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 Item 7:  INCOME GENERATION STRATEGY 
 

1. Purpose of Report 
 

To provide members with an update on proposals to generate commercial income 
for the Authority.  

 

2. Recommendations 

 

The Authority is recommended to: 

a) adopt the paper as the basis for development of a greater commercial 

acumen within the Authority and as a three year income generation plan to 

help deliver the authority’s medium term budget plan; and 

b) consider the establishment of a Task and Finish Group to help support the 

development of this area of work and appoint members to this group as 

appropriate. 

 

3. Implications  

 

 Financial Implications 

 
3.1 The Income Generation Strategy aligns with the medium-term budget plan. The 

financial risks are spread across a number of work-streams and actions. High risk 
and high reward actions – such as challenging the current VAT status of the car park 
income – are not included in the strategy. Therefore, the proposed Income 
Generation Strategy does not have any financial implications.  

 
3.2 This is a largely new piece of work and is unlikely to perform exactly according to 

plan. The development of regular reporting and swift decision making via the 
proposed Task and Finish Group should ensure that the learning lessons are used to 
update the Authority’s medium-term financial plan in a timely manner. 

 

 Equality Implications 

 
3.3 Pursuing the income generation opportunities listed in this report is not expected to 

result in any negative equality impacts. Boosting the Authority’s income and 
therefore its overall resources will allow its positive work to continue, to the benefit of 
all of the National Park’s communities. 

 

Income Generation Area Initial Equalities Comment 

Full cost recovery on externally funded 
projects 

This measure is not expected to have 
any equalities impacts 

Grant programme management This measure is not expected to have 
any equalities impacts 

Selling the services of staff and shared 
services 

This measure is not expected to have 
any equalities impacts 

Planning fees and other planning income This measure is not expected to have 
any equalities impacts 

Property rental income This measure is not expected to have 
any equalities impacts 

Services to tenants This is not expected to have any 
equalities impacts 
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Retail This measure is not expected to have 
any equalities impacts 

Sponsorship and voluntary donations Formal procedures and rules on 
sponsorship will need to be agreed prior 
to commencement to ensure compliance 
with equalities duties 

Advertising This measure is not expected to have 
any equalities impacts 

Car parking Parking charges do not apply to Blue 
Badge holders 
Regular car park users, e.g. local 
residents, can purchase an annual pass 
to significantly reduce their yearly costs 

   
4. Background 

 
4.1 The outlook for government funding to Northumberland National Park Authority is 

uncertain and likely, at best, to be less than inflation, resulting in reductions in real 
levels of ongoing financial resources. At the same time the wider economic 
recession has put additional pressure on the Authority’s traditional sources of 
external income, including commercial income generated through car parking and 
retail trading. 

 
4.2 To overcome the uncertainty in core government funding we need to create other 

sources of funding. To support existing services and to grow new initiatives we need 
to work in new ways which generate additional income in order to reduce our 
reliance on direct government funding from Defra. 

 
4.3 The staff and management have been successful in reducing costs and embedding 

across most, but not all, work areas a culture of continually reducing core operating 
costs. This has allowed the Authority to manage a reduction in National park grant of 
30% in real terms in the four year period to 31  March 2015.This is a strong platform 
on which to build an income generation strategy. However, reducing costs comes 
more naturally to national park staff whose public sector experience is much more 
aligned to managing budgets than raising income.  

 
4.4 To embed commercial income generation across the Authority will require the 

development of a greater commercial acumen. To achieve this aim the Authority 
needs to become more enterprising. We will need to recognise and exploit the 
potential value of the national park, the Authority’s assets / services and the value of 
staff skills and expertise. We must, however, be realistic that the commercial 
opportunities are in some aspects more limited in Northumberland National Park 
than in some more heavily visited parks. 

 

5. The Challenge 

5.1 The medium-term financial plan set by the Authority in March 2013 has defined the 
uncertainty surrounding future National Park Grant as a key risk and has therefore 
set targets to generate additional net commercial income of: 

 

 £47,000 in 2013/14 

 £95,000 in 2014/15 

 £139,000 in 2015/16 

 £150,000 ongoing thereafter. 



