
Item 2:  National Parks UK Commercial Sponsorship Proposal  

 

Northumberland National Park Authority Annual Meeting  

10 December 2014   fv                Item 2: Page 1 of 5  

 

tem 2:  National Parks UK Commercial Sponsorship Proposal 

 

1. Purpose of Report 

 
The purpose of this report is to update members on the development of proposals 
for a joint commercial sponsorship initiative for the 15 UK National Parks, to seek 
members’ agreement to the establishment of a company to take this work forward 
and seek approval for the release of up to £20,000 which has already been included 
in the Authority’s medium term budget plan for this purpose. 

 

2. Recommendations  

 

 The Authority is recommended to: 
 

a) Endorse the establishment of a new Company Limited by Guarantee 

(CLG) to oversee the development of commercial sponsorship on behalf 

of the National Park Authorities in the UK; 

b) Authorise the Chairman to enter into a Members Agreement in respect of 

(a) above;  

c) Authorise the Chairman to enter an agreement with Dartmoor NPA in 

respect of the equal distribution of licence fees from use of the Britain’s 

Breathing Spaces brand; and 

d) Approve the release of up to £20,000 for investment in the proposal to 

develop a commercial sponsorship company on behalf of the 15 UK 

National Parks. 
 

3. Implications 
 
3.1 Financial 
 

The £20,000 investment in the commercial sponsorship proposal has already been 
included in the Medium Term Budget.  The liability of the Authority as a joint owner 
(member) of the company will be limited to £1. 

 
3.2 Equalities 
 
 There are no equality implications arising from this report. 
 

4. Background 
 
4.1 Following significant reductions in national park grant in recent years, Government is 

encouraging National Park Authorities (NPAs) in England to look at other sources of 
income including commercial sponsorship/income from business.   

 
4.2 The experience from other national parks seeking commercial sponsorship from 

business is that it can be time consuming, that sponsors may consider specific 
projects but are unlikely to contribute to core costs and that there is greater potential 
if all NPAs collaborate to make the most of the ‘brand’ at a national level.   

 
4.3 Following the delivery of the Merrell and Airwick sponsorships over recent years, it is 

recognised that interest in ‘UK National Parks Britain’s Breathing Spaces’ brand is 
growing. The 15 Chief Executives of National Parks UK met in January 2014 to 
consider income generation and sponsorship potential for the UK National Parks. 
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The outcome of these discussions was to take forward a significant proposal on 
commercial opportunities relating to brand equity, including cash sponsorships.  

 
4.4 In February 2014 the Income Generation Task and Finish Group received an initial 

report from the Chief Executive and agreed that provision should be made in the 
medium term budget plan to allow for investment in this initiative of up to £20,000 
over a two year period from March 2014. This provision was approved by the 
Authority as part of the medium term budget plan in March 2014, on the 
understanding that no monies would be released until the Authority had received a 
business case which indicated the viability of the proposal. 

 
4.5 In June 2014 the Chairs of the UK National Parks considered initial proposals and 

authorised that additional work be undertaken across a number of work streams to 
further develop the proposals. The Chairmen will consider these proposals on 15 
December 2014. The National Parks Minister, Lord de Mauley, is aware of our 
proposal to develop such an initiative and when he visited Northumberland earlier 
this year asked to be kept informed of progress. 

 
4.6 Further development work has been taken forward in five key areas namely:: 

 Business Case  

 Business Model & Structure 

 Ethics & Sponsorship Policy     

 Branding & Proposition       

 Packages & Prospectus     
 

5. Proposals 
 

Business Case  
 

5.1 The development of the Business Case has been informed by the work of an 
external advisor, Matt Keatley, who has worked on commercial sponsorship with a 
wide variety of organisations, and also by benchmarking levels of sponsorship being 
achieved by other organisations within the environment/heritage sector both within 
the UK and internationally. 

 
5.2 The income and expenditure budget for the first 5 years shows that the business 

should be self-funding and generating increasing levels of funding for NPA projects 
by Year 2 onwards, profits of some £1.5million should be achievable by Year 4.  

