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Introduction

In March 2020 the World was affected by a global pandemic as a consequence of Coronavirus. The UK Government instructed  businesses to close  and 12 months on BECL 
and the Winter Gardens are still feeling the effects of the Pandemic as the UK languishes  in a third national lockdown.  This document  details the strategic goals of the 
business, facilitating growth, developing its people and  our  the plan to move us  out of the Pandemic. 

BECL has experienced the most challenging year with our regular events
having to reschedule time and again to adjust to the government guidelines.
During the 2 months when the Winter Gardens did manage to trade, we took
great advantage of working with local promotors to be able to produce social
distanced events by:
• Adapting our spaces to accommodate what is needed to continue to host

events when others have found it too difficult. Even during lockdown we
hosted the Royal Variety Performance, recording in the Opera House while
utilising every other room to abide by government guidelines.

• Working with future event organisers to show ways of hosting their events
with us. The timing and numbers attending their events may still be
governed by further restrictions so we have reduced the overall occupancy
on events to 70% of what they would normally achieve

• Showing we are flexible in being able to accommodate events and shows
during these difficult times.

• Increasing the offer to our guests in order to maximise their experience at
the venue.

• Introduction of live online dance festivals has ensured we maintain contact
with the dancers around the World whilst offering them unique
opportunities to compete against each other if only whilst dancing at their
homes, on their driveways and on occasion by their swimming pools!
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Our Mission 

A year-round venue of choice for all, creating memorable 
life enriching experiences enhancing Blackpool and the 
region’s economy.



Strategic Goals

Our overall strategy post Covid can be defined through our  focus in three main areas which will all combine to ensure that the Winter 
Gardens  is able to navigate a way out of the Coronavirus Pandemic. 

Our Business, Our People, Our Building 

Our Business 

• Focus on retaining existing business and growth of BECL curated events 
• Maximising attendance at all shows and events despite the possibility 

of social distancing being introduced 
• Develop partnerships to facilitate economic growth 
• Work with Blackpool Council to establish a dedicated  Blackpool Convention and 

Conference Bureau

Our People 

• Employee re-engagement  for those returning from furlough 
• New focus on employee training and development 
• Implement the resource planning that was undertaken in Autumn 2020

Our Building 

• Investment in the bars infrastructure to drive incremental sales 
• Building for the future - maximise the use of the Conference and Exhibition Centre
• Protection and preservation of assets for future generations 



Our Business 
Maximise growth and opportunities across the business POST COVID 

A five year BECL Recovery Plan has been produced, the purpose of which is identified as to ensure that the business can deliver on the expectations of the Shareholder for a
“balanced budget at the end of the 5 year term”. Responsibility for the Financial Recovery Plan was delegated to BECL’s Executive Team in association with the Shareholder’s
Finance Team and will be regularly updated and reviewed by the BECL Board and Audit Committee.

During the financial year 202/21 the Winter Gardens was closed for over 10 months with only ad hoc opening allowed as a consequence of national lockdowns. We were unable
to host events due to social distancing and the impact of the Government's ban on mass gatherings. To ensure the continued viability and success of the Winter Gardens we
must deliver a financially sustainable operation by year 5 of our recovery plan that maximises growth potential across the business. We will achieve this through;

A vibrant and diverse programme 

We will deliver a year-round programme of 
high-quality events which drive significant 
footfall to  Blackpool through two key 
elements: 

• Entertainment and Festivals 
• Along with partners, we will present a 

year round programme of high quality 
entertainment, events and festivals 
that will appeal to local residents 
whilst  also driving in-bound tourism. 

• Business Tourism 
• Capitalise on the venues expansion 

with the £28m Conference and 
Exhibition Centre.  

• Re-establish Blackpool  as a  premier 
business and tourism destination 
through the creation of the Blackpool 
Convention and Conference Bureau. 

Partnerships

Through cohesive working partnerships, we 
will: 

• Proactively work with partners across 
Blackpool to transform the perception of 
our town.

• Bring together assets and services  to 
create a more integrated offer for our 
guests and local community e.g. Hotel 
partnerships and ticket  promotions with 
key attractions 

• Increase visitor numbers to support 
increasing investment across Blackpool for 
the benefit of  businesses  across the 
resort.