Item 7: Income Generation Strategy  

 

Northumberland National Park Authority Meeting  

17 July 2013                     fv                Item 7: Page 3 of 8  

 

5.2 This level of income generation is required to balance the budget in the medium 
term. Whilst the Authority has confirmation for its 2013/14 budget, Defra have 
informed the Authority that the Chancellor had announced a 2% reduction in their 
budget for 2014/15 and in that a further 6% reduction is likely in 2015/16. The 
Chancellor announced to the House of Commons on the 26

th
 June that Defra will 

now be subject to a 10% spending cut in 2015/16; this cut may well be passed on to 
the Authority. Whilst these risks were considered in setting the medium term budget 
plan it is looking increasingly likely that further grant cuts will be made to the 
Authority’s National Park Grant. Further cuts would represent a significant risk which 
may require either further income generation or budget reductions as indicated in the 
table below. 

 

Table 1 – Budget (Surplus) / Deficits under Alternative Defra Grant Scenarios 
 

Basis of assumption on NPG 
2013/14 

£000 

2014/15 

£000 

2015/16 

£000 

Likelihood 

Current Grant Assumptions  
– 2013/14 actual grant 
-  2014/15 6.4% reduction  
-  2015/16 1.9% increase (inflation) 

(80.2) 74.8 0.2 
NNPA 
Agreed 
Budget 

Scenario 1 
– 2013/14 actual grant 
-  2014/15 8.4% reduction  
-  2015/16 2.5% reduction  

(80.2) 130.3 168.8 Low 

Scenario 2 
– 2013/14 actual grant 
-  2014/15 8.4% reduction 
-  2015/16 6.0% reduction 

(80.2) 130.3 257.9 Medium 

Scenario 3 
– 2013/14 actual grant 
-  2014/15 8.4% reduction 
-  2015/16 10.0% reduction 

(80.2) 130.3 359.3 High 

 

5.3 Whilst it is unlikely the Authority would be able to replace all lost income from the 
low, medium and high case scenarios, the development of commercial income is 
nevertheless an important element in helping to mitigate against further cuts in 
National Park Grant. 

 

6. The Approach and fit with National Park Purposes and Priorities 

6.1 As part of making cuts of 30%, members, the staff and the union were keen that the 
Authority look to generate income to offset such cuts. Where practical, and within the 
challenging timetable for implementing significant cuts, a number of income raising 
actions where included into the budget strategy. Some of the targets were very 
challenging, such as renting office space and others required infrastructure 
investment and will only be fully effective over a medium-term period, for example, 
raising car park income by changing prices and increasing car park capacity.  

6.2 Staff have identified a number of potential sources of income and some of these 
ideas have been evaluated for inclusion into the medium–term income generation 
plan.  
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6.3 It is important however that commercial income generating activities is in keeping 
with the delivery of the Authority’ statutory National Park purposes and duty, and also 
that such activities are in keeping with the vision for the national park and the 
Authority’s medium term priorities. This is particularly important as the reduced 
capacity under which the Authority is currently operating has led to a reduction in the 
core activities of the Authority and any focus on commercial income should not result 
in such capacity being reduced further but rather facilitate and complement core 
delivery. 

6.4  Table 2 below shows the links between existing and planned areas of commercial 
income generation and national park purposes and management plan aims.  

 

Table 2 – Commercial Income’s Fit with our Purposes, and Management Plan Aims  
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Full Cost Recovery on External Funded Projects 1st + 2nd P P P P

Move Towards Loans from Grants 1st + 2nd P P P

Income from Contracting-Out Staff Expertise 1st + 2nd P P P P P

Cost Recovery on Planning Legal Work 1st P P P

Additional Rental Income 2nd P

Support Services to Tenants

Retail and Visitor Centres 2nd P

Sponsorship & Donations 2nd P P

Advertising 2nd P

Car Parks 2nd P  

7. Legal and Ethical Considerations 

7.1 It is critical that all commercial income activities have a firm basis in the Authority’s 
legal powers. Our powers do not allow us to undertake an activity purely for the 
purpose of generating income. However, we may undertake income generating 
activities provided that they are incidental to an activity for which we have legal 
powers. 

 
7.2 In order to comply with this requirement, we must therefore be sure that every 

income generating venture is directly related to services that we deliver, which are 
themselves delivered under legitimate legal powers conferred to a National Park.  

 
7.3 It is also important that commercial income streams represent the Authority’s values 

and ethical concerns including sustainability, carbon reduction and ethical and 
sustainable procurement.  

