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Introduction

This Phase Two report draws on the Phase One programme of review and scenario planning carried out between July and September 2009. Although its Executive Summary is included, this shorter document doesn’t repeat the arguments set out in the Phase One report. There is a presumption of knowledge of the wider process.

This Final Report reflects the content of six facilitated workshops which took place in November and early December 2009. Three of them engaged with senior staff and Chairs of the independent arts organisations at the heart of SAP. One each then focused on relevant staff from local authorities, ACESW and SAP/Thrive. Those present  at the workshops are listed in Appendix A. The level of turn-out at such short notice reflects the scale of interest and concern. Thanks are due to all who made further time available in crowded diaries.

Using the Phase One report as a reference point, the workshops followed the same structure:

· Context: establishing the financial realities with which the sector is faced

· Guiding principles: setting out what a strategic vision might seek to achieve

· Strategic vision: investigating the nature and purpose of an integrated strategy

· Delivery mechanisms: clarifying what this might all mean in practice

· Change programme: looking at a managed process of transition

Although the debate was often spirited, it would be wrong to suggest that the workshops generated significant new ideas. It would also be incorrect to claim that they held out much hope of a unified approach to the present challenges capable of commanding consensus support. In a time of financial retrenchment, there is no single solution which everyone will be happy. The Somerset arts sector is understandably nervous of what the future may hold. Faced with potential public funding cuts, individual organisations are necessarily defensive of their own position. There should be no expectation that this situation will change. 

The conclusions from Phase One are intractable and difficult. Stakeholders cannot avoid their implications; the arts constituency will feel their impact. It is better that both should act collectively in pursuit of agreed objectives than separately in response to internal imperatives. The former approach holds out the prospect of a “reflated arts economy” once the pressures on public finance ease; the latter exposes the constituency to an even more dangerous threat – an un-mediated reduction in public investment which is neither strategic nor consultative. 

This Phase Two Final Report reflects the views put forward in the workshops while retaining an objective and pragmatic response to the financial realties faced by public stakeholders. It doesn’t offer a single solution for which sign-up is sought. Rather it clarifies what the stakeholders are seeking to achieve in a fast-changing environment and presents practical options in response. What is needed now is speed, clarity and leadership. Stakeholders must take quick, brave and intelligent decisions - and then implement them through processes which are transparent, consistent and clear. Following the structure of the Phase Two brief and the workshops, the report therefore focuses on:

· A strategy for the arts in Somerset: setting out what they are capable of achieving

· Delivery options: assessing practical mechanisms for achieving it

· A change management programme: determining what should happen and when

As an exercise in facilitated scenario planning, this draft final report tests a range of strategic and tactical options rather than making specific recommendations for action. The author cannot be held responsible for the results of actions which may be taken following its further discussion.

Peter Boyden

January 2010

Phase One: Executive Summary

1. Public Stakeholders

What are the key factors affecting public investment in the arts in Somerset?

1.1 Strategic context

Public investment in the arts in Somerset has evolved without the benefit of agreed strategic intent. Funding has focused resources from ACESW, SCC and the five Districts on Key Strategic Organisations (KSOs). It isn’t clear what defines a KSO; neither is it easy to see how the current portfolio represents a strategic pattern of investment. The nature and extent of the return on public investment isn’t therefore easy to quantify. Local authorities also employ staff who engage with the arts infrastructure in different ways. They range from Arts Development Officers (ADOs) with responsibility for arts development to staff with responsibilities in economic development and education. In some cases these individuals control small discretionary budgets. The network of ADOs has been shrinking with the loss of posts and budgetary pressure. They now tend to be managed within economic development. SSDC also operates the Octagon Theatre at a significant net cost. 

A network of policy documents provide a planning framework developed through partnerships and signed up to by individuals and committees with relevant mandates. The key shift in their operating environment is the impact of the 2008 decision not to move to unitary status. They also mostly pre-date the financial pressures summarised in Section 1.2 and are predicated on a continuing capacity for economic growth. Most now need to adjust their ambitions to reflect the likelihood of public spending constraints over the coming period and to demonstrate a commitment to collaborate. 

1.2 Past and present patterns of public investment

Current year public investment in the arts in Somerset will reach over £2m. Local authority expenditure (in grants, payroll and directly-operated facilities) shows a total commitment of over £1.157m. Nationally ACE has nearly doubled its Treasury grant through the DCMS since 1997/98. This is in addition to revenue and capital lottery schemes. Although they haven’t enjoyed the same pattern of growth, local authorities have increasingly come to appreciate the range of cultural, economic and social returns generated from investment in the creative arts. RDAs across the country have done the same. As a result a number of non-arts budgets have added to the core investment in KSOs and other arts project funding. 

