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MODEL

REPORT PROVIDED BY: Associate Director City Economy, Tourism and Events

1. Report Purpose and Community Benefit

1.1.  The purpose of this report is to provide the Council with a
recommendation for the future of The Taste of Tasmania.

1.2. This report will discuss a number of options in reaching that
recommendation.

2. Recommendation
That:

1. The Council resolve whether it wishes to continue to operate The
Taste of Tasmania.

2. If so, the Council resolve that it be undertaken in-house as is
currently the situation but recognising that a significant ongoing
investment of not less than $1.6 million per annum.

(i) In making this decision the Council also delegates full
operational responsibility for the event to the General Manager
including Fees and Charges with appropriate reporting back to
the Council.

3. Ifthe Council does not wish to operate The Taste of Tasmania into
the future then it is proposed the Council consider either options E
or F as outlined in this report, being either:

(i) Offers a significant sponsorship to ensure an event occurs
over the Christmas and New Year period on Hobart’s
waterfront; or

(ii) The Council resolves to cease funding the Taste and takes no
further action.

3. Background
3.1. Atits meeting of 18 June 2018 the Council resolved that:

1. The total budget for the 2018 Taste of Tasmania (including Kids in
the Park and New Year's Eve) be increased by $400,000 to $1.6
million.

(i)  The increase in the budget allocation be a one-off allocation
only for the 2018/2019 event.
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2. The General Manager provide a report by 31 January 2019
regarding the future delivery model for the Taste of Tasmania, and
a Council workshop not proceed in respect to the future of the
Taste.

()  as part of the report, the General Manager consider
corresponding with the State Government in respect to its
involvement in delivery options for the Taste event.

3. The General Manager be delegated the authority to review the
future of the Taste Advisory Group.

4.  The General Manager be authorised to deliver the 2018/2019
Taste event.

This report addressed item 2 of the above resolution.

This report should be read in conjunction with Attachment A which is a
detailed assessment of a number of issues that relate to The Taste of
Tasmania (the Taste), its current operational model and its recent
history. Attachment A discusses these issues in detail, draws upon
available data and outlines what needs to be changed should the
Council choose to retain the Taste.

Iltem 3 of the above resolution will be addressed once the Council has
made a decision on whether to move forward or not.

During the discussion that led to the above resolution it was evident that
a number of Aldermen were becoming concerned at the burden upon
the Hobart ratepayer of funding the Taste. Equally the officer advice in
the preceding reports was unequivocal in recommending the need for
an increased level of funding for the Taste on a permanent basis to
arrest the brand decline of the event and to realign the event to
community expectations for a more sustainable future.

The report of the Festival Director at the time suggested that the Taste
could be returned to a more sustainable future however this would need
an ongoing increased investment to get the event on a footing where
sponsorship was more realistic as well as a range of ticketed events to
underpin a better financial model for the event. The success of this
year’'s event is evidence for this proposition.

The decline in the brand of the Taste is attributable to seven systemic
issues which are detailed in Attachment A:

3.7.1. Lack of a vision for the event

3.7.2. Lack of a clear budget

3.7.3. Insufficient time to plan

3.7.4. Timeliness of decision making

3.7.5. Insufficient human resourcing

3.7.6. Poor community and media perception of the event

3.7.7. Insufficient sponsorship.
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From the outset, it needs to be made very clear that Officer advice is
that if the Council wishes to continue to deliver the Taste in its current
format, the historical budgets have become patently insufficient to meet
community expectation and to provide a safe event for staff and
patrons.

Thus it is a threshold issue for the Council - is it willing to consider
increased funding for the Taste on a permanent basis?