 
7.4 Commercial activities also need to avoid unfair competition to local businesses 

where the relevant market is not large enough to sustain a new entrant and our entry 
into that market would likely result in significant damage to existing local businesses. 
However, where the local market is judged to be sufficient to sustain the Authority as 
a new entrant without the likelihood of significant damage to existing businesses, or 
the market itself can be grown, then it is appropriate for the Authority to become a 
trading participant in that market.  
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7.5 The Authority’s entry into a particular market should not be construed as unfair on 
the basis of any kind of public subsidy through government grant. We would only 
chose to undertake a commercial income generating activity if the income generated 
would be greater than the full cost incurred and would therefore generate a net 
income stream to the Authority. This means that our commercial income streams in 
fact reduce our overall reliance on government grant, rather than make use of it in a 
manner unfair to local business. 

8. Medium-Term Commercial Income Generation  

8.1 Full cost recovery on Externally Funded projects – up to £15,000 per annum 

The Authority has been successful in the past at attracting external project funding. 
However, not all the staffing or administrative costs of running such projects have 
been fully costed or recovered by the Authority. By ensuring that full cost recovery is 
implementing for all externally funded projects additional external funding can be 
levered by the Authority.  

8.2 Grant programme management – up to £28,000 per annum 

By gradually moving away from giving grant to providing loans to businesses and 
looking to share income / financial benefits with community groups or other income 
generating activities closely aligned to the Park’s purposes, an additional on-going 
income stream can be created. This will involve using current action area and 
sustainable development funds to create loans to be repaid in full to the Authority 
with an above base rate level of interest. If 25% of existing grants were converted to 
loans then the £50, 000 target of income back to the Authority would be achieved.  
This assumes grant programmes continuing at existing levels. 

The actual income generation in this case is the annual repayment from the borrower 
to the Authority. Additionally where the Authority offers grant for income generating 
projects it may wish to share part of the future income stream of these projects. 

It is accepted that running loans and equity schemes will add additional levels of 
administration; however, it is considered that such levels of net on-going income are 
achievable. 

8.3 Selling the Services of Staff  and Shared Services – up to £10,000 per annum 

 The Authority employs a number of staff whose skills and knowledge are valued by 
outside bodies, partners, business consultants, residents and businesses (especially 
farm and tourism enterprises). These services are currently largely provided free or 
at below cost as the Authority works to enable activities which will assist in the 
delivery of the Authority’s objectives. The aim is to charge a market rate for such 
services where it is considered a market exists and that customers are in a position 
to pay. Services will not be provided where it is considered that they are likely to 
directly distort competition for the private sector in existing markets. 

 Where such work is undertaken it will only be considered where it is ancillary to 
existing activities and delivers the purposes and duties of the national Park. In 
addition such activities will only be undertaken where it is considered that capacity 
exists alongside that which is required to deliver the corporate plan or when 
backfilling capacity is readily achievable. 

A further critical consideration will be to not create unnecessary barriers to important 
Authority services. 
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8.4 Planning fees and Other Planning Income – up to £2,000 per annum 

The current arrangements for pre-planning advice essentially means that all planning 
applicants receive free pre-planning advice and a further public subsidy on paying for 
any legal agreements such as Section 106 agreements which the applicant requires 
to gain their planning permission. The aim is for full cost recovery for such services. 

8.5 Property Rental Income – up to an additional £15,000 per annum 

The aim is to create additional income by developing and letting spare capacity in 
offices at Eastburn and Rothbury. In addition through the new models for operating 
the Ingram and Rothbury National Park Centres we are looking to achieve ongoing 
net income rents to the Authority once the business are firmly established. 

Our property portfolio and spare capacity are modest and can be managed with 
current levels of resources. A proposal to develop a rural business hub alongside our 
headquarters at Eastburn could provide a boost to this modest potential. 

8.6 Services to Tenants – Up to £3,000 per annum 

In addition to providing serviced accommodation (including for example heating, 
lighting and broadband), the aim is to provide additional services for business 
tenants such as human resource advice and financial services. This would be a 
completely new venture and would be offered only on the basis that it is incidental to 
the provision of services which are provided for the smooth running of the Authority’s 
own office operations. 

8.7 Retail – up to £5,000 per annum 

The terms and conditions of national park staff make it difficult to reward retail 
achievement in the same way as private. Nevertheless, the aim is to empower the 
staff at the Authority’s visitor centre (Once Brewed) to become more commercially 
enterprising. In addition, the purchasing and sale of good operation will be changed 
to become essentially ‘sale or return’ which puts the incentive onto the suppliers to 
provide the right products at the right time to the right quantities and pricing. 