Proportionately, arts organisations in Somerset have benefited from these changes. Since 1998/99, the amount invested in KSOs has increased from £762k to £1.23m. That said, for a number of reasons Somerset hasn’t benefited to the same extent as other comparable counties. Even if this were not the case the golden period is over. In common with other areas of public spending, the arts in Somerset now face a period of uncertainty linked to economic recession and the government’s intervention to stabilise financial institutions over the last 18 months. Although its length and severity remain unclear, the threat to the sector is immediate and profound. The arts in Somerset therefore need to plan for a three to five year period of constraint embracing both tiers of local government and ACESW as well as other areas of public spending with which the arts have a relationship.

2. The Arts Constituency

What happens at the moment?

2.1 Current arts activity in Somerset

Somerset’s professional arts infrastructure is relatively under-resourced. As a result, although committed individuals make a significant impact, the volume of professional work produced is constrained in scale and quality. This is true across the art forms. A network of performance venues grapples with a rolling sense of underlying crisis which periodically becomes acute. Visual and media arts have only limited facilities and low levels of revenue investment. They lack the capacity to respond effectively to ambition and opportunity. Although agencies do what they can to occupy the gaps in the strategic framework, the casualty is often the ability of artists (especially young and emerging talent) to construct a working life in the County. 

By contrast, there is a strong network of participative and community-focused activity. Very often this is the area of engagement for ADOs. The nature of the local arts development function which determines their role is not usually articulated in a coherent way. Its potential loss in response to financial pressure is therefore difficult to measure. Although sub-sets of activity (arts and education, arts and health, the development of the creative economy) have been subject to individual initiatives, they have lacked a clear strategic context. All of them would benefit from closer relationships with relevant local authority departments. The consultation with the sector reveals trepidation over the future and a lack of understanding of how best to proceed. The key now is to act swiftly in response to the demonstrable financial threat. The Thrive initiative (and related investment) linked to ACESW RFO funding represents a crucial opportunity to grapple with these endemic problems.

2.2 Building blocks of a creative future 

Across the art forms, production is the weakest link in the creative chain - with particular challenges in the visual arts. Somerset’s lack of professional producing organisations lies behind the relatively low level of investment from ACESW compared with other parts of the region. The consideration of future options needs to place a commitment to production at the heart of its strategy. This is also where the impact of the creative economy will be most keenly felt. Local government, by contrast, naturally focuses on presented work and participatory programmes. It isn’t therefore surprising that presentation has been a major focus for the arts in Somerset. It both links local artists with local audiences and brings artists of quality into the county. Visual and media arts particularly feel the lack of dedicated presenting venues.

Participation is a real strength of the arts in Somerset. It forms the bedrock for informal community engagement and for arts in education. This isn’t just a question of amateur activity - though it has an important role at one end of the arts spectrum. There are professional artists specialising in participatory community practice – through Actiontrack for example. They have the ability to provide significant social return on public investment. Carnival and celebratory outdoor arts also sit comfortably under this heading. So too does the broad area of arts and young people’s creativity in a range of contexts stretching from youth theatre, through the youth justice system and into formal education.  

The arts development  function embraces activity ranging from providing advice about the use of a community venue for arts purposes to strategic advocacy at regional and national levels. The role reflects a mix of information, networking, communication, advocacy, training and delivery. In Somerset the network of ADOs has tended to work at the local end of this spectrum. Although they have been (and remain) a valued part of the arts landscape, they have been constrained by lack of leverage and resources. Their role is an important area for consideration. So too is the lack of strategic leadership and advocacy at a more senior level. There is a link between the low level of non-arts public investment and the fact that no individual, organisation or agency is mandated to provide such leadership.

3. Issues and Implications

What does it all mean?
3.1 The need for change

The conclusion to be drawn from Sections 1 and 2 is that things can’t continue as they are. If the pressure on public spending filters through the current arrangements without strategic mediation, the county’s arts infrastructure may suffer unpredictable and damaging losses as the stakeholder partnership defaults to the defence of institutional interest. The arts funding system saw the impact of an “equal misery for all” approach in the 80s and 90s. It would be a failure of nerve to approach the need for public retrenchment through a “top slice” across the range of existing public investment. The arts constituency deserves better. The need for change isn’t just a response to short-term budgetary pressure. It provides an opportunity to engage with problems which have inhibited growth for years. For both these reasons (public finance imperatives and difficulties with the existing arrangements) we should consider new ways of doing things. Crucially they must be strategic, intelligent and, where possible, evidence-based. They will not all command consensus across the arts constituency. 

