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1
Introduction

1.1
This Part of the report contains our recommendations for the Council, under the following headings:
Consultation

Voluntary and statutory arrangements

Partnership working

A champion for the Foreshore Strategy

A dedicated foreshore manager

Integration with Council strategy and the wider policy context
1.2
A summary of the recommendations can be found at the end of this Part of the report.

2
Consultation

2.1
The draft Foreshore Strategy included in the final report is exactly what it says – a draft.  This is quite deliberate.  For the Foreshore Strategy to be a success, it is crucial that the multiplicity of organisations and groups who manage and use the foreshore (quite apart from the public) support it.  Part B of this document has therefore been prepared as a draft for consultation, so that everybody can have the opportunity to have their say before the final document is prepared.

2.2
Consultation should involve distribution of this document and/or dialogue with a number of consultees:

Organisations who have a role in managing the foreshore   The Police, the Coastguard, the RNLI, Coastwatch, other emergency services, the port authority, key coastal landowners (such as the Marina, Britmag, golf courses, Northumbrian Water, Tees Valley Regeneration, yacht club), the Crown Estate Commissioners, the Environment Agency, the Countryside Agency, English Nature, and the Health and Safety Executive.

Local special interest groups  The community forum, disabled access group, bird clubs, golf clubs, natural history society, disabled forum, environmental networks and groups, civic societies, surfing clubs, trail biking clubs and other recreational groups.  The Council should use the lists of local organisations maintained by the Council’s Libraries and Information Service as its starting point for identifying consultees.  If in any doubt, consult.

Resident-based organisations  Parish and Town Councils, Residents Associations, neighbourhood groups, and Neighbourhood Forums throughout the town.

Private sector organisations related to the foreshore  Seacoalers and coal merchants, sand and gravel extraction, organisers of recreational activities who do or could use the foreshore, port related activities.

Adjacent local authorities and regional bodies  Middlesbrough Borough Council, Redcar and Cleveland Borough Council, Durham County Council, Easington District Council, the Tees Valley Joint Strategy Unit, One North East, the North East Regional Assembly.

The public  Local residents and users of the foreshore.

Young people  There should be particular emphasis on engaging with young people, both of school age and through their later teens and twenties.  These generations have specific demands and requirements which must be reflected in the Foreshore Strategy, particularly in relation to recreational use of the foreshore.
2.3
The means of consultation will vary according to the type of organisation/person being contacted:

For staffed public sector organisations, this document should be circulated and comments invited from each organisation’s individual perspective.  

For members of the public, community or voluntary sector organisations, and the private sector, a more proactive approach should be used to encourage response.  The launch of the draft Strategy should be publicised locally and through the Neighbourhood Forums.  The views of users (both residents and visitors) should be directly canvassed through simple questionnaires or brief interviews on the promenades.  The views of young people should be gauged through discussions in schools.  People who contributed to the preparation of the draft Strategy should be given a copy and their comments invited.  A well-publicised public workshop should be held, primarily for members of the public and voluntary groups but open to representatives of organisations as well.  Care should be taken to avoid the disadvantages associated with traditional public meetings.  Good planning and expert facilitation are crucial.  The aim should be to facilitate discussion about the appropriateness of each of the draft Foreshore Strategy’s three strategic objectives, the measures underneath those objectives, and then the detailed tasks in the action plans.  (It is important to be realistic when planning events like this.  Good publicity and a confident approach are vital, but remember that it is difficult to get the public interested in matters like this.)
2.4
Particular issues to tease out in the consultation should include:

Have we identified all of the issues?

Does the vision statement summarise where we want to be in five years?

Should there be more access points, benches and toilets?

Should any vehicles be allowed on the beach?

What conflicts are there between users, if any?

What sort of events and activities could the beaches and promenades host?

What other facilities are needed?

3
Voluntary and statutory arrangements

3.1
The rationale for the Foreshore Strategy can be distilled down to two things.  Firstly, managing conflicts between different users of the foreshore.  Secondly, facilitating relationships between different organisations (or parts of an organisation) that are responsible for, or contribute to, management of the foreshore.

3.2
Broadly speaking, people and organisations can be forced to co-operate and communicate, through a statutory framework; they can be persuaded to, through a voluntary framework; or a combination of the two can be used.  Government guidance for local authorities on coastal management
 recommends that a voluntary framework is the most appropriate solution, and gives a number of examples where they have worked successfully.  It points out that voluntary arrangements, aimed at resolving conflicts between recreational users, which address local needs and complement other local initiatives, have a good chance of securing local support.  In turn, locally supported voluntary arrangements increase the likelihood of success.  