• Closer working with BOCL and BTS 

Sustainability

We will run a financially sustainable business 
with a compelling offer for residents and 
visitors alike that maximises the use of 
assets, provides a significant economic 
impact and ensures the longevity and 
success of the business: 

• Manage our overall costs to aid delivery for 
the 5 year plan. 

• Optimise the utilisation of our assets.  

• Continually assess the economic benefit  
generated by each event and activity and 
identify new opportunities to maximise the 
impact for all areas of out  businesses . 



Our People
In March 2020, as the National lockdown was introduced BECL placed 108 employees on furlough with only essential workers deployed to protect the building, liaise with clients 
and guests and  to start to prepare a 5 year recovery plan  to outline  BECL’s  road map  out of  the Pandemic.  In autumn 2020 we undertook a full organisational review and 
resource planning which resulted in a number of job losses. Whilst our intention was to protect jobs and retain key skills and experience our headcount has now reduced to 86 
employees with 76 of those employees remaining on either furlough of flexible furlough. 

In the past 14 months BECL have employed an Operations Director, a Commercial Director and a Finance Director (shared resource with BOCL) with a view to driving the business 
forward and improving our profitability. . We have also employed a Head Chef and Conference and Banqueting Manager  to give us a renewed focus in these  developing areas of 
the business.  

Our Team

We will provide a positive environment 
that supports, nurtures and develops our 
employees to be the best that they can 
be: 

• Re-engagement and training  for 
employees returning from furlough.

• Create opportunities for career 
progression within the organisation 
including the opportunity to recruit 
new employees through the KICKSTART 
programme 

• Set the highest professional standards 
and being an employer of choice in 
Blackpool

• The appointment of a Finance Director 
will bring renewed focus to our 
financial plans and forecasting

Our Guests, Clients & Stakeholders 

We will deliver a customer focussed 
business that exceeds expectations and 
provides memorable experiences:

• Ongoing development of the customer 
journey that offers the greatest possible 
experiences for all who visit The Winter 
Gardens.  

• Develop and  evolve our food and 
beverage offer so that it offers high 
quality, value for money served in 
exciting and unique venues.

• Work cohesively with stakeholders and 
clients towards shared goals and 
outcomes for the benefit of local 
residents and visitors alike. 

Our Community

We aspire to be the beating heart of the 
Blackpool community, re-establishing 
civic pride in the Winter Gardens and 
wider town:

• Through outreach programmes that 
build engagement, aspiration and 
opportunity within the local community.

• Be ‘always open’ and a  ‘public realm’ 
for all to enjoy.

• Work with local partners to grow 
employment, be a ‘safe haven’ for those 
in need, support the Winter Gardens 
Trust, and help raise funds for 
Blackpool’s wider community causes.



Our Building

Preserving, protecting and developing for future generations and 
sustainable growth

The Winter Gardens is a truly unique asset, key to Blackpool’s continued success and re-emergence 
from the Coronavirus Pandemic as a premier business and leisure tourist destination. With the 
support of our Shareholder  we will continue to protect, preserve and build for the future.  The 
Conference and Exhibition Centre will come on line from April 2022 and this will encourage new 
conferences and events to Blackpool whilst also allowing our existing events to grow into the new 
spaces.

Protection and preservation 

We will  protect and preserve the unique asset that is the Winter Gardens, ensuring present 
sustainability and access for future generations. During the current pandemic we have utilised the 
time to undertake the following:

• Removal of asbestos and environmental cleans in the Opera House roof voids and circle fronts 
• Refurbishment of the Empress Ballroom dance floor back to its former glory
• Redecoration of the Opera House dressing rooms
• Essential works to the buildings  electrical installations

Investment & Future Development

With our shareholder, Blackpool Council and partners, we will continue to invest in the existing 
infrastructure whilst exploring opportunities for future development that will support the expansion 
and sustainability of the business. We will investigate funding opportunities and liaise 
with the Winter Gardens Trust to consider joint bids to funding organisations. 
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April 2021 – March 2022  Budget with  Partial reopening from 17th May 

Despite the recent announcement of the Government’s roadmap outlining the easing of restrictions, there is still a level of uncertainty and it is acknowledged that this will 
continue to impact on the 2021/2022 Winter Gardens. Consequently we have reduced the income figures to 70% for all events with the exception of the BECL operated 
International Dance Festivals which we have reduced by 50% given the International attendees that may not be able to travel to the UK. The reduced occupancy levels are based 
on 2019/20 actual outturn and underpinned by a proactive marketing strategy. 

