market is found attractive for stakeholder businesses to develop initiatives and ideas through partnership working, which take advantage of the plan to double capacity on the line by 2022. By working within the Welsh Governments policies and strategies framework for Transport Integration, Tourism development, Health and Well-being and Active travel it is put forward that: active explorer, heritage, culture, scenic and adventure opportunities exist for families, couples, individuals and groups.  By embracing best practice examples on The Western Highlands Line and The Devon and Cornwall Lines, ideas that enhance the shoulder season and day visitor spend away from congested areas are discussed. The Heart of Wales Line has many strengths and can be competitive in this market, that of the continuing growth of Tourism, and can take advantage of these opportunities and minimize threats.  Through marketing a strong unique and authentic identity, forming good partnership links and a clear strategy and plan, opportunity exists for it to become the flag-ship line that promotes the very heart of unique welsh culture and heritage.
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Introduction
With particular reference to the integration of transport modes, this report will make strategic recommendations to politicians and transport planners as to what could be done by key stakeholders to further develop rail-based tourism and take advantage of the plans to double capacity on the Heart of Wales Line. The line is set for expansion from 2022 as part of Transport for Wales’ strategic transport plan. 

Background 
The Heart of Wales Line opened in 1868 and its 121 miles of singe track railway, from Craven Arms just south of Shrewsbury, winds down through some of Wales’s most picturesque landscapes to Swansea. The trains, a lifeline for many people, in these rural communities connect up a great number of small towns and villages. There is a wealth of history and heritage along the line, from its farming community, its droving history and market towns to its Victorian legacy and Spa towns. Off peak winter months offer senior citizen rail-card holders free travel n the line.


The Heart of Wales Trail 
In 2019 a long-distance walking trail was launched along The Heart of Wales Line. It’s website provides route descriptions for walks between stations and timetables for adjoining trains (Heart of Wales Line Trail 2019). A guidebook to the trail was published along with GPX route file downloads and GPS mobile phone app. An article published in the Guardian ‘best travel discoveries for 2018’ helped to promote the route and boost the tourist market (Guardian 2018). 




















Strategy 

Nag et al (2007), states “The field of strategic management deals with the major intended and emergent initiatives taken by general managers on behalf of owners, involving utilization of resources, to enhance the performance of firms in their external environments” in ‘Strategy of Tourism’ by John Tribe (2010) In relation to this report this means that stakeholders develop, plan and implement initiatives as part of the overall strategy, with the aim of attracting more visitors, utilizing the strengths of resources available to enhance and market the offer of Tourism accessible by using the Heart of Wales Line and in Conjunction with it. According to Mintzberg there are five definitions of strategy: plan, ploy, pattern, position and perspective (Mintzberg et al 1998).

By applying Porter’s theory to The Heart of Wales Strategy and its Tourism offer a position in the market could be established where competitive threats are minimized, and opportunities optimized (Porter 1998).
Porters five forces analysis (see Appendix 1 Table for details) finds the market attractive as the threat of entrants is low as there are few other lines which could compete with it if it seizes opportunities to develop an authentic niche market built on its stories, culture, heritage, food and scenery. The tourist industry is predicted to grow and tourists want new, authentic, experiences (World Travel and tourism Council 2019). If competitive ticket deals and choices are offered, the line will be busy, and by integrating and implementing unified transport policy and strategy, all suppliers and infrastructure are influenced and managed under the strategy and as secure as can be planned for. Insecurity however comes from outside influences such as Brexit, change of government or the Climate Crisis. Substitutes would not be authentic, so little threat, outweighing the huge opportunity for the heart of wales to be a flagship line for Welsh Culture. Current competitors are specifically other flagship lines for other countries, so only another Welsh line could be a major threat and this can be controlled by Welsh Government. Partnership working and integrated transport systems will strengthen the Heart of Wales offer to optimize the tourist market. 




