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DEVELOPMENT AND ACTION PLAN

18/6/2002

Dyfi Eco Valley Partnership
1.0 Introduction

1.1 What is the Partnership?

1.1.1 The Dyfi Eco Valley Partnership (now more often known as “ecodyfi”) is a locally-controlled organisation in what is called “the third sector” (that is, neither public nor private sector). Our mission is to foster sustainable community regeneration in the Dyfi valley. We seek to deliver environmental, economic and social benefits simultaneously and we take a long-term and global perspective in meeting local needs.

1.1.2 Legally, it is a company limited by guarantee (not distributing surpluses to members). The Memorandum & Articles of Association are at Appendix 1.

1.1.3 We work by raising awareness of what is possible and how to do it, by networking, by stimulating action in others and by garnering resources to focus on specific projects.

1.1.4 Some projects are managed directly by ecodyfi’s Board. Others are managed by independent groups working within ecodyfi’s co-ordinating “umbrella”.

1.1.5 We see ourselves as a test-bed for meeting local needs through involving local people in sustainable developments and for partnership working.

1.1.6 Ecodyfi (sometimes referred to here as “the Partnership”) was developed during 1997, established in 1998 and incorporated in 1999.

1.1.7 This document marks a significant shift in the organisation. It represents a widening of its agenda and organisation, building on its roots in environmental expertise and concern. The previous Development Plan was written in November 2001.

1.1.8 The project area includes part of Snowdonia National Park as well as parts of Gwynedd, Powys and Ceredigion.

1.1.9 A summary of activities to date is included as Appendix 2.

1.2 Who is involved?

1.2.1 Partners include local individuals, private companies, voluntary bodies, local authorities, the Snowdonia National Park Authority and the Welsh Development Agency (WDA). They can all influence policy and make things happen through quarterly Board meetings, through membership of the Management Committee and by joining Working Groups on specific topics. There is more detail on this in Section 7.

1.2.2 Ecodyfi opened a formal membership scheme in September 2001. Over 50 individuals and 14 organisations have paid to join so far, including 7 Town and Community Councils.

2.0 The current situation of the organisation (and community involvement)

2.1 The consultation and review process

The Partnership has concluded that it should be the umbrella body for a variety of collective actions aimed at community regeneration. The alternative under consideration was to focus more narrowly on specific subjects like energy and the environment.

This view crystallised during a consultation process that started in early January. The main stakeholders in this were as follows:

· Town & Community Councils

· Local voluntary organisations

· Tourism businesses

· Farmers

· Other local businesses

· Local members and Board members of ecodyfi

· Other residents

· Regional partners

· Staff

We talked to as many people as we could about the future of the valley and the future of the Partnership. The main elements were as follows:

· Requests to speak to all the local groups. Presentations included: Borth, Glantwymyn, Llanbrynmair and Machynlleth Town and Community Councils, Gweithgor Corris, Aberdyfi Partnership, Gwerin y Coed, Eglwysfach WI, Canolfan Aberhosan Committee, Machynlleth Forum and a staff meeting at CAT. 

· An MSc student, Llion Pugh, worked with us on work placement for two months, engaging the farming community. He used individual interviews and a large public meeting, which targeted Young Farmers Club members in particular.

· Machynlleth Chamber of Trade distributed our consultation documents to members.

· 850 copies of a (printed) summary consultation document (attached as Appendix 3) were distributed to members and more widely, e.g. at the library, post offices, door-to-door and via group networks.

· A fuller (photocopied) consultation document (attached as Appendix 4) was also used in smaller numbers.

· A preliminary questionnaire (attached as Appendix 5) was inserted in copies of the Blewyn Glas.

· Discussions with key people in other organisations, including CAMAD and Cymad.

· Press releases to all the local media.

· Over 200 people responded, including contributions at meetings.

· In mid-May, a 9-page “Response to consultations” document was sent to those who had participated in the review (and to some who hadn’t). This has been further developed into the present document.

The main questions we asked were as follows:

1. Are you happy for ecodyfi to co-ordinate community regeneration in Bro Ddyfi?

2. How would you change ecodyfi to make sure it is the voice of the community as a whole? For example, should some positions on the Board be reserved for representatives of bodies like local councils and businesses? Or should they be involved in other ways (perhaps through a “forum”)?

3. Do you agree with the kind of vision set out in the consultation documents?

4. Would you like your area to be included?

5. Can you suggest any project ideas?

Responses were overwhelmingly positive and the suggestions have been incorporated into this Development Plan. Appendix 6 lists the project suggestions.

2.2 SWOT analysis of the Partnership as it was in January 2002
2.2.1 Strengths

· Well respected in local government, agencies and funding circles and with a good reputation locally

· Broad participation by public, private and voluntary sectors

· Track record in partnership working, renewable energy and sustainable development

· Enthusiastic and experienced staff 

· Voluntary Directors growing in confidence and responsibility

2.2.2 Weaknesses

· No core funding secured; dependant on grant-aid for projects

· Very little “earned” income

· No confirmed funding from April 2002 (staff & premises)

· Board lacks some skills e.g. financial experience, and is over-dependent on staff

· Image biased to environment and energy

· Community involvement and commitment still at an early stage

2.2.3 Opportunities

· Develop earned income by identifying business opportunities e.g woodfuel heating, consultancy in community renewables or Broadband connections

· WDA Community Regeneration Toolkit – core funding?

· Management role in WTB Tourism Growth Area

· Communities First – a programme management role in Powys-Dyfi?

· Management role in a re-invigorated Dyfi Biosphere Reserve (a UNESCO designation)

· Participation in regional partnership initiatives, including Powys-wide energy schemes and Cymru Solar (Wales Solar Network)

2.2.4 Threats

· Opportunities not taken

2.3 Image

Some people still think that the Partnership is involved only with environmental and energy issues. This is not so. The perception arises from several factors, which we are addressing:

· Our first project and most publicity about us have been about renewable energy. Only recently have we had funding to get involved in other subjects. Now we intend to take on a variety of community regeneration projects.

· Our office space is provided by a renewable energy company, Dulas Ltd, on the Dyfi Eco Park. We intend to move to premises in Machynlleth town, not associated with a specific sector of the economy. We will be more accessible there.