For the sake of clarity recent Council investments to underwrite the
Taste have been:

Year

Operating | Operating Council

Total Total Total Taste of NYE  Kids in the

Tasmania @ Fireworks Park

Expenditure @ Revenue Investment

2018-19* 3,490,115 1,839,000 | 1,651,115 | 1,650,000 | Partof Taste | Part of Taste
2017-18 2,378,454 | 1,528,372 850,082 602,599 69,260 | 178,223
2016-17 2,794,589 | 1,765,110 1,029,479 827,516 68,903 | 133,060
2015-16 2,752,552 | 1,902,293 850,259 637,120 65,622 | 147,517
2014-15 2,328,239 1 1,591,613 736,626 535,923 60,622 | 140,081
2013-14 2,106,318 | 1,459,107 647,211 480,630 59,000 | 107,581
2012-13 2,604,190 | 1,560,516 1,043,674 | 1,043,674 |Partof Taste | Partof Taste
2011-12 2,083,274 | 1,362,986 720,288 720,288 | PartofTaste | Partof Taste
2010-11 1,877,528 | 1,196,266 681,262 681,262 | Partof Taste | Part of Taste
2009-10 1,581,569 843,903 737,666 737,666 | Partof Taste | Part of Taste
2008-09 1,638,855 816,268 822,587 822,587 | Partof Taste | Part of Taste
2007-08 1,058,063 720,426 337,637 337,637 | Partof Taste | Part of Taste
2006-07 915,104 598,234 316,870 316,870 | Partof Taste | Partof Taste
1 *Budgeted figures for the current year, actual figures not yet available.

2. Note: - figures do not include Capital or Plant and Equipment expenses.

3.11. If the Council is unable to consider an increased budget the implication
of the June 2018 Council decision is that a future for the Taste should
be considered beyond Council direct ownership and delivery.

3.12. In considering the following models Council should be cognisant of what

it is trying to achieve.

3.12.1.  While the reasons for commencing the Taste were very clear
and the event filled a very real need in 1988, the same need
is not as obvious in 2018, as Hobart, Salamanca and the
Waterfront have all matured in their offerings. It is also noted
that 2019 / 2020 will mark the 75th anniversary of the Sydney
to Hobart yacht race.
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3.12.2.  The net Council investment for the 30th event is $1.65million.

3.12.3.

3.12.4.

3.12.5.

This represents 2% of Council's annual rates income.
Clearly in the context of the many competing demands on
Councils limited resources this is a considerable amount of
money. However it should also be considered from the point
of view of the contribution to community wellbeing the Taste
makes.

For the 2018 / 2019 event an economic and social impacts
assessment has been commissioned. The results of this will
not be available until the end of February 2018. The last
economic study was undertaken for the 2010/ 2011 event,
which found:

o Visitation was estimated at up to 250,000 people

e Direct economic injection was just over $20 million

o Combined direct and indirect impact of this expenditure
was an increase in output across Tasmania of $39
million

e 294 full-time, part-time and casual jobs created

e Anincrease in Gross State Product of $16 million.

It is a reasonable question for the Council to ask - is the
Taste or an event like it even necessary in 2019 and
beyond?

If the answer to this question is yes then the Council should
address how the City is best placed to facilitate such an
event.

Council has received a number of reports over the years about the
future of the event. Many of the options addressed below have been put
to the Council previously in those reports.

3.13.1.

3.13.2.

3.13.3.

3.13.4.

In 2006 the Council received a report from Anne Kerr and
Associates detailing a number of future options for the Taste,
in particular, options for the expansion of the footprint.

In 2010 the Council received a report from Neil Cameron
discussing a new look Taste after the redevelopment of PW1
shed.

In September 2014, after requesting a report on an entry fee
model for the Taste, the Council resolved to not charge an
entry fee for the Taste.

For the 2015-16 event the Council trialled a cashless Taste.
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3.13.5.  In 2015 the Council engaged Gill Minervini to facilitate

3.13.6.

3.13.7.

3.13.8.

3.13.9.

3.13.10.

workshops with Stallholders and Aldermen. Ms Minervini
facilitated a follow-up workshop with Aldermen in 2016
following the trial of the cashless system.

These workshops led to a significant officer report to the
Council in May 2016 recommending a number of changes.
The Council resolved, among other things, to retain
ownership of the Taste, retain free entry and impose a
stallholder levy of 10 per cent of gross turnover.

In September 2016 the Council resolved that the Taste would
be both cash and EFTPOS thereby moving away from the
‘cashless Taste'.

In 2017 the Council engaged Rhys Edwards to also facilitate
a number of workshops in February and March with
Aldermen concerning the future of the Taste. These
workshops covered a range of different operating models.

In September 2017 the Council resolved to reduce the
Stallholder levy from 10 per cent to 5 per cent after being
advised the 10 per cent levy was acting as a deterrent to
stallholder participation in the event.