Integrated travel

 The current Welsh transport strategy, ‘One Wales: Connecting the Nation, The Wales Transport Strategy’ aims to connect Wales by planning for integrated travel and to improve key strategic outcomes and states:

“Transport plays a key role in shaping our daily lives. The goal of One Wales: Connecting the nation is to promote sustainable transport networks that safeguard the environment while strengthening our country’s economic and social life.” (Gov.wales2008)

The One Wales strategy connects to several high-level strategies, one of which is Culture and Tourism. Tourism priorities for Wales are set out in the current Tourism Strategy for Wales, ‘Partnership for Growth’, recommends that “we make it easier for visitors to get to and to move around Wales by car, public transport and cycle. Opportunities exist to develop stronger connectivity with international markets by air, sea, rail and road (Gov.Wales2013). The Public Transport Users’ Committee produced a report entitled the Integrated Transport in Wales Report and recommended how to make it easier for people to use different types of transport to complete the same journey (Gov.Wales2013) 

 


Air/Sea and Land-based travel Integration
There are good partnership links developing between Welsh Government owned Cardiff Airport, Transport for Wales and incoming sea travel to Cardiff and Swansea to boost marketing and fluid movement of in and outcoming tourists (Wales. Gov 2018). Swansea is well placed to attract tourists to the Heart of Wales line with its seaport with incoming ferries and cruise traffic, major train station with plans for expansion and refurbishment, M4 links to Cardiff Airport and from England now there is no toll bridge. Swansea station has potential as the Gateway to The Heart of Wales. At present the Heart of Wales Walking Trail guidebook is written from Shrewsbury, in England, however there are plans to publish a route guide from Swansea up as this does not easily work backwards. Marketing opportunity will then be stronger for promoting the Heart of Wales line by entering through Wales as a gateway in order to boost Welsh Tourism. The Wales Travel Act (2013) and Wales Travel Action Plan (2013) provide planning opportunities to optimize Walking and Cycling for Tourism as Councils are duty bound to develop these opportunities for their localities. There is huge opportunity to develop links to The National Cycle network managed by Sustrans (Sustrans2019). Integration involves good working relationships and partnerships between all stakeholders (Tourism Partnership Guidance 2017)

Stakeholders
Freeman (1994, cited in Kimbu&Nogoasong,2013:237) defined Stakeholders as groups or individuals who can “affect or be affected” by tourism development. Stakeholders have power, legitimacy, proximity and urgency (Mitchell et al 1997) There are numerous stakeholders that are therefore involved directly, internal stakeholders or indirectly, external stakeholders. Some will benefit and some may be affected, they are made up of public sector, private sector and third sector (see Appendix 2 for a non-exhausted list). All will be affected or impacted either economically, socially or environmentally. All are thus relevant and must be consulted and involved in the planning, development and delivery to ensure sustainability of any proposed strategy. 


Sustainability

“Destinations now deliver and engineer experiences using infrastructure, narrative content, and a context, each of which can be highlighted by technology” (Cooper and Hall 2016, 1, 2,30)
They state that by opting for ‘Experience Tourism’ it is important to provide authentic and real experiences which are deep rooted in the communities that host them. Indigenous Food and Culture of an area will deepen the experience (Cooper and Hall 2016)
Health and Wellbeing are key factors of sustainability that align with the active travel Act and Health and Well-being act (Wales Gov 2019) Environmental Concerns are highlighted in the Partnership for Growth Strategy when it states that it “requires a balance to be struck between the environmental impact of tourism and its contribution to host communities social and economic development.....People are increasingly expressing a desire to minimize their carbon footprint in their everyday lives and travel choices. Government targets to address climate change add force to this global imperative”(Gov.Wales2013)The Wales Way is a new approach to marketing Wales in a sustainable way to help combat mass tourism factors by attracting shoulder season visitors and to help the spread to avoid congestion and to encourage economic benefits through this spread of spend. Part of the line is in England and there are also environmental strategies in place here which link to Tourism (Shropshire Hills Sustainable Tourism Strategy 2011-2016)




The Wales Way promotes four main areas of the tourist market:
Active explorers –which position routes as an ‘outdoor playground’
Scenic explores – appeal to those who prefer to travel independently
Family explorers – provision of a diverse range of activities and experiences
Cultural explorers – build a story to develop historic trails (Wales.Gov 2019)

These target areas could be addressed by stakeholder businesses to optimize opportunities by following best practice examples and developing similar initiatives.