· Many of the original Board members had a specific interest in these subjects. New Board members with other skills and experiences have been elected or co-opted.
· The name! Many people take ‘eco’ to mean either ‘environmental’ or ‘green’. We mean economy as well as ecology and we look for mutual benefit between these. Most respondents favoured keeping the name, because it indicates the valley’s “unique selling point” and it already has a good reputation. On the other hand, the ‘eco’ tag may put off some people. We have found this issue very difficult, but consider that actions (the points above) speak louder than words. We are going to keep the official name but start to use the simpler form of ‘ecodyfi’. 

3.0 The Dyfi valley and its needs

3.1 Project areas

The following Town and Community areas (see map - Appendix 7) have formed ecodyfi’s project area since 1998:

· (in Gwynedd) Aberdyfi, Pennal, Corris, Mawddwy

· (in Powys) Llanbrynmair, Glantwymyn, Cadfarch, Machynlleth

· (in Ceredigion) Ysgubor y Coed, Ceulanamaesmawr, Llangynfelin, Borth, Geneu’r Glyn

Our present action plan includes all these communities except Aberdyfi, where the Aberdyfi Partnership wishes to preserve the option of independent application to the WDA’s Community Regeneration Toolkit.

Aberdyfi is, however, an integral part of the Dyfi valley Rural Tourism Growth Area (TGA). The Aberdyfi Partnership is working closely with us to deliver the TGA action plan. No doubt it will also be involved with ecodyfi and the Countryside Council for Wales when we create a management plan for the Dyfi Biosphere Reserve in due course.

3.2 General description of the Dyfi valley

The 12 Town and Community Council areas in the new project area encompass the extreme west of Powys, the southernmost part of Gwynedd and the northern tip of Ceredigion. The area (of some 600 km2) has 4,600 households, containing 11,350 residents (1991 census data). Machynlleth, with a population of just over 2,000, is the main town and service centre. Residents of the Mawddwy area, round the headwaters of the Dyfi in the north-east of the valley, tend to use Dolgellau as well. Borth, Llandre and Talybont are influenced by the university town of Aberystwyth to the south. This is reflected in higher property prices here than in the rest of the valley.

Several inter-linked factors have created a sense of optimism, vitality and innovation envied by the rest of mid Wales. Laura Ashley started a trend for unusual and attractive shops and the Centre for Alternative Technology has resulted in many spin-off benefits, including the Welsh Development Agency’s investment in the Dyfi Eco Park. Most of the community recognises the value of the valley’s excellent environmental and cultural assets.

However, the upper Dyfi valley has not benefited from this trend as much as the Machynlleth area and many needs remain unmet throughout the valley. Recently, the National Assembly recognised the problems by designating the Powys part of the Dyfi valley as a “Communities First” action area. The community has all the symptoms of rural deprivation, with a sparse and ageing population suffering from poor housing, poor access and economic decline. Agricultural decline in this area of small upland farms on severely disadvantaged land is a major challenge.

Corris is still suffering from the decline of the slate industry that created it, but does at least have a good bus service (by rural standards) to partially compensate for its lack of job opportunities and services. Its need was recognised by its inclusion in Gwynedd Council’s Slate Valleys Initiative. 

Above all the Dyfi Valley demonstrates the need to develop a more robust and less vulnerable community. The relatively high numbers of persons employed in agriculture and dependence on tourism means that the local economy is susceptible to adverse events beyond local control - as was demonstrated in the 2001 outbreak of Foot & Mouth Disease. More detailed descriptions of the community and its needs are included in Appendices 8 and 9.

3.3 SWOT analysis of the area

Strengths

· Perceived high quality natural environment; variety of landscapes and ecosystems; uncrowded

· Strong clean, green image 

· Reputation for sustainable development

· Low crime rate

· Substantial timber resources

· Railway connections

· Strong sense of social cohesion and mutual support

· Vitality and innovators

· ‘Incubator’ effect of Centre for Alternative Technology

· Variety of interesting shops in Machynlleth

· Welsh culture and language

· Associations with Owain Glyndŵr

· Strong cluster of visitor attractions and festivals


Weaknesses

· low population density/small labour pools causing high cost of service & training 

· migration trends leading to ageing population 

· over-dependence on agricultural and forestry sectors in transition, which currently are not adding much value to local resources

· economic leakage through bulk exports of primary material (livestock and timber) out of the area

· limited alternative employment opportunities

· transport costs high, limited public transport 

· low Gross Domestic Product per head

· high share of self-employment and small businesses; low value-adding and offer little opportunity for growth or employment 

· poor access to training provision including Further and Higher Education

· limited telecommunications infrastructure

· many rights of way poorly maintained

Opportunities

· Develop the high quality environment in sustainable ways through green tourism and environmental management and services sectors

· Develop niche markets for high quality/natural/organic foods

· Add value locally to primary products from agriculture & timber

· Exploit growing tourism markets such as activity holidays, cycling, green tourism, culture, heritage & arts

· Development of appropriate local renewable energy projects and cluster of related businesses

· Use Information & Communication Technology to reduce isolation and promote learning and skills
· Further develop retail in Machynlleth etc
· Expand small businesses
· Start new business, taking advantage of culture of self-employment
· Attract consultants and other small business to relocate here
Threats

· Continued decline of agriculture and forestry undermines rural economy

· Series of short-run agricultural crises threatening financial stability of rural businesses and their ability to restructure

· Loss of rural services exacerbating isolation

· Continued shift in rural demography leading to over-representation of retirees and lack of young people.

· Continued acidification damaging terrestrial habitats and freshwaters.



Much of the housing in the area is old, in disrepair, and badly heated. For example, the rankings of the three Electoral Divisions in the Powys part of the Dyfi valley (Glantwymyn/Cadfarch, Llanbrynmair and Machynlleth) in the Welsh Index of Multiple Deprivation (WIMD 2000) are 17th, 20th and 125th (worst) of the 865 in Wales.

Llanbrynmair is ranked 14th worst in WIMD 2000 for ‘access deprivation’ and Glantwymyn/Cadfarch is 132nd. This is partly due to very poor bus services.

Corris has the third highest proportion (46.1% in 1991) of residents without central heating, out of the 30 wards in Gwynedd. The coal fires cause significant local air pollution. Pennal has a very high proportion of second homes. It also has a very high proportion of residents of pensionable age (32.3% in 1991). This is the third highest figure in Gwynedd. Mawddwy is fifth in this ranking (Aberdyfi and Tywyn are first and fourth, respectively).