During this time the current specialist Festival Director,
Brooke Webb was also appointed.

Having considered the above reports in detail, broadly speaking the
future options are as follows:

3.14.1.

3.14.2,

3.14.3.

3.14.4.

Keep the event internal to Council as it is currently operated
but at in increased level of investment not less than the
$1.65 million budgeted for the 2018-19 event. The event is
delivered by Council staff as is the current situation but
having addressed the issues outlined in Attachment A noting
delegation of full operational control for the event, including
fees and charges, to the General Manager.

Retain ownership of the Taste but seek to contract an
external operator to deliver the event.

Establish a Single Authority under sections 29 and 30 of the
Local Government Act 1993 to own and operate the Taste
independently of Council but still within Council ownership

Cease to deliver the Taste as a Council event but offer a
substantial sponsorship package to ensure an external group
/ organisation delivers a "Taste like" event based on key
criteria mandated by the Council.
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3.14.5. Cease to deliver the Taste as a Council event but offer a
substantial sponsorship for an external group / organisation to
run an event with only limited requirements from the Council.

3.14.6. Cease to operate the Taste all together and offer no
sponsorship opportunity and simply wait to see if there is
demand for an event and whether the private sector seeks to fill
that gap.

3.14.6.1. Should the Council wish to consider this option it
should also consider if it still needs to have a role in
New Year's Eve celebrations and the roll out of
fireworks.

Each of these options will now be discussed in more detail.

A. Keep the event internal to Council as it is currently operated but at in
increased level of investment not less than the $1.65 million budgeted
for the 2018 /19 event.

3.16.

3.17.

3.20.

o Council makes a 5 year commitment to operating the Taste
¢ The vision for the event is resolved
¢ The budget is committed to.

Under this model the Taste team would continue to realign the brand of
the Taste based on the successful 29th and 30th Tastes and seek to
generate more meaningful sponsorship and increased revenue
opportunities, leveraging upon a refreshed brand of the Taste.

This model would require a firm commitment from the Council to
operate the event for say a five year period with a clear vision and
minimum budget parameter that allows the team to create a series of
Tastes that appeal to the community and just as importantly, appeal to
potential sponsors and partners.

The success of the 29th Taste already produced dividends in terms of
more meaningful sponsorship opportunities for the 30th event. However
it would need a further three to five years before the Council investment
could be meaningfully reduced by increased revenue opportunities.

Under this model a rejuvenated and successful Taste under Council
ownership is possible but will require the commitment to an ongoing
funding of not less than $1.6 million. The Taste team then work to
reduce this through increased sponsorship and ticket revenue over
time.

This commitment would also allow for the Council to have a thorough
discussion with the State Government regarding a more meaningful co-
investment into the Taste.



Item No. 11

Item No. 4.1

Agenda (Open Portion) Page 8

Community, Culture and Events Committee Meeting - 9/1/2019 ATTACHMENT A
Agenda (Closed Portion) Page 11
Community, Culture and Events Committee Meeting
9/1/2019

B. Retain ownership of the Taste but seek to contract an external
operator to deliver the event.

3.21.

3.22.

3.23.

3.24.

3.27.

3.28.

¢ Council owns event but subcontracts all delivery and operations.
o Model adopted for 2011-12 event.

Under this model the Taste would still be a Council event and branded
as such but an external event delivery company would be contracted to
deliver the Taste in Council’'s name.

Council would retain complete control of the event, the brand, creative
direction and key offerings, but an external provider is engaged to
deliver everything to Council's specifications. That provider would then
subcontract out the various components of delivery, site crew,
entertainment, cleaning, waste and so on.

The risk is that such a provider may not deliver the event well, or to the
Council and community’s expectations, which would then impact upon
the Council and the community’s perceptions of Council.

As a seven day festival the Taste is the largest and therefore likely to be
one of the most complex festivals in Australia. As a result there would
be very few event companies suitable to take it on.

This model also has the potential for hidden costs such as traffic
management and infrastructure support.

The potential for this model to not meet the Council’'s and the
community’s expectations is significant and consequently is not
preferred.

C. Establish a Single Authority under sections 29 and 30 of the Local
Government Act 1993 to own and operate the Taste independently of
Council but still within Council ownership

¢ Separate company under the Local Government Act 1993.