Best Practice
Using evidence gathered from similar Rail Tourism initiatives that are proving successful is a useful tool to help plan for improved position in a competitive market. Narayan et al (2008) developed a scale to benchmark quality of service within the Tourism Industry. Hospitality, security, food, logistics and value for money were identified as the important factors that gave visitors customer satisfaction rather than by offering a product with a cutting edge. There-fore to copy what others are successfully doing is more important than trying to invent a new approach that is a risk and may fail.

West Highlands Line
The West Highlands Line has successful Integrated travel. By offering ‘rover tickets’ that help boost the tourist market travelers have flexible more affordable ways of getting around, especially attractive to hikers, walkers, cyclists and the adventurous. Integrated rail, sail and bus combined tickets are available along with off peak day trips tickets, kids for a quid, advance tickets, commuter discounts, season tickets and conference rovers’ tickets. (ScotRail 2019)


Devon and Cornwall Rail Partnership
Successful projects that embrace Heritage and Community have won awards for The Devon and Cornwall Rail Partnership. Looe Valley Line ‘CreativiTea’ train project brought the community together to record stories of local history. The project re-engaged many with using the trains again and unearthed a wealth of facts, which have been used on the internet and a mobile phone app to boost tourism appeal. The free app uses GPS to tell people what they are seeing, with historical images, anecdotes and videos and works on sections of the line that do not have 4G signal. Visitors are encouraged to See the Past, Read the stories and Explore the line. The stories have also been used in television documentaries and new interpretation boards at stations (Devon And Cornwall Community Partnership (2019).



  





Turkey
The Ministry of Transport, Maritime Affairs and Communications has collaborated with the Ministry of Culture and Tourism in developing tourism policy to meet the demand for the traditional Eastern Express train to Turkey. The Touristic Eastern Express has been launched solely for tourism purposes between Ankara and the province of Kars. (Daily Sabah Istanbul 2019)
The train, an attraction in its-self, has also led to the preservation of historical buildings along railway lines as attractions and special train group-tours to the regions. (international transport forum 2019)


Steam trains 
Birmingham and Stratford-on-Avon have steam trains, as an attraction to boost international tourism thanks to a new partnership between operator Vintage Trains and The West Midlands Rail Executive (BBC News-online 2019)

Cycling initiatives by ScotRail
Cycling is promoted to visitors on Scottish trains. They are developing a seamlessly integrated cycle and rail network to tie with Scottish Government’s vision that by 2020 10% of everyday journeys will be by bike. More cycle parking is available at stations, its free to take a bike onboard or you can hire one with Bike & Go. Tying in with keeping fit and the environmental concerns to reduce emissions (ScotRail 2019). 

Cycling initiatives in Ireland
Ireland’s Department of Transport, Tourism and Sport provided funding to construct the ‘scenic greenways’ cycling path, which runs along an old railway line, over viaducts and tunnels overlooking the Atlantic Ocean (Sustrans) (International Transport forum 2019)

Santander bikes and Plusbike
Santander hire bikes and national rail have a one stop shop to link cycle and rail (Santander 2019).






