3.2 Strategic drivers for public investment in arts and culture

No strategy exists setting out the “agreed purposes” of public investment in the arts in Somerset. Its primary objective would be to provide the foundations for future partnership integrating public investment of all kinds. To do so it needs to be “signed-up” to by both tiers of local government and ACESW. It also needs to engage the arts constituency in the drafting process. The resources used to achieve the agreed purposes would embrace dedicated grant aid (capital, revenue and project specific), local authority staff, directly operated facilities and non-arts public funding. In 2009/10 they total more than £2m. 

Impact-driven accountability is a central plank of public investment for public benefit. The ad hoc nature of arts funding in Somerset over the last decade has made this difficult. We need to specify more clearly the “outcomes” through which success will be measured. They should be built into strategic planning from first principles. They need to embrace appropriate soft indicators reflecting social impact as well as hard indicators reflecting volume. It seems logical that there should be a direct link with the “agreed purposes” so that there is a clear relationship between strategic objectives, identified resources and specified outcomes.

Stakeholders don’t start from the same position, aren’t subject to the same pressures and don’t necessarily seek the same outcomes. If the partnership is to be robust it must acknowledge these differences and build them into the process. It seems perfectly possible to set out distinctive roles for the County, the Districts and ACESW within the partnership as well as the purposes they hold in common. It would be helpful to do so in a way which can then drive investment decisions with greater clarity.

There will be an underlying fault-line in any analysis which is stakeholder-driven without constituency engagement. Beneath the need for pragmatism in response to pressure on public finance lies the “real-world” impact on people and organisations. If we are to grapple with change in an evolving landscape we must have a process which acknowledges and responds to this impact. The harsh fact is that jobs may be lost and much-loved local assets threatened by the removal or reallocation of public funding. There should be an expectation that the wider constituency will rally in defence of perceived threat and that individual organisations will fight for their survival. If cuts are to be made, a transparent protocol for “strategic disinvestment” should acknowledge and respond to these concerns. 

At the heart of this piece of work is the desire to understand what constitutes a “reasonable” and “sustainable” arts infrastructure for Somerset. The desire reflects the sense that the arts in Somerset have somehow been “structurally disadvantaged” over a long period – which, though it may be true, isn’t a fruitful argument under the current circumstances. It is nonetheless important to articulate a “base-line” aspiration against which to measure current circumstances and future opportunities. As well as helping us see where we are, it provides the basis for a “vision-driven” future while allowing better decisions to be taken about how cuts might be made over the next period without critically damaging the infrastructure.

3.3 Delivery mechanisms to maximise public benefit

A recurring theme from the consultation is the perceived lack of strategic leadership and high level advocacy for the arts in Somerset. The difficulty in attracting significant investment from non-arts public sources (including other local authority budgets) is a related problem. No individual or organisation has the authority to speak for the sector, coordinate its strategic development and manage the complex network of relationships. A preferred mechanism for Somerset needs to be further discussed. It could form a unit within the County Council or it could be an independent agency with broader stakeholder support. It could be a time-dated post working to a dedicated task group. The need for quick action is likely to be the key.

The proposition for a Creative Industries Unit to subsume responsibility for the arts in the County emerged in 2006 from DCMS-sponsored Somerset Pathfinder status. Although the idea struggled to command full support from either SAP or the Districts, a subsequent consultancy lead to the Cultural Forum and related Cultural Executive. For several reasons, it appears to have been a problematic initiative. Nobody we spoke to feels the arrangement works well. It follows that a renewed stakeholder partnership should investigate a smaller, perhaps more senior group working to a specified development brief in a set timetable. The group should determine an appropriate long-term strategy and monitor its implementation.

The term “Key Strategic Organisation” is used in Somerset to describe organisations which are in receipt of recurring funding from the County and more than one District. There is no agreed definition setting out their characteristics or specifying their responsibilities. ACE uses a parallel term (“Regularly Funded Organisation”) for organisations receiving what used to be called core funding. It has come to be seen as a desirable stamp of authority as well as the route to reliable and predictable annual funding around which to plan for future programmes. It would be helpful if there were a clear statement from all stakeholders describing how and why these organisations are “key” and “strategic”. The nature of their appropriate funding partnership would then have firmer foundations. 