The low pay economy is based on agriculture, tourism (small retail businesses and catering) and health and social care, with an increasing number of jobs being part-time. The top three employing categories are “other services” (29.7% of the workforce), agriculture and forestry (20.6%) and distribution and catering (17.4%). There are few jobs to attract young people to stay or move into the area.

The number of farms, area farmed and number of farm workers have gradually declined in recent years. It is estimated that average net incomes for upland sheep and beef farms in Wales have fallen for the last five years and by 1999/2000 had reached a quarter of the 1991/1992 levels. This is a long-term trend: at the end of the 1950s 157 lambs “bought” a tractor. In 1998 the same model (with the addition only of a safety cab) required the sale of 1166 lambs. The tendency for farms to be amalgamated leads to farm houses being sold separately, often to older people from outside the area. The resulting social and linguistic change is a stress to a community rooted in its relationship with the land.

Overall, inward migration outweighs out-migration, but like is not being replaced with like. In one year alone (from summer 1999 to summer 2000) about 18.5% of 16 to 25-year-olds in Ceredigion left the area (National Assembly digest of local area statistics). One indicator of sustainability of a community is its ability to provide job and housing opportunities for those who want to return – and for its quality of life to be high enough for its young people to want to return (or stay). The paradox of community regeneration programmes is that the improvements in quality of life will tend to attract other, more affluent, sectors of the wider community, who will win the competition for housing.

4.0 Vision, aims and objectives

4.1 Vision and approach

Our vision is for the Dyfi valley to be a thriving, bilingual community, recognised for living sustainably.

This is based on the following propositions:

1. Strengthening the local economy is the key to meeting social needs.

2. Tourism and farming are the most important local industries.

3. Diversification in the local economy needs active encouragement. Opportunities include renewable energy services and activities requiring fast access to the internet.

4. The only kind of tourism that will succeed here is sustainable tourism. Short-term fixes will not do. Equally, the only kind of farming that will succeed here is sustainable farming.

5. Local distinctiveness is the key to success in many markets nowadays, particularly in tourism and increasingly in local produce (including foodstuffs). Much greater integration of image and co-operation between players would reinforce local strengths.

6. Food, holiday and other products will all benefit from being associated with a clean, green image of the valley – with the Dyfi valley as a leader in sustainable community regeneration.

7. Globalisation of production and distribution systems leads to unsustainable levels of resource use and waste creation and makes local economies more vulnerable to external factors. Reversing this trend is sometimes called “relocalisation”.

Our approach is expressed on our website as follows:

“We believe that strengthening local economies and meeting social needs goes hand in hand with valuing cultural and environmental assets. Do you? The Dyfi Valley is special. Southern Snowdonia and the coast provide landscapes and habitats of international importance. Owain Glyndŵr’s heritage and the Centre for Alternative Technology both flourish here. We are a bilingual community that embraces tradition and sees the need for change. Share our search for a more sustainable future.”

Our mission is to foster sustainable community regeneration in the Dyfi valley. Here are some thoughts to help explain what this means and how it might differ from any other kind of community regeneration:

· Local needs must be met within a long-term vision. This implies attention to global as well as local environmental quality and stability (e.g. climate change), to the robustness of the local economy (e.g. encouraging local purchasing) and to the capacity of local people to take responsibility for the future.

· Activities should deliver simultaneous economic, environmental and community benefits wherever possible.

· They should not focus narrowly on one subject area but make connections.

4.2 Aims

The formal aims of the company were amended at the Annual General Meeting on 9th May 2002, to read as follows:

a) To vigorously pursue the sustainable community regeneration and development of the Dyfi valley

b) For the Dyfi Eco Valley to be presented as a successful template for the development of local sustainable economies elsewhere in the region, the UK and the World

For comparison, the new aim (a) replaced three former aims, seeking to:

i) create an exemplar sustainable energy economy in the Dyfi valley

ii) apply similar approaches to other sectors

iii) encourage more sustainable waste management

4.3 Themes for action

Individual projects will have their own objectives. These must help the organisation achieve its overall aims. This is helped by clustering the projects within themes. These themes can also be regarded as the problems of the area, or as one way of grouping them. The themes for action were derived from discussions in groups at the Partnership’s meeting on 15th March 2002. They are illustrated on the next page. The lettering of the themes is not intended to imply that any are more important than the others.

As shown on the diagram, projects may also be directed to strengthening or developing specific sectors of the local economy, for example tourism, farming, energy services and Information Technology services. The creation of quality jobs is an underlying objective of our activities. Similarly, the continuing and serious problem of youth out-migration is not shown as a separate theme because it informed the creation of the four themes.

AIM
Sustainable community regeneration

THEME

Sub-themes
A)

Awareness-raising

· Advice
B)

Community development

(especially youth)

· Skills & training

· Celebration
C)

Protect & enhance local resources

· Add value


D)

Infrastructure

· Transport

· Communications

· Affordable housing



5.0 Projects and staffing for the first twelve months

5.1 Year one projects

Twenty nine activities have been identified for the year beginning July 2002. Some are already underway. They are described below and listed and costed in two subsequent tables. 

TWELVE PRIORITY ONE ACTIVITIES

Office / Shop-front advice centre cum multi-purpose community building

Depending on premises, likely functions and activities include:

· Provision of a “shop-front”, client meeting space, office facilities and administrative services for voluntary organisations and micro-enterprises, including ecodyfi itself and the Tourism Growth Area, Communities First, Bro Ddyfi Credit Union and Machynlleth Telecentre (space permitting – not this year)

· Provision of advice and networking concerning community regeneration

· Permanent display of goods and services available in the area - to encourage local sourcing and inter-trading as well as making more visible those businesses without a retail outlet

· Quarterly newsletter, twice-yearly general meeting and other communication

Funding: WDA Toolkit, with contributions from other users if a shared building. Costs will also be shared with ecodyfi projects which have their own office budgets (waste, tourism and potentially transport). Cost estimates are included as Appendix 10.

www.ecodyfi.org.uk and community websites

Ecodyfi’s website is to be launched in July and will be further developed over the following two years, with funding from the Barclays Rural Regeneration Fund. It is intended to be a “portal” for Dyfi valley information. The TGA plan includes linking to existing and new village websites.