Conclusion
Authentic, Heritage, Culture, Scenic and Adventure explorer Tourism Product Offer opportunities exist.  For families, couples, individuals and groups which align with current Welsh Government policy and strategy. By using this framework ideas can be developed to optimize the Tourism offer by stakeholders on The Heart of Wales line. Plans that enhance the shoulder season and day visitor spend away from congested areas are welcomed along with integrated travel options. The route lends itself to Experience Economy in tourism development. The following recommendations are based on best practice initiatives that have been high-lighted in the main body of this report. 
Recommendations

Devise a Cultural, Heritage Project which links to the community. Researching the stories, history and heritage of the line and its communities and ultimately providing material for interpretation at stations and for promotional tourism campaigns, films, documentaries, apps and interactive audio technology on board trains. (Devon and Cornwall Community Rail Partnership)

Coordinate Adventure Opportunities and build on the walking trail success by encouraging stakeholders to provide services and packages to enhance and support this like luggage transfers for instance. Other than walking, encourage adventure provider links with the railway to paragliding, canoeing, cycling and cycle routes for example. Link rail to cycle paths (Sustrans) and provide bikes for hire (ScotRail 2019) (Santander)(International Transport forum 2019)

Encourage Scenic Explorers by making the train journey and its sights the tourism experience. Use interpretation, interactive apps and audio technology. Integrated travel deals and discounted travel deals (West Highlands Rail Line) Use occasional steam trains on the line to add a nostalgia factor (BBC News 2019).

Promote Activities for Families along the route by devising and mapping an interactive family activity trail. Promote family friendly integrated walking, cycling and train journeys. Introduce family discount travel packages (West Highland Line)

Through forming good partnership links, developing a clear strategy and marketing a strong unique and authentic identity, opportunity exists for The Heart of Wales Line to become the flag-ship line that promotes the very heart of unique Welsh Culture and Heritage.
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Appendix 1 

	Force
	Opportunities
	Threats

	1.The threat of new entrants

	The Heart of Wales has its own unique Heritage, Culture, landscape and stories. If its uniqueness is embraced along with its indigenous food and traditions it will position itself able to compete as it will be authentic 
	If trends in Tourism develop away from Experience Economy people may no longer want Authentic Experiences

	2.The bargaining power of buyers

	Good fayre discounts and rover tickets can be implemented to keep buyers happy
	If fares are increased buyers may go elsewhere

	3.The bargaining power of suppliers

	The government has an integrated transport and travel plan which places ownership, infrastructure and management of all elements under its control or influence
	Brexit, Climate Crisis or changes in Government could place the strategy in jeopardy.

	4.The threat of substitutes

	Heart of Wales is well placed to be Wales’ flagship line in this specific market. Other welsh lines could not be substitutes for this as they are not well enough placed with infrastructure
	If marketed as unique and authentic the threat of a substitute is eliminated 

	5.The degree of rivalry between competitors.

	Main current UK competitors would be West Highlands Line and Devon and Cornwall Lines in Scotland and England respectfully. These are well spaced to avoid too much rivalry
	A threat would be another line in Wales being developed like this but this threat can be minimized as Government policy controls all the railways





Appendix 2

Information for this table was sourced from the Feasibility Study for the Heart of Wales Line Development Company, HOWLTA and Arriva Trains Wales 
(Available:https://llanrhydithon.files.wordpress.com/2017/03/heart-of-wales-line-trail-report-final.pdf)

	Stakeholders - Internal and external

	Arriva Trains Wales 

	Heart of Wales Line Development Company 

	Heart of Wales Line Travellers’ Association (HOWLTA) 

	Walking Groups and Contacts 

	Shropshire Ramblers 

	Rail Ramblers 

	East Radnorshire Ramblers 

	Four Wells Ramblers 

	Four Wells/Carmarthenshire 

	Carmarthenshire Ramblers 

	Dinefwr Ramblers 

	Llanelli Ramblers 

	Swansea Ramblers 

	Offa's Dyke Association 

	WAW Llandovery 

	WAW Llandovery 

	Llanwyrtyd Community Transport 

	Epynt Way Association 

	Local Authority and RoW contacts 

	Shropshire Council 

	Powys Council 

	Hotels

	Bed and Breakfasts

	Self-catering businesses

	Activity Providers

	Museums and Heritage Businesses

	Spa Businesses

	Tour guides 

	Tour providers

	Community Councils

	Historical Societies

	Leisure Attractions and providers

	Commuters

	Community groups

	Producers

	Service providers

	Retail businesses

	Museums

	Galleries
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