3.3
The guidance states that the advantages of a voluntary scheme are:

Implementation is more immediate.
Greater flexibility in operation, and amendments can be introduced readily.
Tailoring to complement other management initiatives.
Stakeholder involvement which encourages greater local ownership.
Clubs can amend their rules to support voluntary arrangements.
Application across administrative boundaries.
Peer pressure and self regulation are more likely.
Enforcement can be devolved to user groups.

3.4
The guidance also states that there are two disadvantages of a voluntary approach.  Firstly, enforcement is difficult without the support and cooperation of all users; and, secondly, there are no statutory penalties for offences. 

3.5
Both of these stated difficulties can be tackled through enforcement of appropriate statutory powers.  We therefore recommend that this draft Foreshore Strategy be implemented through a combination of a voluntary approach backed up with revision of the byelaw regime.  The following paragraphs provide more detail about our recommendations for partnership arrangements that would be necessary to support the will provide more information on how the voluntary and statutory approaches can be combined.

4
Partnership working
4.1
A pre-requisite for the voluntary approach is to engage all stakeholders as early as possible.  The draft Foreshore Strategy can be used as the basis for informed discussions with stakeholders.  Nothing in it should be treated as cast in stone: every response to the consultation should be considered before making a decision on what to do next.

4.2
It should be clear from Part A of this report that management and use of the foreshore involves a large number of people and organisations.  Although the Council is responsible for many of the management functions, it cannot (and should not) handle everything on its own.  This summary gives a flavour of the range of organisations involved in foreshore management:

Organisations who have a role in managing the foreshore   The Police, the Coastguard, the RNLI, Coastwatch, other emergency services, the port authority, key coastal landowners (such as the Marina, Britmag, golf courses, Northumbrian Water, Tees Valley Regeneration, yacht club), the Crown Estate Commissioners, the Environment Agency, the Countryside Agency, English Nature, and the Health and Safety Executive.

Local special interest groups  The community forum, disabled access group, bird clubs, golf clubs, natural history society, disabled forum, environmental networks and groups, civic societies, surfing clubs, trail biking clubs and other recreational groups.  The Council should use the lists of local organisations maintained by the Council’s Libraries and Information Service as its starting point for identifying consultees.  If in any doubt, consult.

Resident-based organisations  Parish and Town Councils, Residents Associations, neighbourhood groups, and Neighbourhood Forums throughout the town.

Private sector organisations related to the foreshore  Seacoalers and coal merchants, sand and gravel extraction, organisers of recreational activities who do or could use the foreshore, port related activities.

Adjacent local authorities and regional bodies  Middlesbrough Borough Council, Redcar and Cleveland Borough Council, Durham County Council, Easington District Council, the Tees Valley Joint Strategy Unit, One North East, the North East Regional Assembly.

The public  Local residents and users of the foreshore.

Young people  There should be particular emphasis on engaging with young people, both of school age and through their twenties.  These generations have specific demands and requirements which must be reflected in the Foreshore Strategy, particularly in relation to recreational use of the foreshore.

4.3
Coastal partnerships have been used effectively in other part of the UK, and there is now a substantial body of experience about how best to use and organise them
.  This suggests that entering into a partnership would have a number of benefits:

A broad membership, with a wide range of organisations represented.

Bringing people and communities together and formulating consensus.

Combine views of people from different ends of the spectrum and have good working links with key organisations.

Cross artificial administrative areas, addressing strategic cross-boundary issues through communication and co-operation.

Introduce a greater level of quality and creativity into what happens at the foreshore, increasing the likelihood of genuinely exciting, modern ideas to transform the foreshore and capture the imagination of the public.
Maintain involvement of partners at all levels.

Communicating ideas on good practice.

Ability/potential to co-ordinate.

Allow informal discussion of potentially divisive issues.

Political support.

Attracting external funding.

4.4
Individually, each of these benefits would contribute towards effective implementation of the Foreshore Strategy.  Taken together, the effect of a partnership could make the difference between the Strategy happening or not.  However, to ensure that the partnership approach is successful, there a number of points which should be borne in mind, some of which we will expand upon:

4.5
We therefore recommend that a partnership be established to implement and review the Foreshore Strategy.  (This should be done in conjunction with the appointment of a foreshore manager, part of whose role would be to act as the partnership officer – see next section.)
4.6
It is crucial that the partnership is integrated closely with the work of the Hartlepool Partnership, so that the Foreshore Strategy and its implementation are kept high on the political agenda.  Ideally, an additional theme partnership would be established by the Board of the Hartlepool Partnership to focus specifically on foreshore issues.  This would provide a number of benefits, particularly:

Appropriate weight would be given to the Foreshore Strategy at the political level, reflecting the substantial contribution that the foreshore can make to the goals of the Community Strategy and the regeneration of Hartlepool.  

‘Coast-specific’ organisations such as the RNLI and Coastwatch could be represented on the theme partnership.
Sufficient time could be devoted to foreshore issues without needing to give way to other subjects.