We have established the following dates for reopening in line with the Governments roadmap:

17th May onwards will be with reduced Venue opening and smaller capacities at events. The Mazzei and Gillows will open and there will some small scale events and shows.

22nd June onwards – full reopening with reduced capacities at most events.

There will be no further grants or financial support from the Government beyond what has already been announced:

CJRS – the extension of Furlough to 30 September 2021

VAT – VAT reduction to 5% until  30 September 2021  and then 12.5% until 31 March 2022

Restart Grants 

Rates reliefs 

Our experience suggests that other 
theatres  and venues  are forecasting initial 
reopening at 50% of capacity  then moving 
to 70% within 3 months rising  to 90%+ by 
Christmas 2021 depending on the 
Government restrictions at the time.
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April 2021 – March 2022  Budget: Assumptions:

Payroll: 

We have assumed 50% salary for the Finance Director from 19 April 2021

The Coronavirus Job Retention Scheme (CJRS) has been extended to the end of September 2021. We have allowed for utilising the scheme as long as possible in line with business 
demands and reopening of the Venue. The CJRS will remain in its current form (80% of employees’ wages for hours they cannot work), with employers asked to contribute 10% in 
July and 20% in August and September plus NI and pension contributions throughout the term of the scheme 

Business rates and grants:

There is an extension of the existing 100% business rates relief for Retail, Hospitality and Leisure for the three months from April to June 2021 followed by a 66% relief from July 
2021 to March 2022. This reflects a saving to BECL of £96k

The government will provide ‘Restart Grants’ for Leisure and Hospitality venues and we have included £18k in the 2021/22 Budget

VAT 

The government has extended the temporary 5% reduced rate of VAT until 30 September 2021. To help businesses manage the transition back to the standard rate, a 12.5% rate 
will then apply for a further six months.

Other costs:
In order to ensure that we are able to reopen the Venue and navigate the route to recovery all other costs are in line with the actual outturn for 2019/20
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April 2021 – March 2022  Budget: 

Assumptions:
• Capital investment in the Empress Ballroom Bars has been included with the relevant uplift in revenue. It is anticipated that the project will generate a 10% uplift on the 

liquor income in the Empress Ballroom amounting to incremental income of circa £75k per annum. 

• Launch a  learning and development platform for all employees.
• Implement new procedures to reduce manual processes and improve cost control.

• Closer working with Blackpool Operating Company Limited (Sandcastle) to identify shared resources, best practices and other initiatives. 

• Review and tender Process for BECL’s ticketing solution

• Review all current contracts and suppliers to identify efficiencies and savings

Opportunities:
• Work with Arts Council England (ACE) to build the case for a significant increase in festival/event support from the small to large both educational and professional. Battle of 

the bands, school’s edition (school of rock)

• Develop a range of commercial partnerships and other funding sources

• Optimise all modes of sale platforms, including website and digital platforms 

• Map our guest journey and determine where we can improve 

• It is being widely reported that Blackpool will have a bumper year with “staycations” and day visitor numbers expected to significantly increase 
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April 2021 – March 2022  Budget: 

Risks:
• Patrons do not return to events and shows due to nervousness around large gatherings and the implications of social distancing. 

• Mitigation: Positive PR and Covid protocols to be implemented.  Attain Visit England’s  “Good to Go” accreditation.

• International travel restrictions.
• Mitigation: Focus events and festivals more on  UK and European attendees. Continue with on line dance festivals to encourage International participation as they 

account for up to 50% of those logging in to participate in the Festivals. 

• Conferences attended by delegates in person are not practical due to travel or social distancing implications.
• Mitigation: We have ensured the Conference Centre is able to host hybrid conferences with delegates logging into the live conference or we have the ability to 

broadcast the Conference with the improved technology and broadband capacities. 

• Commercial partnerships and show producers are nervous about promoting events and shows:
• Mitigation: Improved focus on BECL curated events.  Deals to be less onerous for  the promoters and more of a shared risk without exposing BECL to financial 

expenditure. 