There are implications for SAP, for Thrive and for the wider arts constituency. Thrive began in different times. Two years ago there was no sense of the looming economic crisis or the resulting public service financial melt-down that lay in store. Under the circumstances its chosen approach (building consensus through collaborative process in an expanding universe) was understandable. The balance of the Thrive resources and related processes now need to acknowledge and engage with the changes set out in Section 1. There are implications for the way in which the initiative now proceeds to its conclusion. ACESW sees its Thrive investment as being in pursuit of a sustainable arts infrastructure rather than the maintenance of SAP as an entity in perpetuity. Now is the time to demonstrate what that might mean in practice.
4. Future Scenarios

What might we do in the future?

4.1 The impact of different investment decisions

Sections 1 and 2 suggest that the arts sector has never benefited from a level of investment designed to maximise its impact rather than simply maintain its survival. While the issues raised in Section 3 have the capacity to improve the situation, they don’t, in themselves, address the potential of the arts in Somerset to generate a full range of economic and social impacts. Although it is unlikely that this position will be achievable in the near future, it is important to place a marker for the “optimum level of achievable ambition”. The arts have the continuing capacity to deliver against the policy objectives of both tiers of local government as well as ACESW. Aside from their “innate value”, they do so in ways which provide strong “value for money” while engaging with target constituencies and achieving corporate objectives through their “instrumental impact”. In considering future scenarios at a time of financial constraint, it is important not to lose sight of the continuing case for investment. 
The reality is likely to be that all sources of public funding will look for economies over the coming period – especially in 2011/12 and 2012/13. 10% cuts would be painful but probably manageable with relatively limited impact on sectoral sustainability. It would be feasible to examine different approaches which could manage the process with minimum damage. There would be an expectation that individual organisations would seek internal economies or identify new sources of income in evolving financial models. The scale and extent of the social and economic impact would therefore probably not be enormous. 20% cuts (removing one pound in five) become trickier. If the cuts were applied across the board then a number of building-based organisations would face challenging circumstances. The pressure to cut costs and to raise income from new sources would be more severe. The boards of some independent organisations may no longer be able to balance their budgets and would need to consider their position. 30% cuts would undermine the stability of the existing professional arts infrastructure. The “critical mass” on which the sector depends could diminish to the point at which it unravels. The survival of organisations would be directly threatened – especially building-based organisations with their increasing premises-related cost base. The ability to retain a decent proportion of expenditure for produced, presented and participatory programmes would diminish. There would be a direct impact on the outcomes on which public benefit depends. Economic and social impact would be significant and immediate. 
4.2 Guiding principles for the development of the arts in Somerset

There is no suggestion that cuts would or should simply be imposed across the board. There may be a range of approaches which will have winners and losers as well as delivering the necessary cuts. Each of the propositions outlined below need to be “measured” against their capacity to achieve desired results. These criteria should allow a reasoned assessment of their impact and therefore of their desirability. They become the “guiding principles” for a strategic approach to the arts in Somerset. 

4.3 Future options and their implications

A number of future scenarios then need to be tested against these guiding principles. More work needs to be done to articulate their substance and demonstrate their impact. They aren’t mutually exclusive. It may be that a preferred solution contains elements from different scenarios. The task is to defend the existing infrastructure during a period of public expenditure constraint so that subsequent re-investment can be based on firmer foundations with greater strategic intent. This section forms the basis for further discussion. The five scenarios considered in the Phase One report are:

· An integrated strategic approach to culture 

· Fewer, better-resourced Key Strategic Organisations

· Increased professional production and artist development

· Enhanced community delivery and engaged participation

· Improved strategic development and leadership
5. A Programme of Managed Change

How might we get there?

If change within the arts in Somerset is both unavoidable and desirable, a suitable mechanism for managing it is urgently needed. Designing a critical planning path which meets the needs of both stakeholders and the arts constituency is the first step. In the absence of such a path, change will be difficult, divisive and damaging. Having been designed, the programme’s implementation could become a mechanism for bringing the stakeholders and the constituency into a mutually fruitful process. 

A programme of managed change requires a small, senior, time-dated and mandated group both to oversee its design and manage its implementation. It should contain the most senior officers possible from the three key stakeholders (SCC, District Councils and ACESW) plus representatives of the arts constituency. The difficulties faced by sector representatives in this situation should be acknowledged. They face problems of perception if their organisations end up as beneficiaries of the process. They may also struggle if they are called on to defend the positions of those who may be at risk of losing their funding. The Steering Group for this strategic overview (perhaps augmented by an additional District representative) is well placed to carry the process forward. 