Market research (tourism)

Establish annual programme to understand visitors’ needs - to inform planning and investment decisions. This could perhaps be done by a local college or university.

Publicise events & festivals

Make them more accessible to visitors and increase patronage by locals. Information network / ecodyfi website / Dyfi Diary etc.

Communities First

This is a major National Assembly regeneration programme operating only in the Powys part of the valley (Machynlleth, Cadfarch, Glantwymyn and Llanbrynmair). An action plan will be constructed on the basis of a thorough consultation process, led by a Facilitator. Recruitment for this person is underway, led by Powys County Council and the Powys Association of Voluntary Organisations on behalf of the local community. We are participating in the planning group and will ensure close co-ordination between the Communities First process and the ecodyfi action plan.

Twristiaeth Dyfi Tourism

Foster better communication between accommodation providers, attractions and others by developing the association (which is part of ecodyfi).

Sustainable energy, including energy efficiency and use of wood-fuel

The opportunity to diversify the local economy by building up the cluster of local renewable energy businesses (notably CAT, Dulas Ltd, and Ecogen) was one of the driving forces behind the Partnership’s formation and remains relevant. We need to pay more attention to reducing energy use, particularly in low-income households. Activities will include:

· Delivering (for a fee) part of the Powys Objective 2 programme that includes capital grants for new renewable energy projects. Collaborating with other European-funded projects (co-ordinated by Powys Energy Agency) that go under the same banner: ‘Greenheat’. Looking for opportunities to develop such projects in Ceredigion and Gwynedd as well.

· Continuing to administer the Dyfi Solar Club and develop similar services throughout Montgomeryshire, collaborating with Brecon, Radnorshire and Ceredigion Solar Clubs.

· Managing (in consultation with Glantwymyn Community Council and CAT) the ‘MS4’ energy efficiency fund (income from CAT’s MS4 wind turbine).

· Helping Powys Energy Agency to manage the ‘Community Wind’ energy efficiency fund (income from shares bought by the Energy Saving Trust in the Pantperthog community wind turbine).

Delivered by the Development Officer (one day a week paid for till December 2003)

Use of resources otherwise going to waste

Proposed activities include establishing social enterprises based on (a) community composting and growing plants, (b) plastics, cardboard and aluminium. Reducing wastage of energy would also be incorporated into this project, including advisory visits to householders. See under staffing in section 5.2 for resources available.

Local lamb and beef

Local slaughter, processing, packaging, distribution, branding and marketing – to local and wider markets. Support the existing abattoir in its expansion, explore organic certification for it and consider the idea of a non-profit farmer-owned company to deal collectively with meat. Cooperate with local hotelier to focus on niche marketing to high-class restaurants (and possibly top butchers) in London and elsewhere, complementing Welsh Lamb Direct’s offer to individual consumers. Will require business planning, personal contact with the market and a refrigerated van.

Support the clustering of wood-related businesses

Businesses working with wood may benefit from shared facilities and the use of each others’ side-products. A centre of excellence for the timber industry is proposed. It may be developed by a new subsidiary of ecodyfi or a separate company limited by guarantee. It would incorporate a training facility and facilities for the village as well as craft workshops and services for the businesses. A site in Ceinws is under discussion and a more detailed business plan is required. Capital costs are estimated at £500,000 but the landowner is expected to contribute £120,000 of this in kind. A WDA capital contribution of £40,000 may be appropriate.

There is also a potential site at Dinas Mawddwy which may suit this proposal or something smaller. Cymad are leading on this site.

Welsh language and cultural programme

Support Celtica’s initiative to develop an annual programme in pubs and villages throughout the valley.

Review cycling tourism

Establish working party to review the cycling tourism product, identify potential new routes and develop a plan. May require separate consultancy for mountain and on-road elements.
TWELVE PRIORITY TWO PROJECTS

Interpret local heritage

Encourage and support communities to draw out their distinctiveness, including interpretive panels, heritage trails, opening up churches & chapels, marketing local activities and opening them up to visitors. Groups are expected to include the Borth Gateways Project and the Pennal tourism group.

Pre-Christmas destination marketing

Use 2003/04 visitor guides, travel trade fairs and familiarisation visits to promote speciality shopping and other winter aspects.

ICT training for tourism

Support training and provide equipment for tourism businesses, including farm tourism -to establish web-sites and use of e-mail as marketing and management tool.

Integrated Quality Management – ‘IQM’ (relating to tourism)

Develop information & training network to ensure local tourism providers are aware of the IQM initiative and have access to on-line support.

Mach Teenzone (wheeled facility)

The planning group has designs and a site for a skateboard park (with a shelter) that will also be suitable for bikes. We are helping to fundraise for the £60,000 capital costs. The importance of this project lies as much in the active participation of the young people as in the facility itself – they are already discussing video and web site projects which further involve them in community activities.

Enterprise

Services to business in the area are accommodated by Business Connect Montgomeryshire in Welshpool.  The centre receives a significant number of enquiries from the area and has put on training events in Machynlleth. The service would benefit from an increased presence within the town, perhaps within ecodyfi’s proposed office building. The Partnership wishes to stimulate business start-ups and will assist entrepreneurs, including those proposing social businesses and co-operatives (liaising with the Powys Social Economy Forum). One such proposal is for a local laundry, servicing the local hospitality industry. The outline business plan needs to be developed and may merit feasibility funding.

Local food chain

Link produce to hotels and restaurants. Make more of local distinctiveness. Investigate pre-ordering local food for self-catering and hampers. See also Local lamb and beef action.

Integrated transport

The Partnership (including CAMAD and the Red Cross) has applied to the Community Fund for a fully-funded three-year project, including a full time officer. The first year (perhaps starting in February 2003) will include a full transport needs analysis. This will lead on to practical projects including local Transport Guides, Car Clubs, and an innovative demand-responsive minibus service, as well as providing evidence of demand to inform lobbying of public transport providers. It aims to improve access to transport for people living in (and those visiting) the valley and to become a best practice model for rural areas. There may be scope to raise funds for small practical projects during 2002.

Information and Communications Technology
‘Broadband’ provides much faster connectivity and permits the transmission of more information than standard telephone connections. Rural areas suffer because it is not commercially viable for BT to install the necessary equipment at small exchanges. ‘Dyfinet’ is a proposal for local wire-less broadband access to the internet. It is only a tool - we will encourage activities that can take advantage of it e.g. design, video, IT and other media businesses and community projects such as broadband radio. There is also a possibility of creating a consultancy and installation service.