4.7
We do however acknowledge that the Hartlepool Partnership may not wish to create an additional theme partnership on a geographical basis.  If this is the case, we recommend that the Foreshore Strategy should fall within the remit of either the Hartlepool Environment Partnership or the Hartlepool Culture and Leisure Partnership.  To provide as many of the benefits of a standalone partnership identified in the previous paragraph as possible, we recommend that a management group for the Foreshore Strategy be set up under the theme partnership.  This should have a fairly tight membership of Council officers and representatives of other partner organisations involved in foreshore management.  The aim should be for the group to take responsibility for monitoring and implementing the Foreshore Strategy, referring matters up to the main theme partnership for determination as necessary.
4.8
The inclusion of the partnership within an existing partnership structure will not however deliver all of the benefits identified in paragraph 4.3.  To ensure that the positive impacts of the partnership are maximised, we recommend creation of a subsidiary membership tier for the other organisations and individuals identified in paragraph 4.2 – nominally the Hartlepool Foreshore Forum.  This would have a much larger membership than the steering group, including all of the other types of stakeholder identified in the consultation section above (paragraph 4.3).  Through an annual conference, quarterly newsletter and website, the forum would be able to deliver the other benefits identified in paragraph 4.3 such as consensus building and information sharing.  It would also play an important role in monitoring and reviewing the overall direction of the Strategy, and contribute to the Coastal Arc’s aspiration of inclusivity.
5
A champion for the Foreshore Strategy 
5.1
The choice of chairperson is critical to the success of a partnership.  (S)he will not only be the public champion for the Foreshore Strategy, but should also take responsibility for its implementation.  
5.2
Research
 has shown that key skills required by chairpersons of coastal partnerships are leadership, diplomacy, ability to focus, using an inclusive approach, and organisational ability. There was also a need to maintain a high profile to ensure the success of the partnership and to maintain good publicity and marketing systems.  They should be perceived as neutral, yet be influential.  It does not appear to be crucial for chairpersons of coastal partnerships to be from particular backgrounds, although it is helpful if they are prepared to take an active role in the activities of the management group as well as the formal partnership.
5.3
The chairperson should also fulfil the role of championing the foreshore.  The aspiration behind the Foreshore Strategy is to use the foreshore as a tool to help transform the image and character of Hartlepool.  People respond well to exciting, modern ideas, and it is important that the chairperson is able to give the necessary leadership that will lead to quality and creativity, and the associated investment, skill and talent, to improve and update the foreshore.
5.4
We therefore recommend that very careful consideration is given to the appointment of the partnership chairperson.  To give an indication of the kind of person who would be appropriate (and without any knowledge of the personalities of these people), consideration should be given to the Mayor, senior business figures (provided they are perceived as neutral on foreshore issues) or the local MP.  

5.5
Whether the Council needs to appoint a chairperson depends on whether a new dedicated partnership is established, or the Foreshore Strategy is added to the remit of one of the existing theme partnerships within the Hartlepool Partnership.  If the latter course is followed, we recommend that the incumbent chairperson is very carefully briefed about the Strategy, the structures that are being put in place to support it, and what is expected of them.  
6
A dedicated foreshore manager
6.1
A quick glance at the number of tasks proposed in the draft Foreshore Strategy’s action plans show that there is a substantial role in managing the implementation of the plan.  Whilst the partnership and its management group should take overall responsibility for that, it is unrealistic to expect the necessary management and co-ordination to be bolted onto an existing post in the Council.

6.2
A dedicated foreshore manager will be crucial for three reasons:
To act as a partnership officer - guiding, servicing and co-ordinating the activities of the partnership, the management group and the forum; building relationships with stakeholders, and drawing them in to participate actively in the partnership; and adding value to the partnership.

To be the development manager for the Foreshore Strategy, pushing the case for the foreshore in the policy and resources arenas, working hard to secure investment and implementation of the Foreshore Strategy, managing future reviews of the Strategy, and securing quality and creativity in the transformation of the foreshore.

To act as the focus for foreshore-related issues within the Council, co-ordinating maintenance and management of the foreshore.