1 Key Assumptions for Phase Two

This section summarises the key assumptions taken forward from the Phase One report and discussed at the workshops. There is one above all other. A recurring theme through Phase One and the workshops has been the need for an agreed strategy within which to frame stakeholder decisions. It follows the logic of the central message from the Phase One report: “The conclusion to be drawn…is that things can’t continue as they are. Even if it could be afforded, the status quo simply isn’t an option. If the pressure on public spending filters through the current arrangements without strategic mediation the county’s arts infrastructure may suffer unpredictable but damaging losses and the stakeholder partnership could default to the defence of institutional interest.”
The extent to which Somerset should be considered a rural county (requiring a rural arts development model) was also a key area for discussion in the workshops. Arts development in the county has tended to start from the presumption of rurality. The demographic implications of the Regional Spatial Strategy mean that this isn’t necessarily the case compared with, for example, Cornwall – where 73% of the population live in small scale rural communities and the largest towns have a population of only around 20,000. The planned rate of growth in Taunton and the M5 corridor in the West and in Yeovil and its hinterland in the East combine with the pattern of market towns to suggest significant urban densities by 2015. Somerset will increasingly be characterised as an urban/rural hybrid which will be reflected in its economic and social base. Options considered in Section 3 assume that arts provision should reflect this emerging reality - with a focus of physical facilities in population centres balanced by appropriate provision in smaller market towns and rural communities. 

The SAP workshops revealed an understandable tendency to seek arguments that might make the funding threat go away rather than to respond to its acknowledged presence. The feeling was that if the arguments for public investment could only be marshalled in the right way then an under-valued and under-resourced sector would be better understood and enhanced funding made available. Before proposing a strategy and examining the implications for delivery, the Steering Group therefore needs to revisit the assumptions to which the stakeholders must now respond and acknowledge their implications. 

The logic drawn from Phase One is straightforward:

· County and District Councils all need to reduce their investment in the arts

· The nature and extent of the necessary cuts isn’t yet fully clear

· Over the coming period, they are likely to move towards the commissioning of services and away from grant aid

· This situation will affect budgets for at least the next three years

· ACESW also faces the likelihood of fewer resources from the 2010 CSR

· Its prognosis for the next three years also anticipates fewer RFOs and may involve moving to a completely different funding structure

· It is better for everybody if the stakeholders act collectively rather than separately 

· Strategic change is preferable to “top-slicing” existing arrangements  

· A common strategy for the arts in Somerset offers the best chance for sustaining the stakeholder partnership through a difficult period of financial constraint

· Cuts cannot be made without damaging some existing recipients of arts funding

· Affected organisations should be supported as they seek different financial models

· An agreed and transparent “protocol for disinvestment” needs to be applied within a programme of managed change

The strategy proposed in Section 2 and the options considered in Section 3 assume that this is the logic that will drive decision-making. The stakeholders collectively reinforced this understanding at the steering group meeting on 17 December 2009 and the stakeholders’ meeting on 19 January 2010. It is therefore the starting point for this Phase Two report.

2 A Strategy for the Arts in Somerset

What could the arts in Somerset achieve and how should they do it?

The strategy for the arts in Somerset makes an implicit case for sustained public involvement based on the public benefit it is demonstrably capable of providing. The central assumption is that, after a period of constraint on public finances, it will, once more, be possible to make a service and business case for increased investment. Such a case must both take pragmatic account of short-term realities and reflect the wider public planning context.

With this in mind the strategy focuses on six elements:

· Specified roles within the stakeholder partnership

· Guiding principles through which the strategy will be developed and delivered

· A long-term strategic vision for the arts in Somerset

· Five year strategic aims which focus the vision in a specified planning horizon

· Three year SMART objectives for each aim through which to monitor success

· An action plan through which to implement a programme of managed change 

2.1 Specified Stakeholder Roles

The Phase One report points out: “Stakeholders don’t start from the same position, aren’t subject to the same pressures and don’t necessarily seek the same outcomes. If the partnership is to be robust it must acknowledge these differences and build them into the process. It seems perfectly possible to set out distinctive roles for the County, the Districts and ACESW within the partnership as well as the purposes they hold in common. It would be helpful to do so in a way which can then drive investment decisions with greater clarity.”
This section suggests what these distinctive roles might be. It therefore clarifies how and why a particular stakeholder might support a particular organisation. The principles that bind the partnership together and drive the strategy are then set out in section 2.2.