¢ ‘Arms length’ removal from the Council but ownership and cost still
sits with the Council.
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This model gives Council the ‘arm’s length’ ownership of the event but

is a step removed from the operator model above.

This option sees the Council establishing a separate company under
the Local Government Act 1993 to operate the event. The Council
would still own the Taste by virtue of owning the Single Authority but
would have no input into how the event is produced and delivered. All
decisions relating to the creative and financial future of the event would
be the responsibility of the Board and CEO of the Authority.

The advantage of this model is that it allows for separation of the event
from the Council and removes, what some have termed, “the politics of
the event” by removing the Council from any decision making in regard
to the event.

The board of the Authority could be a skills / industry based board more
focussed on the delivery of the Taste and not necessarily needing to
consider the many other competing issues that the Council finds itself
managing when considering the Taste.

This model would also allow for a more commercial consideration of the
event and by separating the event from the Council would allow for
greater sponsorship and revenue opportunities that are not always
possible in a Council operated environment. It would also allow for
timelier decision making that is not reliant upon the cycle of committee
and Council meetings.

Conversely there is still potential significant cost with this model for the
Council. The Council would need to underwrite the operational costs of
the Authority for some time, if not indefinitely. It is unlikely the authority
would have any property against which to raise capital nor would the
business of a festival be an activity that the Authority could borrow
money against.

3.34.1. In addition this model would incur costs for Directors and a
CEO of the newly formed company.

A further drawback is also likely to be that while decision making would
be timelier, the Authority is still a creature of the Local Government Act
and as such would still be subject to the policies and processes that
local government is. While this provides a high level governance and
probity, experience shows that this often conflicts with the creative side
of bringing a large scale event together.
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D. Cease to deliver the Taste as a Council event but offer a substantial
sponsorship package to ensure an external group / organisation
delivers a “Taste like” event based on key criteria mandated by the
Council.

3.36.

3.37.

3.38.

3.39.

3.40.

3.41.

3.42.

¢ Council ceases to operate Taste
¢ Commits to significant sponsorship for up to 3 years
¢+ Requires certain event outcomes in return for sponsorship.

In this model the Council seeks an external provider for an event and
the event is operated completely independently of the Council, however
the Council uses a significant sponsorship arrangement as a lever to
achieve certain outcomes.

For example the Council may publicly offer a significant 3 — 5 year
sponsorship arrangement for an event that needs to fulfil the following
criteria:

3.37.1. Operates annually between 28 December and 3 January for
certain times of day

3.37.2. Is located on the Hobart Waterfront

3.37.3. Features Tasmanian food and beverage as its core offering
3.37.4. Offers a New Year's Eve special event

3.37.5. Is free / not free to enter to the public.

These are examples only but give an indication of some of the levers
the Council may be able to use if the Sponsorship was sufficient
enough.

The advantage of this model is that it removes the Council from being
the owner of the event and it simply becomes a sponsor in the same
way it sponsors Dark MOFO or the Australian Wooden Boat Festival.

Additionally this approach puts a financial limit on the Council’s
involvement that the Council is likely to be more comfortable with in the
longer term.

It also provides the Council with a vehicle to decrease (or increase) its
sponsorship in the future should the event become sustainable in its
own right.

The disadvantage is that beyond these types of levers above the
Council will have no curatorial control of the event.
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E. Cease to deliver the Taste as a Council event but offer a substantial
sponsorship for an external group / organisation to run an event with
only limited requirements from the Council

¢ Council ceases to operate the Taste.
o Commits to significant sponsorship for up to 3 years.
¢+ Requires minimal event outcomes in return for sponsorship.

3.43. This is a variant of model D above but rather than a number of
conditions or levers for the sponsorship, the Council would only specify
minimal needs. For example:

3.43.1. An event of a certain number of days over the Christmas New
Year period on the Hobart waterfront.

3.44. Clearly this model would give the Council even less control but in
considering this, the Council's attention is drawn to paragraph 3.12 of
this report, which is asking the Council to consider what it is trying to
achieve in considering this matter.

3.45. Does the Council need to control the type of event, or is it merely
interested in securing a community cultural event occurs over
Christmas - New Year?