 
5.3 Total costs in Year 1 would be £114,500. Positive cash balances would be 

maintained in the first year by the introduction of £120,000 from NPAs, equivalent to 
£8,000 for each NPA, with a payback on this investment achievable by month 7 of 
Year 2.  It is recommended that to allow a small contingency, each National Park 
Authority contributes £10,000 in Year 1 and allocates a further £10,000 within their 
medium term budget plan to allow for further investment in the project to facilitate the 
future success of the proposal should delays occur in the early years. Additional 
investment beyond Year 1 will only be recommended if the potential income 
assumptions remain sound but require more time and hence additional working 
capital to progress.   

 
5.4 Sensitivity analysis has indicated that the business case is sensitive to a number of 

factors including: 
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 The number of sponsors that can be secured and the level of contributions 
achieved from each sponsor. However, there is a significant safety net between 
the projected profit levels and the minimum required to cover operational costs.  

 

 The timing of receipts. Should income be significantly delayed beyond the 
projected timings, there will be a need for increased contributions from NPAs 
and a delayed payback on the investment. 

 

 Given the projected levels of income, the budget is not particularly sensitive to 
overhead costs but close monitoring will be essential, particularly in the early 
years, to validate assumptions. The level of sponsor support costs, referred to 
as “Marketing Rights Activation” is to a certain extent unknown and close 
monitoring will be required to ensure that profitability and hence funds available 
for NPA projects are not limited by a tendency to over service sponsor needs, 
particularly in the early years. 

 

Business Model & Structure  
 

5.5 In considering a suitable Business Model and Structure to take forward a significant 
growth in commercial sponsorship, as set out in the Business Case, two possible 
options have been explored: 

 

 Establish a sub group to oversee corporate sponsorship as part of an 
incorporated National Parks UK (NPUK). 

 

 Establish a separate legal entity, by and on behalf of all NPAs in the UK, to 
take forward the corporate sponsorship (and potentially wider fundraising 
work) on behalf of the UK National Park Authorities. 

 
5.6 To achieve our ambition it is considered appropriate to establish a new organisation 

specifically for this purpose. It is preferred to create a structure that is fit for purpose 
in terms of being able to establish the relationships with sponsors that will be 
required, to act swiftly and make decisions on behalf of all member National Park 
Authorities. The current NPUK decision-making process is not always fit-for-purpose 
in a commercial context due to the private sector’s need for speed, flexibility and 
responsiveness.   

 
5.7 It is proposed to establish a Company Limited by Guarantee (CLG). The legal 

structure of a CLG is one with which NPAs are familiar. It is the agreed method of 
incorporation for NPUK and is the current legal structure of National Parks England 
(NPE). It is proposed the membership of the company will be limited to one 
representative from each of the 15 National Park Authorities in the UK. 

 
5.8 NPUK will continue with its existing governance framework and work programme 

(including member induction and training and sharing of best practice), with the new 
organisation focusing on sponsorship and fund raising. 

 
5.9 A Board, with a Chair, will be appointed/recruited to oversee the work of new 

company. The new company, whilst being owned by NPAs, should be able to work 
quickly and be business like. It should therefore have the autonomy to make 
decisions to deliver its business plan, whilst still delivering within the context set by 
NPAs. 
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5.10 Membership of the Board will be by appointment by the wider membership (i.e. the 
15 UK National Parks). It is proposed that NPA representatives should always be in 
the majority on the Board and that initially the Board will comprise of 7 Members with 
4 NPA and 3 external members.  

 
5.11 A separate Members Agreement is proposed in order to set out the terms of how the 

members will work together and to list matters requiring the members consent in 
respect of the operation of the sponsorship company. 

 

Branding and Proposition  
 

5.12 National Parks in the UK currently use the ‘Britain’s Breathing Spaces’ brand. This 
brand has featured in both the Merrell and Airwick initiatives and has recently been 
trademarked by Dartmoor NPA on behalf of all 15 UK National Parks. 