Somerset County Council

In 2009/10 SCC invests a total of £318k in the arts. Within this figure (for historical rather than strategic reasons) it supports 10 KSOs with total funding support of £237k – an average of £23.7k each. It also employs creative economy development staff. If we were to move to four, five or six KSOs (see section 3) the implication is that four, five or six organisations would lose their KSO status and the county funding that goes with it. Of these, some may be supported for different reasons than they are now in new Service Level Agreements. By implication this would free up resources for application to new arrangements, to be taken as savings by the County or in some combination of the two. 

SCC faces significant budgetary pressure over (at least) the next three years. It must also collaborate within two-tier local government arrangements and respond to the political imperatives of a new administration. To make strategic sense of this situation SCC could move to a position where it chooses to support a smaller number of KSOs which:

· provide genuinely county-wide services or facilities

· focus their services on the people of Somerset

· are strategic in their intent, their approach and their programmes

· have enough “critical mass” to provide significant social, cultural and economic return

· attract support from ACESW and other stakeholders 

· are committed to working through partnership

· extend the “trickle down” impact of investment by acting as the focal point for a wider range of organisations

District Councils

Between them, in 2009/10 the five District Councils invest a total of £866k in the arts in a combination of grant aid, dedicated arts posts and directly operated facility. They also support a contracting network of ADO posts. At £279k, SSDC’s net support for the Octagon Theatre in Yeovil represents, by a distance, the most significant stakeholder investment in a single arts facility or service in Somerset. It is also the only one to benefit from a capital development programme. Other Districts provide significant support for their main venues and (sometimes) smaller amounts for smaller venues. At £35k WSDC makes the lowest contribution through the innovative and cost-effective ArtsLIFE approach to rural arts development. Though they may support county-wide agencies which deliver services in their area, the Districts focus on organisations working at a local level. 

All the Districts face significant budgetary constraints over (at least) the next three years. They must also respond to a duty to collaborate within two-tier-local government as well as respond to their own political imperatives. To make strategic sense of this situation the Districts could move to a position where they choose to support arts organisations which:

· form part of a local pattern of devolved provision

· provide services for people living within the District

· are resourced as KSOs by ACESW and SCC to provide county-wide services but which also deliver specified local services

Arts Council England South West

In the current year, ACESW invests £850k in the arts in Somerset. In 2009/10 it supports four Somerset RFOs with a total of £274k. This year ACESW provides a further £209k through Thrive and £160k through RFO support for designated posts and projects. The former is a finite initiative; the latter is in the second year of a three year agreement. It will presumably be subject to renewal in the context of a review of the RFO portfolio in 2010/11. The implication is that ACESW will re-align its client base if it re-focuses resources on a new set of RFOs. The possibility of a completely different funding structure from April 2011 cannot be ruled out. 
ACESW is unlikely to support organisations as RFOs which provide only local services. There will be a continuing focus on strategic impact and county-wide outcomes developed and delivered through partnerships. Other ACE funding streams (especially G4A) will remain open to application – though the application process will be consolidated into a national unit based in Manchester. The extent to which it is possible to use Thrive resources to support the programme of managed change is very significant. The move towards a strategic pattern of arts provision (in the interests of a sustainable arts infrastructure across Somerset) is heavily dependent on it.

ACESW is in the middle of an organisational restructure scheduled for completion in March 2010. It seeks savings of some £6.4m with more than 200 posts being made redundant. Although at this point the implications for policy and process remain unclear, two things are likely. First, the post-election CSR may result in a diminished Treasury settlement for the three years from  2011/12 with an impact on the resources available for the next round of RFO funding agreements. Second, this will be accompanied by a review of the RFO portfolio with a focus on fewer, better-resourced RFOs. 

Against this background, ACESW will a deliver a regional response to national policy set in London. It will also propose specific priorities for Somerset. Based on current knowledge, and following the workshop, the are likely to:

· develop new and enhanced production resources 

· improve the quality of produced, presented and participatory arts practice

· build on the strong tradition of participatory community work 

· use Thrive’s collaborative approach as the basis for future development 

· continue to support rural touring and rural arts development

· lever significantly more non-arts funding into the sector

2.2 Guiding Principles

These “guiding principles” suggest how a strategy for the arts in Somerset might be achieved. They reflect the discussion in the workshops and provide an approach to the five-year strategic aims set out in section 2.4. They are also a “statement of values” summarising how the arts might function in a dynamic and flexible strategy. 