F. Cease to operate the Taste all together and offer no sponsorship
opportunity and simply wait to see if there is demand for an event and
whether the private sector seeks to fill that gap.

3.46. The logical follow on from the above discussion is therefore for the
Council to consider whether it even needs to be involved in an event at
all.

3.47. Itis an option for the Council to simply resolve that it will no longer
deliver The Taste of Tasmania and take no further action. This would
then provide the community and / or the private sector an opportunity to
fill any perceived gaps in Hobart's festival offering.

3.48. While in one sense this option might seem extreme it does not preclude
the Council from revisiting its decision in the future and it clears the way
for a truly market driven response.

3.49. Regardless of which decision the Council takes there is likely to be
media and community comment. However given the very negative
comment in recent events prior to the 29th Taste it is expected that on
balance the comment would recognise the Council for making a difficult
decision about the future of the Taste and that any such decision was in
the interest of the ratepayers of Hobart and the future of the Taste itself.
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4. Proposal and Implementation

4.1. ltis proposed that the Council resolve whether it wishes to continue to
operate the Taste.

4.2. If so, then it is the recommendation of this report that it be undertaken in
house as is currently the situation but recognising that a significant
ongoing investment of not less than $1.6 million is required (option A
above). In addition the Council should delegate full operational
management of the event, including the setting of fees and charges, to
the General Manager.

4.3. If the Council does not wish to operate the Taste into the future then it is
proposed the Council consider either options E or F above.

5. Strategic Planning and Policy Considerations

5.1. Over the years the Council has considered the future of the Taste many
times.

5.2. The Council's current Strategic Plan states at section 1.3, Vibrant city
centre and suburban precincts - 1.3.1 Support and deliver events,
festivals and markets.

5.3. The new community vision states in Pillar 3, Community and Culture, at
3.2
We are a creative and cultural capital; We are a city that celebrates.

We value our events and festivals as sources of learning,
entertainment, debate and connections with others.

5.4. However as noted earlier in this report and in Attachment A, the event
has suffered from a lack of a vision which in turn hinders its planning.

6. Financial Implications

6.1. Funding Source and Impact on Current Year Operating Result

6.1.1. These have been discussed at a broad level in this report.
Depending upon which option the Council chooses a more
detailed financial analysis would be provided.

6.1.2. There is also historical detail provided in Attachment A.

6.2. Impact on Future Years’ Financial Result
6.2.1. As above.

6.3. Asset Related Implications

6.3.1. As above.
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Legal, Risk and Legislative Considerations

7.1.  There are no particular legal issues arising from this subject matter of
this report and risk issues are discussed throughout.

Environmental Considerations

8.1. The Council should be proud of what the Taste has achieved in terms of
its environmental footprint.

Social and Customer Considerations
9.1. These are discussed throughout this report.
Marketing and Media

10.1. There is no doubt there has been great media interest in the 30th Taste.
The Taste has always attracted publicity for varying reasons.

10.2. Any Council decision about the future of the Taste will be widely
publicised and it is therefore important that any decision made by the
Council is messaged in a very clear and simple manner.

10.3. The Council's communication team have been briefed on this report
and will engage with the media as necessary.

Community and Stakeholder Engagement

11.1. There has not been an independent assessment of, or engagement
with, ratepayers of Hobart as to what they think about the Taste and its
cost.

11.1.1. While there are no limitations as to why such a survey could not
be undertaken there are of course many residents of Hobart
who are not ratepayers who may feel they should also have a
say.

11.1.2. Furthermore why the Council would only undertake a direct
engagement on this decision and not other key decisions may
raise more questions than it answers.

11.2. There are many stakeholders involved in the Taste, not the least of
which are the many small Tasmanian businesses that have grown with
the Taste over the years. They have been critical to the event's
longevity and deserve consideration and respect in the way that the
Council deals with the future of the event.
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12. Delegation

12.1. The matter is one for the Council.

As signatory to this report, | certify that, pursuant to Section 55(1) of the Local
Government Act 1993, | hold no interest, as referred to in Section 49 of the Local
Government Act 1993, in matters contained in this report.

7

Tim Short
ASSOCIATE DIRECTOR CITY
ECONOMY, TOURISM AND EVENTS

Date: 4 January 2019
File Reference: F19/458; 18/90
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