OFFICE OF THE PERMANENT SECRETARY

Memorandum
To: Clerk to the Legislature
Mrs. Shernette Wolffe
From: Permanent Secretary of Tourism Development & Transport
Mr. Francis Richardson
Date: 12" February, 2015
Subject: Parliamentary Question for the Hon. Shawn Crockwell JP, MP

The following questions were presented by the Hon. Glen Blakeney JP, MP for oral response on
10" December, 2015. The answers are provided in advance of the oral response.

1) Will the Honourable Minister please confirm for this Honourable House if any
partnerships with private entities have been formed by the Bermuda Tourism Authority,
and if yes, with whom and what are the terms of engagement?

The BTA have formed partnerships with a wide range of parties. The following
detailed list are provided.

a) Bermuda, Product and Experience Development Framework, this includes the
program rationale and procedures.
b) Product & Experience Release, includes a listing of 33 approved submissions
totaling $930,500 in total funding for 2014.
c) Product & Experience Website Release, includes listing of 71 approved
submissions totaling $813,100 in total funding for 2015.
d) In addition to these partners noted, BTA has three other partnerships:
1. Whitfield Group - BTA has provided a .loan to the Whitfield Group for
$180,029 to replace a structure destroyed due to Tropical Storm Fay at
PIER 6 in downtown Hamilton. Over the next 12 months, BTA will be
repaid the principle amount according to the terms of the agreement.
2. Hamilton VIC agreement - BTA provides a payment of $110,000 to manage
our visitor information center in Hamilton. The principal operator of the
Hamilton VIC is Alison Outerbridge.



3. St. George's VIC agreement - BTA provides a payment of $96,000 to
manage our visitor information center in St. George's. The principal
operator of the St George's VIC is Phillip Anderson.

2) Will the Honourable Minister please provide this Honourable House with a copy of the

3)

score card that the BTA will use to determine compensation decisions within the BTA?

Ans: The scorecard is provided entitled Performance Management Framework for a
full description of BTA's strategy concerning compensation decisions.

Will the Honourable Minister please confirm for this Honourable House how many BTA
Board meeting have been held to date?

Ans: BTA Board meetings have been held on the following dates: December 19, 2013;
February 21, 2014; March 28, 2014; April 25, 2014; May 20, 2014; June 27, 2014;
July 25, 2014; September 29, 2014; October 31, 2014; November 21, 2014; December
17, 2014; and January 29, 2015.



Reply to Hon Glen Blakeney JP MP
Question No. 1

Bermuda Tourism Product and Experience Development - Strategic Framework and
Enhancement Process

Background

Bermuda's National Tourism Plan (NTP) objectives are a major driver of strategic tourism product and
experience development for the destination. Key NTP priorities in this regard include building a unique
and competitive positioning for Bermuda; reducing seasonality; increasing visitor expenditure; improving
quality; creating jobs; and building pride on-island. Core activity areas for product and experience
development or enhancement are cultural and leisure, and sports events and tourism.

In addition, the Bermuda Tourism Authority (BTA) is extending use of targeted consumer research to
inform our product development strategy and decision-making. This is designed to ensure Bermuda offers
experiences that are most appealing, distinctive, relevant and satisfying to our target traveler today and
moving forward.

We will also use this strategic, data-driven approach to engage and/or support stakeholders and partners in
the product development or enhancement process. This in turn should enable Bermuda to offer high-
quality, relevant experiences to visitors in a way that supports growth and sustainability in our tourism
sector now and for the long-term.

Objective
To facilitate positive, quality visitor experiences year-round in Bermuda that result in:

Higher visitor appeal + media interest - 7 increased visitor numbers

Visitor satisfaction + word-of-mouth - 7 social media buzz

More to do, longer stays + increased visitor spend - 7 more favourable perceptions of value
Marketing opportunities + strengthened brand - 7 more partnerships

Continuous product enhancement + better visitor experiences (standards) - 7 new
products/business opportunities, stakeholder engagement

agrwdE

Strategy

Ensure product development direction, decisions, actions are data-driven and results-focused, based on:
1. National Tourism Plan
2. Targeted visitor desires and expectations
3. Continual measurement/ROI assessment and quality improvement

Key considerations that help assess the merits of products or experiences for development are shown on
page 4.