With this in mind, the strategic vision should:

· promote the principle and practice of public investment in the arts

· command support from public stakeholders and the arts constituency

· respond to what is distinctive about Somerset and its communities 

· reflect the County’s geographic, demographic, social and economic nature

· support a balance across creative forms while embracing cross-discipline initiatives

· encourage and expect flexibility, openness, porosity and collaboration

· build on strengths and respond to weaknesses

· reward success rather than mitigate the impact of failure

· look to the future rather than enshrine the past in current practice

· attract more non-arts public investment in creative enterprise of all kinds

· increase the proportion of public investment that finds its way to the art

· maximise strategic leadership, intervention and action

· keep bureaucratic process to a minimum consistent with public accountability

2.3 Long-term Vision 

Using a broad brush, this section paints a “high-level” picture of a thriving art-driven creative economy in Somerset in ten years time. It assumes that, even though the next three years will be tough, in the longer term a more favourable economic climate will allow the social, cultural and economic arguments for public investment in the arts to attract a level of funding which maximises their impact rather than simply maintains their survival. Although these are difficult times, we must look to a positive future. Somerset will be weakened if its long-term creative ambition is sacrificed on the altar of short-term financial problems. A county in which the urgent takes precedence over the important risks permanent second division status. To ensure this doesn’t happen we need to articulate and press the vision for a creative future of ambition. It starts from the proposition that the arts have the capacity to deliver against the policy aspirations of both central and local government. Aside from their “innate value”, they do so in ways which provide excellent “value for money” by engaging with key target constituencies and achieving corporate objectives through their “instrumental impact”.

Why are the arts important to Somerset?

The desire to understand, to explain and to influence has always defined our culture. It takes many forms: science, medicine, technology and the creative arts are all driven by a human instinct to make better sense of an improving world. It is a distinguishing characteristic of the species. It places some kind of order on apparent chaos. It unlocks individual potential. It lies at the heart of our economic base, of our ability to educate and of our capacity to build sustainable communities. Of all these, the creative arts have the ability to represent the best we have it in us to be. In a nut-shell, this is why they are important to Somerset. They bring together the “totality of place” on which the County’s future depends.
Place-making and the “specificity” of a thriving Somerset

In ten years time, the arts and creative industries will provide the glue which binds together Somerset’s communities and the images which show the world what makes the county special. From the major population centres in Taunton, Bridgwater and Yeovil to the market towns of Minehead, Wells and Frome (and the dozens of smaller communities in between) a network of high-quality produced, presented and participatory activity will demonstrate why people choose to make their lives in Somerset. The best artists will come to Somerset to work collaboratively with the County’s own emerging creative talent. Young artists will construct sustainable working lives in the County. Mixing the best of urban and rural living, the communities in which they live will acknowledge that there is more to sustainability than economic prosperity. The creative economy will lead the way as new kinds of post-manufacturing jobs respond to changing patterns of work and play. Visitors will choose to spend their time and their money in Somerset. The relocation choice of in-bound companies will reflect the vibrancy of the quality of life. The creativity of children and young people will  be unlocked in the interests of their futures and of the communities from which they come.

Professional arts: making, showing and joining in

Professional arts practice will lead the way in showing what can be achieved. Key areas of activity will be prioritised and developed. They will embrace the full range of creative activity as they raise the game in terms of quality, range and ambition. This aspiration will be reflected both in KSO Service Level Agreements and the development of appropriate facilities. Dynamic partnerships between Somerset creative practitioners and national and international collaborators will be established and flourishing. Significant artists will be brought into the county both to make work and to inspire local makers. Innovative professional engagement will lead participatory programmes which allow individuals to engage with their own creativity and communities to celebrate their collective talent. The profile of distinctive Somerset events (from Glastonbury Festival to Carnival) will be celebrated and built on. Creative entrepreneurs of all kinds will be welcomed, nurtured and supported.   