We hope to integrate this proposal into an Objective 2 / Local Regeneration Fund bid being constructed at the Powys level.

Horse riding network

Create development plan identifying routes, with schedule of works needed to bring routes and facilities up to standard.

Target green and activity sector tourism markets

Appoint consultant to develop a strategy. Seek financial support to implement proposals.

Cysylltiadau Dyfi Connections

Bring together existing events for locals and visitors during the October half-term, organise more (to fill any gaps), and publicise them collectively. Ecodyfi supported a successful pilot for this in 2001.

FIVE PRIORITY THREE PROJECTS

Guides network

Identify local experts willing to act as guides. Develop training programme and business proposals.

Machynlleth Foyer

This is a proposal for a facility or facilities for people aged 16-25. It covers two aspects: (1) short-term accommodation and (2) a space for informal training and constructive leisure use, including a music studio. Its case is based on local research, including consultation with young people. Mid Wales Housing Association is the potential developer. We participate in the multi-agency steering group that is examining potential properties and “mapping” existing provision.

Borth artists project

An artists’ collective has proposed a Gallery and associated activities – possibly workshop spaces with courses. One possibility is to create such an area at first floor level within the Community Hall. First estimates of cost are around £60,000 plus fittings.

Hemp in buildings

This is a concept for market development / technical development / showcase activities / local growing of suitable cultivars. A local builder has experience of working with hemp in buildings in Switzerland and is convinced there is scope to introduce it to Wales –growing it locally if soil and climate permit. A feasibility study needs to be scoped in the light of further discussions with interests in North Wales and with Glasu (LEADER+) officers. Demonstration buildings are under discussion.

Cycle Host / Walking Host

Encourage accommodation businesses to cater more effectively for cyclists and walkers.

TABLE ONE relates the activities to the themes.

Notes to the table:

1 Some of the projects (in bold) will be managed directly by ecodyfi’s Management Committee and staff. Others will be managed by independent groups working within ecodyfi’s co-ordinating “umbrella”. Communication links with these will have to be stronger where money is channelled to projects through the Partnership.

2 Four of the projects in the table one (shown in CAPITALS) are really “umbrella” projects. That is, they contain a number of discrete actions. The main actions within them are noted alongside where they are known.

3 There is a fifth umbrella project – the Dyfi valley Rural Tourism Growth Area (TGA). An Officer Group brings together the relevant public sector bodies to share responsibility for delivering the TGA action plan. Rather than showing the TGA as one action, first-year TGA actions led by ecodyfi are shown separately (in italics) in the table. The codes [in brackets] cross-reference the actions to the TGA action plan.

4 The overall priority ratings take account of:

i) ‘importance’ i.e. the likely benefits for the community (especially in terms of jobs and the engagement of young people), and

ii) time-scales (in which quarter of the first twelve months of this plan may they be achieved?). Note that “year one” in table one refers to the twelve months beginning 1st July 2002. The costs in TABLE TWO, however, are broken down into financial years beginning 6th April 2002.

5 A score of ‘1’ indicates the highest importance and priority.

Table One – list of first year activities
Theme
Project or activity
Import-ance
Timing (Quarter)
Priority

A) Awareness
Office / Advice Centre facility
1
1
1


Ecodyfi and community [I3] websites
1
1
1


Market research into visitors [G3]
2
1
1


Publicise festivals [F6]
1
1
1


Interpret local heritage & facilities [E2]
2
2/4
2


Pre-Christmas destination [G2]
2
2
2

B) Community

     development
COMMUNITIES FIRST (Powys only)
1
1
1


Develop the tourism association [I1]
1
1/2
1


Information Technology training and support for tourism operators [H6]
2
2/3
2


Explore Guides network [F5]
3
1
3


Integrated Quality Management [H5]
2
2/4
2


Mach Teenzone
2
2
2


Machynlleth Foyer
3
4
3


Borth artists’ project
3
4
3


Enterprise
1
On-going
2


Dyfi Connections festival
2
2
2

C) Resources
ENERGY (community renewable energy / demand management / Solar Club
1
On-going
1


WASTE (public education / schools / community & home composting / plastics / civic amenity site)
1
On-going
1


Lamb & beef
1
?
1


Timber industry centre of excellence
1
4
1


Welsh language & culture events [I2]
1
1/2
1


Develop local food chain [H3]
2
3/4
2


Use of hemp in buildings
3
?
3

D) Infrastructure
Review cycling tourism product [C3]
1
1
1


INTEGRATED TRANSPORT (Forum / needs analysis / transport guide / cycling & walking / car club
1
4
2


Cycle Host & Walking Host [F1]
2
3
3


ICT / Broadband connectivity
2
2
2


Horse riding network [C8]
2
3
2


Green & activity niche markets [G1]
2
3
2

Organisation
Development Officer
1
1
1


Administrative Officer (part-time)
1
?
1

Table Two - estimates of costs and funding proposed

Key: R = revenue funding; C = capital costs

Project or activity
Cost estimate

(£ thousand)
WDA request 2002/03
Other possible

funding sources


Total (3 yrs)
2002/03






£000
when


A) Awareness raising


Office / Advice Centre facility
31
12.27
12.27
now


Ecodyfi and community [I3] websites
13 R
5
0

Barclays

Market research into visitors [G3]
28 R
8
2
July
WTB/RTP, GC, PCC

Publicise festivals [F6]
13  R
3
2
July
RTP, GC, PCC

Information / interpretation at Borth, Pennal and other villages [E2]
100 C
20
8
July
WTB, HLF, CCW, Obj1/2, Adfywio

Pre-Christmas destination [G2]
7.5 R
1
0.25
July
RTP, GC, PCC, CCC

B) Community development

COMMUNITIES FIRST (Powys only)
?
?
?

NAfW

Develop the tourism association [I1]
?
?
0

RTP

Information Technology training and support for tourism operators [H6]
14 R

14 C
8 R
2 R
Sept
ELWa, PCC, GC

Explore Guides network [F5]
1 R
1
0

ELWa, PCC, GC

Integrated Quality Management [H5]
40 R
10
4
Sept
WTB, Obj1/2

Mach Teenzone
60 C
60
10
July
lottery

Machynlleth Foyer
?
?
0

NAfW, ELWa

Borth artists’ project
60 C
0
0

Lottery

Enterprise
?
?
2 R
July
Business Connect

Dyfi Connections festival
6 R
2
2
July


C) Resources

ENERGY (community renewable energy / demand management / Solar Club)
time

0

Obj2 etc.