  
5.13 NPUK has previously undertaken work on brand essence.  However, a separate 

piece of work was commissioned to help inform further development of the brand for 
commercial use. This has concluded that in time a refresh of the brand is 
appropriate.  However it has been agreed that this work should not prevent the 
proposal from moving forward now.  

 
5.14 It is proposed that Dartmoor NPA will grant a licence to the new sponsorship 

company for the use of the ‘Britain’s Breathing Spaces’ brand for sponsorship 
purposes and will extract in return a licence fee related to a percentage of 
sponsorship monies received (currently proposed as 95%).  

 
5.15   An additional agreement will be required between Dartmoor NPA and the other 14 

NPAs in order to ensure an equal distribution of licence fees from the new company. 
 

Ethics & Sponsorship Policy  
 

5.16  A draft ethics policy has been prepared which has brought together the existing 
approaches of a number of National Park Authorities (most notably Loch Lomond 
and the Trossachs) and a couple of private companies (most notably British 
Airways). 

 
5.17 The key question for NPAs is ‘what will or will not be accepted as sponsorship’?. The 

proposed policy does not aim to exclude any potential sponsors from the outset but 
rather will seek to consider each sponsorship opportunity on its own merits using 
an ethical ‘check-list’ for guidance. 
 

6. Benefits and Implications 

 
6.1 Based on projected income and expenditure figures the Authority could receive a net 

contribution of approximately £15,000 by Year 2 (2015/16) and a contribution to the 
Authority of up to £95,000 per annum thereafter if all sponsorship targets are 
achieved. 

 
6.2 It is important to note that agreeing to the national level sponsorship proposals does 

not hinder the right of individual National Park Authorities to undertake local 
sponsorships, giving, joint-ventures or any commercial activity of a local nature 
unless, of course, such activity directly contravenes national level partnership 
agreements (existing or proposed). Northumberland NPA is currently actively 
exploring local sponsorship opportunities. 
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7. Risks 

 
7.1 A risk assessment of the proposal has been undertaken as part of the Business 

Case. The main risks are: 
 

 Not all 15 national park authorities can agree to a suitable structure and 
framework (initiative does not move forward) 

 Insufficient start-up funding to bring company into operation (company 
ineffective) 

 Failure to attract sponsors and thus revenue to meet costs after year 1 (initial 
investment lost) 

 Failure of the company to achieve appropriate or effective marketing rights 
activation (loss of sponsors and reputation for delivery) 

 Commercial sponsors default on payments (financial loss) 

 Reputation damage from entering sponsorship alliances which reflect poorly on 
national park purposes (los of public confidence/trust) 

 National Park Authorities in England, in the absence of the Power of 
Competence, are relying on implied powers in respect of their statutory purposes 
to undertake commercial sponsorship activities ( third party legal challenge stalls 
the initiative) 

 

8. Timescale and Next Steps 
 

8.1 Following approval by the 15 UK NPAs an external expert or agency will be recruited 
to drive forward this agenda initially under the leadership of NPUK. Some initial 
discussions have already been held with a number of potential national level 
sponsors and it is therefore intended to establish the company as soon as possible 
after agreement in order to be in a position to move forward these discussions. 

 
8.2 It is anticipated that this will begin after 15 December 2014 with a ‘go live ‘ date in 

early 2015. 
 

9. Conclusion 
 
9.1 National Parks face an extremely challenging period of sustained budget decline 

which is severely impacting on our ability to deliver our aims. Having reviewed and 
evaluated the potential opportunities for commercial sponsorship of National Parks at 
a UK level it is considered appropriate to move forward an initiative through the 
establishment of a separate company and that an initial investment of £10,000 and 
further investment of £10,000 (if required and justified) be released for this purpose. 

 
 
 
 
 
 
Contact Officer:   Tony Gates. Chief Executive (National Park Officer) 
Telephone:           01434611514                                          
E-mail:   tony.gates@nnpa.org.uk 
 
Background papers:  None 
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