Product Enhancement Process and Evaluation

Identifying opportunities for new or enhanced products and experiences can occur primarily in two ways:



1. Annual Experience Investment Applications Process

The process involves a call for proposals for visitor products or experiences via a web-based portal. This
provides an opportunity for stakeholders to either present new product ideas or renew partnerships with
the BTA on existing experiences deemed to have merit for recurring support. The evaluation process is
phased:

Phase 2: interview Approval and

and final evaluation funding or

for approval based marketing support
on key (weighted) for successful
priorities: submissons

Phase 1: review,
rating and
shortlisting of
submissions against
a checklist of
weighted strategic

*Occurs in the arts and
culture season

*Brings visitors to the
island

*is a new experience for
the summer

eCan be used as a
marketing tool

criteria®

* . -
- Overall Alignment with the NTP [needs to demonstrate at least 4 of the below bullet points)

Increases Visitor spend Ocecurs in the Arts and Culture
Attracts visitors to the island season

Demonstrates Media Exposure Demonstrates a return on
Creates Jobs investment/experience

Is a Unique Experience

- Experiences that occur on a constant basis (not one-offs)
- Addresses gap(s) identified by customer research
- New event/ experience

Those that can demonstrate 6 out of the total 10 points above will move to Phase 2.

BTA support for experiences can be in the form of funding or in-kind marketing activities (both locally
and overseas). Deliberations primarily between the Product & Experience, Research & Business
Intelligence, Sales & Marketing and Investment teams are part of the evaluation process. Disbursement of
funding is subject to contractual obligations set by the BT A being met prior, during and subsequent to the
event or experience.

Signature events/experiences - there may be events or experiences that the BTA will evaluate and support
outside of this application process. Such decisions are based on an event's proven, highly successful long-
term track record; complete alignment with the NTP; or significantly large potential ROI for Bermuda,
e.g. Newport Bermuda race.

2. BTA Internal Initiatives - Ongoing Product Review and Market Analysis

The BTA can also develop products based on its own ongoing product reviews, and analysis of target
visitor needs and expectations. BTA can fund new products or experiences directly, or co-fund with

partners.



The Product & Experience Development team will lead new product development process; develop
proposals in conjunction with relevant internal teams and external stakeholders; and present
recommendations to the BTA Executive. Product partners would implement the product once approved in
consultation with the Product & Experience team.

In addition to alignment with NTP objectives, and using the same assessment considerations as listed on
page 4 below for evaluation, this process involves the following:

o New/Enhanced E
r‘:;, Product

Stakeholder
Engagement for
Implementation
(public & private

sector)

1. Consumer research - use of new and existing research tools to provide target consumer insights
needed to guide intern al initiatives for new product development. Overlaying this research with
results of the product inventory will help to identify product or experience gaps relevant to our
target visitor. This will involve using existing and new tools, as well as commissioned research
(as required), including:

a) Updated visitor exit surveys

b) On-site satisfaction surveys of visitors at BT A-supported events and experiences
c) Review Pro, to measure customer satisfaction and ratings of Bermuda hotels

d) Analysis of Bermuda's target persona groups' expectations

2. Product inventory and gap analysis - compiling the existing range of products and experiences in
Bermuda; ongoing updates and review for relevance to target consumers/persona groups on a
regular basis.

3. Market positioning -liaising with the Sales & Marketing team to ensure assessment and proper
market positioning of new products and experiences.

4. Stakeholder engagement (public and private sector) for delivery - outreach to entities impacting
delivery, and potential partners to develop and implement the product, e.g. issue RFP, identify
potential Signature Experiences and partners.



5. Measurement - ongoing measurement and analysis of ROI and return on experience;
determination of any future funding or support.

Overall, the following key considerations are used to assess the merits of potential tourism products and
visitor experiences:

1. Is the product or experience aligned with the National Tourism Plan's objectives?

2. What are the key visitor experiences being offered? (their potential significance re: customer
satisfaction, economic impact?)

3. Who do they appeal to? And what standards do they meet? Are visitor expectations
met/exceeded?

4. Why would a visitor be interested in choosing a particular product or experience, given other
options available?

5. Does the experience capture peoples' imaginations? Does it provide an authentic Bermuda
experience? If not, how could it?

6. Are all aspects to the product offer (its total experience) really 'market ready'?

7. Areidentified target markets aware of them? And how easily can the visitor access/purchase the
product?

8. Can the product owner deliver on visitor expectations or will further partners be required? Or,
what level of stakeholder engagement generally will be required to provide the product
effectively from the visitor's perspective?

9. What is the potential ROl or return on experience from implementing the product? How well can
the BTA measure this?

Experiences Investment Appeals Procedure
Appeals Process

Applicants whose submissions were not approved through the Experiences Investment process and feel
their application should have been supported, can seek to have the decision reviewed and reconsidered by
the Bermuda Tourism Authority's Board of Directors.