8.8 Sponsorship and Voluntary Donations – up to £27,000 per annum 

The ‘National Park’ brand and combined ‘Britain’s Breathing Spaces’ brand are 
valuable and are recognised nationally and internationally. At a national level there is 
evidence of some interest from large sponsors in collective arrangements across all 
UK National Parks, and ideas for such sponsorship are being developed and may in 
time create meaningful income streams. Northumberland cannot rely on such 
income, however, and it will be necessary to explore opportunities at a local or 
regional level to attract sponsors for Northumberland National Park. Modest targets 
have been set in this area as commercial sponsorship is not an easy task especially 
in a period of economic stagnation. 

In the past the Authority has benefitted from one-off donations such as legacies and 
companies donating funds for footpath works in recognition of the wear and tear on 
footpaths used by large sponsored walks.  This is nevertheless, an under-developed  
area and current work on the Sill project is growing the Authority’s knowledge in this 
area. The aim is to establish a more pro-active and better marketed donations 
programme by developing further the ‘Good nature Fund’ or future versions of it. 

8.9 Advertising – up to £20,000 per annum 

A number of high quality and widely accessible communication tools are provided by 
the Authority including an annual visitor guide and website. These mediums promote 
local businesses and attractions yet no income is currently being achieved. Charging 
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for the advertising / promotion is mutually beneficial as it ensures that only those 
businesses, attractions and activities which derive a quantifiable value from being 
promoted will seek to be promoted.   Thus the aim is to charge for all such 
promotion. 

This will represent an effective element of cost recovery for the website and 
marketing publications. Based on previous experience with the visitor guide it is 
estimated that this can deliver an income of up to £20,000 per annum. 

8.10 Car Parks – up to £25,000 per annum 

The Authority’s current aim is for the recreational sites to be self-financing in cash 
terms alone i.e. not taking into account the capital investment or value of the assets. 
The proposed new aim is for the sites to produce an ongoing net income which will 
cover ongoing capital investment and development. The principle will still be to 
charge the visitor just once i.e. for the car parking and not for toilets or wi-fi as added 
extra cost. The charges also need to be affordable and benchmarked.  Currently 
VAT is paid on all the car park income and we aim to challenge that interpretation. 
We will also pilot new activities at our sites to both raise income from the like of 
refreshment vendors and to encourage more visits. 

The implementation of vehicle number plate recognition offers the opportunity to 
increase income from short term says (0-2 hours). This could generate up to a 
further £5,000 per annum through enhanced compliance alone. 

 

Table 3 Summary and Targets for Income Generating Activities 

Income Generation Medium-Term Plan
2013/14 2014/15 2015/16 Ongoing

Full Cost Recovery on External Funded Projects £2,000 £10,000 £15,000 £15,000

Move Towards Loans from Grants £5,000 £15,000 £20,000 £28,000

Income from Contracting-Out Staff Expertise £8,000 £10,000 £10,000 £10,000

Cost Recovery on Planning Legal Work £2,000 £2,000 £2,000 £2,000

Additional Rental Income £7,000 £10,000 £15,000 £15,000

Support Services to tenants £0 £1,000 £2,000 £3,000

Retail and Visitor Centres £3,000 £3,000 £4,000 £5,000

Sponsorship & Donations £10,000 £17,000 £26,000 £27,000

Advertising £10,000 £10,000 £20,000 £20,000

Car Parks £0 £17,000 £25,000 £25,000

Total Income £47,000 £95,000 £139,000 £150,000
 

 

9. Delivering a Commercial Acumen and Managing Delivery 

9.1 The Authority’s enhanced focus on commercial income generating activities will 
require development and embedding of a more commercial acumen across the 
Authority. In the first instance it is proposed that external commercial expertise is 
engaged to evaluate and explore further commercial income generation ideas and 
undertake training with managers and staff. 
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9.2 Our main tool for managing the development of the commercial income will be 
through the allocation of specific programmes and individual targets to members of 
the Leadership Team. This has already been embedded as part of individual 
members of Leadership Teams objectives for 2013/14. 

9.3 Members may wish to consider the establishment of a Commercial Income 
Generation Task and Finish group to help guide and support this area of work given 
the level of importance it represents to the future financial viability of the Authority. A 
Task and Finish Group of say two or three members could help guide and over-see 
the progress of the individual income generating projects, including supporting the 
development of staff. 

 

 
Contact Officers: 
For further information contact Tony Gates, Chief Executive, 01434611514 or email 
tony.gates@nnpa.org.uk / Stuart Evans, Head of Corporate Services and Monitoring 
Officer on 01434 611527 or e-mail: stuart.evans@nnpa.org.uk   
 

Background papers  
Medium term Budget Plan 2013/14 to 2015/16:  Northumberland National Park Authority: 
20

th
 March 2013 

 