WASTE (public education / schools / community & home composting / plastics / civic amenity site)
15 R
15
0

PCC, EW

Lamb & beef
6 R

14C
6 R

14 C
8 C
Sept
Glasu, PCC

Timber industry centre of excellence
1.5 R

500 C
1.5 R
1.5 R

40 C
July

Sept
FC, Obj2, ELWa

Welsh language & culture events [I2]
28 R
8
0

Arts Coun. lottery

Develop local food chain [H3]
26 R
10
5
Sept
Powys Food Links

Use of hemp in buildings
10 R
8
4
Sept
Glasu

D) Infrastructure

Review cycling tourism product [C3]


10 R
10
0



WTB, PCC, GC

INTEGRATED TRANSPORT (Forum / needs analysis / transport guide / cycling & walking / car club
147 R
25
0

Community Fund

Cycle Host & Walking Host [F1]
10 R
3
0

ELWa, RTP

ICT / Broadband connectivity
13 R

13 C
13 R
6.5
July
Obj2, PCC

Horse riding network and potential pony trekking centres [C8]
50 C
15
0

WTB, Adfywio, PCC, GC

Green & activity niche markets [G1]
15 R
15
3
Sept
RTP, PCC, GC

Development Officer
See below

14.53
now
Obj2 etc

Administrative Officer (part-time)
?
?
0

Project fees

WDA Toolkit request now


26.7



WDA Toolkit request rest of 2002/03


60.25+ ‘?’



WDA TIMBER 2 grant request


1.5



5.2 Other projects contributing to community regeneration

The Partnership’s strong support for projects and activities developed by other bodies should be noted.

1) The Royal House project seeks to restore and manage a derelict medieval building in Machynlleth for community and social enterprise use – probably to house the Tourist Information Centre, exhibitions and self-catering visitor units. This is an important project for the town and its appearance. The Tabernacl Trust is leading the project in partnership with Powys County Council and others. The Heritage Lottery Fund is likely to provide most of the capital for the building and an application for a WDA grant (Regeneration Investment Fund) is being processed. It is hoped to start work early in 2003.

2) Corris Institute. The Corris working group of the slate areas initiative has identified the Institute as its priority because of its central location and its potential for housing community facilities. The next phase is to renovate the exterior. The estimated cost is £68,638 and the Committee is about to ask the WDA for an Environmental Improvement grant of 50% (£34,319).

3) Machynlleth Telecentre. This is operating on a ‘drop-in’ basis for five sessions a week and in addition is used by groups and courses at other times. Despite the existence of IT facilities at the library, Cyberspace and Powys Training, it is clearly fulfilling a need and usage is increasing. Individuals needing high levels of encouragement and support benefit greatly from the service. An independent committee runs it and most of the funding comes from Powys County Council. The present premises do not comply with the requirements of the Disabilities Act.

4) Festivals, especially:

· Cân ar Dân (various times)

· Gŵyl Glyndŵr (October)

· The Machynlleth Festival (August)

· Mach Fringe (August and other times)

· Machynlleth Book Festival (February)

· Community Lantern Festival (October)

· Youth Music Festival (November)

· Dance Festival (August)

· Bro Ddyfi Cyclefest and other biking events (June / September)

· Aberdyfi Funfest (August)

· Borth & Machynlleth Carnivals

5) Elemental Earth projects

Several of the above festivals are organised by Elemental Earth. This group works to connect people to the environment through arts and land-based projects. It has developed several school grounds into woodland gardens and is organising an Environmental Community Theatre event consisting of workshops and performance.

6) The business More Than Soap is renovating a chapel at Talybont to give itself enlarged premises and to provide two craft units for rent to local people.

5.3 Staff

Development Officer

A full-time worker to co-ordinate development work and projects. This officer will also carry out / manage any projects or consultancy work where there is no dedicated officer. Tasks include:

· Line management of tourism, waste and any other staff

· An average of one day a week on ‘Greenheat’ (energy projects)

· Two generic programmes will need development time: (1) Communities First. Participation in the planning group and ensuring close co-ordination between the Communities First process and this action plan. (2) Dyfi Biosphere Reserve (a UNESCO designation for sustainable development and biodiversity). Securing resources and a management structure and plan to deliver local economic benefits whilst protecting the habitats and wildlife in our midst.

Funding (for the first year and a half): 30 hours a week from the WDA Toolkit (at SCP31 is £17,600 p.a. plus NI = £19,370). July-March = £14,527. Plus 7 hours a week from the Powys Objective 2 renewable energy project. 

Tourism Growth Area Project Officer

Ecodyfi has had its own sustainable tourism project since June 2001, including an officer working 12 hours a week. On 1st June 2002 this was superceded by the Dyfi Valley Rural Tourism Growth Area (TGA) programme, which includes funding for an officer working 21 hours a week.

Points to note about the TGA:

· The TGA officer is employed and line-managed by the Partnership, with reporting links to the funders / tourism partners. There is a £3,000 budget for overheads in addition to the £12,000 for salary and National Insurance, provided by WTB, Powys County Council and Gwynedd Council.

· The TGA area consists of the Powys and Gwynedd parts of the Dyfi Valley, including Aberdyfi. Ceredigion businesses will access Wales Tourist Board capital grants through the Ceredigion TGA rather than through ours, but our officer will continue to support members of Twristiaeth Dyfi Tourism throughout the Dyfi valley and initiate joint marketing wherever appropriate.

· The Aberdyfi Partnership participates in the TGA Steering Group alongside public and private sector representatives.

· The roles taken by ecodyfi in the Action Plan are as follows:

1. To project manage the delivery of the programme with the assistance of the Officer Working Group and the guidance of the Steering Group

2. To be the employing body for the TGA Project Officer and ensure they have a proper line manager arrangement in place

3. To be proactive in bringing projects identified in the action plan forward

4. To assist with the introductions of the IQM process to the destination 

Waste Minimisation Officer

A project with its own full-time officer has been approved by Environment Wales and Powys County Council but rejected by Enfys. Negotiations to create a sensible package continue. In the meantime, ecodyfi’s Waste Minimisation Officer works 15 hours a week on school and village level recycling.