If they are not satisfied with the decision made by the Experience Investment Selection Committee, they
may be able to have the decision reconsidered by the Board of Directors using the appeals process
described below. There must be proper grounds for making an appeal and there is a time limit of 30 days
within which to do so. It is not possible for government officials to review a decision made by Bermuda
Tourism Authority. The Authority is an independent entity and will decide the outcome of the appeal
process without outside interference.

In order to make an appeal applicants should complete a Bermuda Tourism Appeals Form and return it to
appeals@ bermudatourism.com within 30 days of receiving the official notification from the Selection
Committee. Any form sent after 30 days will not be processed for appeal.

The appeals form and Experiences application will be sent to the Board of Directors for review. They will
evaluate the details of the appeal and make a final decision; the applicant will be notified via email of the
results. The decision of the Authority's Board is final. The stages of the appeals process are summarized
in the graphic below:


mailto:appeals@%20bermudatourism.com

\/ e Send appeal form to appeals@bermudatourism.com within 30
days of notification

Initiation

S e The board will receive the appeals letter from management

Re;iew with corresponding application for review

e Within 60 days from the submission of the appeal, the Board
will make a final decision and present that decision to BTA
management

e Management will correspond with applicant with final decison
from the Board
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Question No.2

BTA Performance Management Process
Performance Management (PM) Framework
Bermuda Tourism Authority

The organization has aggressive targets to achieve in 2014 while also undergoing operational
transformation as a new organization. Staff must achieve results in an intense and changing environment.

BTA Team approach: Management believe to achieve the aggressive targets in the transitional
environment, they need to take a team-oriented vs. hierarchical approach in managing staff performance.
Though they will maintain their existing management structure, they will promote the concept of a BTA
Team to which all staff belong, with a view to empowering staff and creating a sense of accountability at
every level in the organization to be proactive and passionate about achieving results.

The message to staff is that "we are all in this together™ and each of us has an important role to play in
achieving results. We will call this the BTA Team approach. The PM framework is be central to the
success of the BTA Team approach.

Also relevant to the shape of the PM framework is the fact that many staff have not worked in a pay for
performance work environment before where performance objectives are linked to compensation.

Performance Management framework:

1. Simple and manageable in structure so that it is not seen as a burden on top of the many other
work priorities.

2. Totally Transparent to establish trust in the PM framework and in the BTA Team leaders.

3. Provides a way for staff to work with management to establish clear, relevant and realistic
individual performance objectives and measures.

4. Aligns the individual performance objectives of staff to the organization's overall objectives. This
ensures that staff will see how their work ties in with the organization's overall objectives (i.e.
line of sight) and will motivate them to achieve their objectives for the betterment of the BTA
Team.

5. Weights individual performance objectives of staff to (i) highlight priorities, and (ii) to recognize
where staff has a higher level of direct impact on results (e.g. Objectives linked to sales targets
will weigh more for a higher-level sales manager who is actually influencing clients than for an
admin focused sales event coordinator).

6. Differentiates performance to ensure that truly top performers are identified while still valuing the
significant contribution made by the majority of staff. After individual ratings are set the
Executive will conduct a review of all ratings across the BTA.



7. Ensures management receives performance feedback from staff and colleagues.

8. Empowers staff to take ownership of their performance outcome by (i) involving them in the
objective-setting process vs. giving them objectives without any input from them and (ii) making
them jointly accountable with their manager for driving the performance review process.

9. Involves regular meetings to discuss objectives and performance tracking will (i) promote
effective team-work and team-building (ii) maintain line of sight and continual focus on results -
driving performance.

10. Imparts fun and creativity into (i) the performance tracking process and (ii) ways to recognize and

reward staff performance throughout the year.

Setting 2014
OCbjectives

Strategic Objectives —
National Tourism Plan

‘BTA Business Plan

Dept +/or individuals



1 — FAR EXCEEDED OBJECTIVES

Achieved results that consistently and significantly surpassed objectives

2 — EXCEEDED OBIJECTIVES

Achieved results that frequently exceeded objectives

3 — MET OBJECTIVES

Achieved results that consistently met and may have occasionally exceeded objectives

4 — PARTIALLY MET OBJECTIVES

Achieved results that generally met objectives but with some significant shortfalls

S —DID NOT MEET OBJECTIVES

Achieved results that consistently and significantly fell short of objectives





