• Employees on furlough do not return to work.
• Mitigation: We have ongoing dialogue with our employees and their return to work will be gradual and phased. The KICKSTART project allows BECL to recruit and 

train young people at no cost for up to 25 hours per week for up to 6 months. It is anticipated that these employees will ultimately replace any that we have left our 
employment over the past 12 months. 

• BECL’s Cashflow will be adversely affected by further delays in opening and the potential of reduced income generation.
• Mitigation: We will continue to focus on our cash flow as we have done for the past 12 months. The Shareholder has committed to supporting BECL and we have a 

further £2.5m cash flow loan approved should we need to draw this down. We will continue to identify possible funding opportunities from DCMS, ACE and other 
bodies. 

All operational and strategic risks are managed by our strong risk management framework including comprehensive risk registers and a diligent Audit Committee. 
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April 2021 – March 2022  Budget:
5-Year Recovery Plan:
BECL have been tasked by the Shareholder with achieving a break-even or better out-turn by the end of Year 5 ie March 2025, with 2020-21 being 
Year 1.  In a letter from the Council’s Director of Resources dated 30th June 2020, the Shareholder requested that its companies produce a five year 
financial recovery plan (current year + four) which shows a cumulative breakeven or, better still, a cumulative profit by year five. This was supported 
by a letter of support from the Council who will underwrite the Company over this extended medium term period and will also provide cash flow 
support. 

A five year BECL Recovery Plan was produced and this included an action to prepare a Financial Recovery Plan, the purpose of which is identified  as 
‘to ensure that the business can deliver on the expectations of the Shareholder for a balanced budget at the end of the 5 year term’.

The Council’s Finance Team have examined the budgets and business resource recovery plans and following  recent audit by the Council’s  Audit Team 
the auditor confirmed:

“We consider that the controls in place regarding BECL’s Business Resource recovery planning arrangements are good. Whilst there are significant 
risks to resources given the uncertainty of the pandemic we believe that the Company has made adequate preparations and plans for a range of 

eventualities. “

Despite the challenges ahead the BECL Management Team do believe that we have the necessary skills,  experience and capacity to deliver the plan. 
It is encouraging to note that we have recently gone on sale with two new shows and ticket sales in the first day exceeded £200k with one night of 
“Ru Paul “selling over 2,500 tickets and “SIX”  grossing over £100k in the first week of the on sale. 

During the lockdown we have constantly continued to identify ways to maximise income whilst controlling expenditure. We have prepared a number 
of budget scenarios with the optimistic option of reopening from May 2021 being recommended. 
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Ticket Master  have recently undertaken a major survey and the results are encouraging: 

399k guests were  surveyed

94% of fans are retaining their tickets 

71% of guests miss  attending LIVE EVENTS

79% of guests are comfortable returning within 6 months to   LIVE EVENTS

The power of    LIVE EVENTS cannot be replaced:

80% of fans say that  LIVE EVENTS 
have a positive effect on their wellbeing 

60% of fans say that  LIVE EVENTS 
Bring people together  

Concerts and Festivals   that have recently gone on sale have sold out almost immediately confirming that 
there is a pent up demand  to attend events post lock down. 



Conclusion:

The Shareholder has challenged BECL to be “bold and optimistic”. Whilst this will be a challenge BECL has
demonstrated its ability to deliver on challenging budgets during the past six years. The opening of the
Conference and Exhibition Centre is a unique opportunity for Blackpool to re-establish itself as a
Conference Destination offering the latest technology and facilities supported by improved connectivity
and quality Hotels to complement our offer. The opportunity to have a dedicated Conference and
Destination Management offer, supported by improved marketing from Visit Blackpool, will certainly
improve our chances of delivering the budgets in subsequent years. With the addition of a Finance
Director the organisation now has an extended Management Team with the experience and
determination to drive the business forward. While Covid-19 will have left an indelible mark on our
business, we remain optimistic that we can rise again and continue to inspire those who we reach. It is
clear that the Winter Gardens will play an instrumental part in Blackpool’s recovery post Covid and in the
years ahead we will continue to innovate, collaborate and face shared challenges together.
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