Website contract staff

David Thorpe (Cyberium) is contracted as website developer and Jan Morgan as manager of the on-line events calendar.

Administrative Officer

A part-time post will be created if there is sufficient income from project management fees. Otherwise the Development Officer will continue to carry responsibilities not within the job descriptions of individual project officers.

6.0 Impacts and outputs

Some results of the Partnership’s work will be difficult to quantify. Improvements in the morale and skills of individuals, organisations and the community as a whole are intangible but vitally important precursors to economic improvement.

The following outputs are anticipated during the period to the end of March 2003.

· 2 jobs created

· 3 jobs safeguarded

· £144,000 of private sector investment / funding

· £425,000 of public sector investment / funding

· 2 public sector action plans (Year One) completed (ecodyfi, Tourism Growth Area)

· 2 public sector action plan constructed or progressed (Communities First, Dyfi Biosphere Reserve)

· 3 events held

· 6 festivals assisted

· 10 projects implemented

· 15 community groups assisted or mentored

· 25 community meetings attended

· 25 small and medium size enterprises assisted

· 20 individuals participating in training and skills sessions

7.0 Internal Structures

Currently there is a Board of 14 members. In contrast to the previous arrangement, no places on the Board are reserved for regional bodies (though individuals on the Board may indeed be councillors or have connections with other bodies). Equally, staff are no longer Directors as of right but may be elected or co-opted.

10 Board members were elected by the membership at the Annual General Meeting. The voting system will ensure that next time there are four members from each county (this year only two residents of Ceredigion were nominated). The Board has the power to co-opt a further 5 persons to ensure availability of sufficient skills, experience, enthusiasm, availability and balance.

Here is the new Board, grouped according to county (Powys, Gwynedd and Ceredigion, respectively):

· Aled Griffiths, Hugh D Jones, Gill Jones, Tom Brown, Martin Ashby (co-opted), Sioned Pugh (co-opted), Andy Rowland (staff; co-opted)

· Paul Allen, Charles Arch, Nat Taplin, Frances Voelcker

· Ursula Byrne, Nicola Dunkley, Teresa Walters (staff; co-opted)

There is a Management Committee of 6, appointed by the Board: Martin Ashby, Nicola Dunkley, Tom Brown, Gill Jones, Guy Pargeter and Märit Olsson.

Working Groups are constructed to manage the themes, actions or geographical areas, as appropriate. This will be the way that most people get involved – pursuing their particular interest but within a coordinated framework. For example, we are bringing together the relevant people to develop the forest industry ‘centre of excellence’ proposal. Groups exist for tourism and transport and one is being convened for broadband.

Membership originally cost £5 for local individuals and £10 for local organisations. In both categories the membership fee is now only £1, to enable as many people as possible to join.

Mechanisms to ensure communication with Town and Community Councils will be established, for example, attendance by staff or Board members at some of their meetings (perhaps once a year).

Whatever the detail in this evolving set of partnerships, we will ensure that the structures enable all sections of the Dyfi valley community to feel included and that everybody is encouraged to participate at an appropriate level.

Ecodyfi is a member of the Development Trusts Association. Development Trusts are defined as bodies which are:

· engaged in the economic, environmental & social regeneration of a defined area or community 

· independent and aiming for self-sufficiency 

· not for private profit 

· community-based and owned 

· actively involved in partnerships between the community, voluntary, private and public sectors

8.0 External Partnerships

The Partnership has the benefit of strong links with local authorities, Assembly Sponsored Bodies, businesses and voluntary groups. Its activities and proposals contribute to fulfilling the aims of numerous strategies. Here are some examples:

· Powys County Council

The Environment and Minerals Officer was instrumental in establishing the Partnership in 1997 and has continued to play an active advisory role, as well as helping to manage the Community Renewable Energy Project. The Council was the purse-holder for this project for three and a half years, providing payroll and other services as “in-kind” contributions to match European (ERDF 5b) funding. The Local Futures (LA21) Officer and Economic Development (Montgomeryshire) Officer have also been directly involved, especially with energy and tourism working groups. With ecodyfi’s widening remit, liaison with the Machynlleth-based Adult Education and Youth Services worker has increased, particularly over the Teenzone, Foyer and Telecentre projects. The Council does not currently employ a community development worker in this area. The Council has also provided significant revenue funding for ecodyfi’s tourism, community consultation and waste minimisation programmes.

· Gwynedd Council

The Regeneration Officer has helped to manage the Community Renewable Energy Project and has been generally supportive. Liaison with the two Cwlwm Gwledig community regeneration officers (and their predecessors) focusses on Aberdyfi and Corris projects. The Council has provided grant-aid to ecodyfi’s tourism and community consultation programmes and to a feasibility study for a hydro-power proposal.

· Ceredigion County Council

Council Economic Development and Regeneration Officers have regularly attended and advised ecodyfi meetings. Grant was given for hydro-power feasibility studies. Recently it has resolved to continue to support ecodyfi but not to provide core funding. It will offer liaison between its own Tourism Growth Area (TGA) officer and ecodyfi’s (the Ceredigion TGA covers the whole county). The Council will consider funding or support for any individual proposal on a project by project basis.

· Snowdonia National Park Authority

A senior planner has been a key participant and adviser in ecodyfi’s energy project (and more widely) from the beginning. The Authority has grant-aided ecodyfi’s community involvement and waste minimisation programmes through its CAE fund.

· Welsh Development Agency

The Agency (and its predecessor the Development Board for Rural Wales) helped to fund and manage the energy project, including the initial planning phase before European funding was obtained. More recently it has funded ecodyfi’s community consultation and review process (with its Community Regeneration Toolkit). It is anticipated that this Development and Action Plan will provide the basis for a three-year partnership and funding agreement with the Agency.

· Mid Wales Partnership

The Mid Wales Partnership’s research budget contributed to the energy project. This supportive interest in ecodyfi’s potential to explore the community regeneration potential of actions for sustainable development has continued.

· “Local” (i.e. county-based) Partnerships

Ecodyfi has played active roles in the Ceredigion and Gwynedd Objective 1 Regeneration Partnerships, through the Environment and Community Regeneration working groups, respectively. Its activities also contribute to the Powys Regeneration Partnership’s strategy. It expects to play a role in generating all three of the proposed Community Strategies.