6.3
We recommend that a new post of Foreshore Manager is created within the Council with these three distinct roles.  The position of the post within the departmental structure is open to discussion: from our restricted understanding of the Council structure, it appears as if the post’s dual role means that it might be best located in Community Services, but equally there are arguments for it being located in either Services or Regeneration and Planning.  Of equal importance is the relative seniority of the officer.  We recommend that the post should be either one or two tiers beneath the Assistant Director level.  Finally, the skills and experience of the postholder will be crucial.  An understanding of local authority management, ability to engage with the business and voluntary sectors, strategic thinker, a proactive attitude, and a partnership builder will all be essential.  The postholder needs to be mature, experienced and robust.
6.4
We would strongly urge the Council to create this new post for a minimum of three years.  Together with creation of the partnership, management group and forum, the post will determine whether the Foreshore Strategy is effective.  
6.5
(The fallback position would be to augment an existing postholder’s remit, the most appropriate being the Parks and Countryside Manager or the Estates Manager.  However, assigning management of the Foreshore Strategy to an existing postholder is likely to result in a lack of resources being devoted to the task.)
7
Integration with Council strategy and wider policy context
7.1
Our recommendations on integration with other strategies refer to two policy areas:
Council corporate strategy, namely the Hartlepool Partnership’s Community Strategy and the Council’s Best Value Performance Plan.

Regional and local sectoral policy areas, such as tourism strategies and the statutory development plan.

7.2
In terms of Council corporate strategy, the success of the Foreshore Strategy depends on the Strategy and its implementation being integrated into the Council’s corporate planning.  This will ensure political support and officer support across relevant departments, as well as ensuring that other partner organisations are committed to the Strategy.

7.3
Placing responsibility for the Foreshore Strategy under the auspices of the Hartlepool Partnership (as recommended in paragraph 4.6) is a necessary first step.  We also recommend that the Foreshore Strategy partnership/management group inform future reviews of both the Community Strategy in order to raise that the strategic profile of the foreshore in this key document.
7.4
Equally importantly, we also recommend that implementation of the Foreshore Strategy’s action plans is incorporated into the Council’s annual Best Value Performance Plan.  This will signal the Council’s commitment to implementation of the Strategy and secure cross-departmental support.
7.5
The aspiration behind the Foreshore Strategy is for the foreshore to become a central component of the transformation of Hartlepool’s character and image, in line with the wider policy context for the town.  Preparation and implementation of the Foreshore Strategy should continually strive to attract creativity and talent, so that new investment in the foreshore is of genuinely high quality.
7.6
In terms of other strategies and policy documents, we recommend that the Foreshore Strategy partnership (through the foreshore manager) establishes iterative and ongoing communication with those preparing the range of other strategies and plans that influence the foreshore (as listed in Part A, chapter 4 of this report).  The purpose of this is essentially to ensure the Foreshore Strategy and other relevant policy documents share the same goals, by:

Ensuring that the Foreshore Strategy continues to reflect the priorities of the wider policy context, in order to facilitate implementation and obtaining resources.

Ensuring that other strategies and policy documents reflect the aspirations of the Foreshore Strategy for the same reason. 
7.7
Two examples may help to illustrate.  Firstly, the local tourism strategy focuses on attractions such as the Marina and the Historic Quay.  Broadening this to recognise the contribution of other aspects of the foreshore/coastline would expand the town’s tourism offer, and be to the benefit of both the Foreshore Strategy and the tourism strategy.  Secondly, although the statutory development plan contains a number of references to coastal issues, the coastline and foreshore are not generally the subject of specific policies or sections.  Including a more specific focus on the coast with cross-references to the Foreshore Strategy in future plan reviews, particularly at the local level, could in the future provide an important hook for the partnership/foreshore manager when bidding for resources and progressing implementation of the Foreshore Strategy.  
7.8
The relationship with the Shoreline Management Plan is worthy of special mention, since it has a similar geographic scope as the Foreshore Strategy.  It is important that clear boundaries are maintained between the two documents to avoid confusion.  That said, there will need to be close liaison between the foreshore manager and the authors of the Shoreline Management Plan, particularly on issues which cut across both documents (such as the breakwaters, see Part B paragraph 4.21.  
8
Summary of recommendations
8.1
In summary, our recommendations are as follows:
1. Seek approval of this draft Foreshore Strategy as a consultation draft.

2. Consult widely on the draft Foreshore Strategy.  The public consultation should place particular emphasis on engaging young people.

3. Establish a partnership within Hartlepool Partnership (possibly utilising an existing theme partnership), smaller management group, and much wider forum for information sharing, consensus building and awareness raising.

4. Appoint an appropriate chairperson or champion for the partnership. 
5. Create a new post of foreshore manager within the Council.
6. Integrate the Foreshore Strategy with the Community Strategy and Best Value Performance Plan.

7. Ensure that there is ongoing two-way communication between the Foreshore Strategy and other strategies and policy documents.












� Source: DEFRA (2004)  Managing coastal activities: a guide for local authorities


� For example: Scottish Executive / ITAD / BMT Cordah  (2002)  Assessment of the Effectiveness of Local Coastal Management Partnerships as a Delivery Mechanism for Integrated Coastal Zone Management


� Source: Scottish Coastal Forum / P R Burbridge  (2001)  Lessons learned from local coastal management partnerships
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