· “Regional” Partnerships

Ecodyfi has participated in the Objective 1 Regional Partnership for Countryside, Coast and Forestry.

· Local Agenda 21

LA21 has been led by the Local Futures Officer (mentioned above) in Powys. In Gwynedd we are in contact both with relevant Council officers (including the Environment Officer) and the non-statutory network called Sustainable Gwynedd Cynaliadwy. In Ceredigion we work closely with Ymlaen Ceredigion, a partnership between the Council, the non-statutory LA21 Network and the Princes Trust.

· LEADER (and similar) groups

Menter Powys and its Machynlleth-based Menter Bro Ddyfi worker were very supportive of the Partnership in the early years. The successor (LEADER+) Powys project for innovative actions is called Glasu. Its three-fold theme of natural products (food / non-food / waste-to-energy) provides significant scope for collaboration and funding, though there is no longer a local worker. The equivalent group in Gwynedd is Cymad. It has part-funded our feasibility work on hydro-electric schemes. It has a base in Dinas Mawddwy, is developing some projects in that area and intends to co-operate on projects of mutual interest. Contact with Antur Teifi in Ceredigion has been limited to specific consultations.

· Energy Agencies, etc

In a sense, Powys Energy Agency is carrying forward ecodyfi’s energy work to a wider geographical area. It has a better balance in its activities between renewable energy generation and demand reduction than ecodyfi has achieved so far. Ecodyfi is an active partner in the recently-launched Greenheat projects. It also has links with the National Assembly Sustainable Energy Group, Cymru Solar (the Welsh Solar Network) and the other Solar Clubs in Wales (and the UK).

· The Dyfi valley Rural Tourism Growth Area action plan links to the Mid Wales Regional Tourism Strategy 

· The broadband proposal (and other ICT aspects of our work) will contribute to the aims of the National Assembly’s Cymru Ar-lein strategy

· We believe that all our activities are consistent with and contribute to the Assembly’s scheme for sustainable development, ‘Learning to live differently’.

9.0 Continuation strategy

9.1 The Partnership recognises that public funding is essentially short term, although in some cases this means several years. The Environment Wales funding, for example, is available on a tapering basis for six years. However, the National Assembly has stated that its Communities First programme represents a long-term commitment to the communities involved and has indicated this means at least ten years. One scenario for ecodyfi, then, would be for it to continue its regeneration work in the Powys part through the Communities First programme. The Ceredigion and Gwynedd communities could be served by complementary EC-funded programmes: through Interreg or Objective One.

9.2 Despite this, ecodyfi considers that continued dependence on public funding is not healthy for the communities involved, and that a balance with other sources needs to be struck.

9.3 Charitable sources are a possibility, but the Board is not confident that the Charity Commission would accept the present constitution. This is partly because it includes the power to carry out any business the Board sees fit. This clause is indicative of the Board’s preferred route, which is to increase the proportion of earned income. These alternatives may be reconciled (in principle) by setting up a trading subsidiary - which covenants all its profits to the parent company (which registers as a charity). The Charity Commission recognises rural regeneration as a legitimate object now, but defines it quite tightly, such that the charity has to turn its attention away from any community which no longer meets objective quantifiable criteria of deprivation.

9.4 Earned income may come from consultancy services. The Partnership has saleable expertise in the development of community renewable energy projects, but our market lead is being eroded as other players become active and as we dilute our focus on this subject. Once we obtain premises with a shop front there may be scope for some retail activity, but care would have to be taken not to compete with the private sector. Potentially, a more significant income is available by setting up a community business as a subsidiary. The trick is to find a market opportunity that is too risky or obscure for the private sector but for which public money can be used to set it up and carry it through its most vulnerable early stages. Ideas which may fall into this category are:

· Consultancy and supply of broad-band connectivity

· Collection and re-processing of waste materials - securing local authority income streams from recycling credits (landfill avoidance) and perhaps from social services (for work placements)

· Sale of high-value plants fed by compost made on the same site from waste materials

· Energy Services Company – selling heat rather than fuel, by installing heating equipment not owned or maintained by the user

9.5 Membership fees are not a significant source of income at the moment. It is rather unlikely that traditional local fundraising (by raffles and events, etc) will be very relevant. There may be scope for developing services to members (e.g. businesses) in exchange for a higher-rate category of membership in the future.

9.6 Some organisations have obtained an asset, typically a building that can be sub-let or otherwise generate income. These are usually redundant buildings that have lain empty for some years and become an eyesore. Public and lottery funding is sometimes available for acquisition and renovation. The obvious one in Machynlleth is Royal House but a plan is already in hand for this. It is worth noting that the Owain Glyndŵr Institute generates such an income from lettings. This is spent on providing a free visitor attraction in the Parliament House. If a way were found to make the Exhibition self-funding, the rental income would become available for other community uses.

10.0 Abbreviations used

CAMAD
Community Action Machynlleth & District

CAT

Centre for Alternative Technology

CCC

Ceredigion County Council

CCW

Countryside Council for Wales

ELWa

Education & Training Wales

ERDF

European Regional Development Fund

EW

Environment Wales

FC

Forestry Commission

GC

Gwynedd Council

HLF

Heritage Lottery Fund

ICT / IT
Information & Communication Technology / Information Technology

NafW

National Assembly for Wales

Obj 1/2
Objective 1 or 2 (European structural funds)

PCC

Powys County Council

RTP

Regional Tourism Partnership

TGA

Tourism Growth Area

UNESCO
United Nations Educational, Scientific and Cultural Organisation

WDA

Welsh Development Agency

WIMD

Welsh Index of Multiple Deprivation

WTB

Wales Tourist Board
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2. Activities and achievements to date
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4. Consultation document February 2002
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6. Project ideas suggested during Spring 2002 consultations

7. Map

8. 1999 post-graduate course assignment about the Dyfi valley

9. ‘Bridging the gaps’: An assessment of the housing, employment, training and education   needs and provision for 16-25 year olds in Machynlleth. January 2001

10. Cost estimates for running the office and associated activities

11. Annual accounts for the year ending 31/8/2001

12. Press cuttings
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14. Case study by Shell Better Britain Campaign

15. Case Study by Community Action for Energy (Energy Saving Trust)
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