The creative economy

As we move ever further into a post-manufacturing world, products and services based on content, ideas, concepts, images and designs become ever more significant. According to the DCMS, in 2006, creative employment provided over 1.9 million jobs in the UK while creative exports contribute £11.4 billion to the balance of trade. Across the South West the creative industries are worth an annual £1 billion and employ 5% of the workforce. The way people earn their living in these industries is changing. The notion of a job for life in a big company is disappearing as freelance lifestyles become commonplace. More people work fluidly in small groups in which they change their employment relationships regularly. The role and function of “the professions” is shifting. So too is the nature of the urban centre and its relationship with a rural hinterland as work becomes less office-based and more flexible. The creative industries both feed off and generate these profound changes in our working culture. Many (but not all) make active use of new digital technologies. Rapid increases in high bandwidth connectivity over the next period will transform these industries and their impact on all our lives. The subsidised arts have a crucial role in kick-starting and sustaining this creative economy. In ten years time Somerset will have developed a distinctive engagement with it based on its assets, its location and its hybrid urban/rural demographic. The quality of life provided by creative communities and the natural environment will attract inbound investment in a sustainable economic cycle.

Sustainable communities and engaged citizens

The economic significance of the creative industries is beyond question – but there’s another side to the story. We are diminished if we make a world in which creativity has only financial value. Communities certainly require a sound economic base but other factors determine their sustainability. A sense of collective engagement and celebration of the public realm lies at their heart. The fragmentation of long-established communities and the isolation of individuals with no stake in a collective future drives the imperative for social inclusion. It also reinforces the sense that the plurality brought about by cultural diversity is an under-developed resource across the UK. Subsidised arts organisations are socially rather than commercially motivated. They play a crucial role in helping communities and individuals articulate their needs and aspirations. The arts have the capacity to provide a focus for community identity and for the engaged activity through which it is expressed. This is equally true at a local level and at the sub-regional level where larger, better-resourced organisations can link professional and community practice in a virtuous circle of aspiration and achievement. In ten years time, community programmes (based on participation as well as village hall promotions) across Somerset will have been developed through distinct strategies. They will draw on a core strengths including amateur activity, outdoor celebratory events and creative education initiatives. The expectation will be that local communities should be empowered to develop a sense of ownership – both of their local venues (perhaps including schools, libraries and community museums) and of the programmes through which they are animated. The social impact of the arts will have been increased exponentially. 

Children and young people

Through education, creativity empowers individuals. It is the central long-term component in developing the skills of the future generations. Only through education will the benefits of the creative industries extend to all Somerset’s people; only thus will they, in turn, maximise their personal contributions to the county within self-confident creative communities. Harnessing the creative energy of young people is the long-term key to Somerset’s prosperity. It is the children of those unable to afford the options  of independent schools who are most in need of creative opportunity. No Somerset child should grow to adulthood without the chance to test and develop the breadth and depth of his or her creative talent. Each one deserves help in conceiving and articulating a personal dream which raises collective ambition. Turning their dreams into reality through ladders of progression into sustainable working lives which build on this spark of creative energy isn’t easy - but over the next ten years it will be done. There is nothing more important with which the county could be engaged.

2.4 Five Year Strategic Aims

On its own a “vision” of ambition for the arts in Somerset sets out what might be done “if everything were for the best in the best of all possible worlds”. Sadly, we don’t live in such a world. As a long-term proposition it provides a navigational tool rather than a management plan. To have meaning, it needs to be grounded in a robust framework for delivery. 

In a planned environment there should be no “aims” without the means to achieve them and no actions which aren’t focused on specified “objectives”. To make sure it drives an integrated programme of strategic investment decisions, the vision for the Arts in Somerset is therefore best focused through six “high-level” strategic aims. They summarise what the public stakeholders are seeking as a “big picture” return on their investment. Not all stakeholders will have an equal interest in all six aims. 

Drawing on the workshops (and wider discussions) the implication is that over the next five years the arts in Somerset should aim to:

1. Improve the range and quality of professional arts production in Somerset

2. Respond with energy and flexibility to new and emerging creative practice

3. Provide the people of Somerset with access to work of quality and excellence

4. Increase involved participation in engaged communities across Somerset

5. Engage young people with their own creativity within and beyond formal education

6. Enhance the economic contribution from across Somerset’s creative economy

2.5 Three Year Operational Objectives

Each of the six strategic aims should be approached through three year objectives. They should be sufficiently SMART to provide a measure of the strategy’s success (or failure) as well as to provide an operational link between strategic vision and immediate action. Three year objectives should therefore be strategic, measurable, achievable, resourced and timetabled. They can them provide a framework for monitoring, evaluation and accountability. 

Although there isn’t enough time to engage with this level of detail in Phase Two, their development will be a key milestone in Section 4’s programme of managed change. 

Strategic Aim One

Improve the range and quality of professional arts production in Somerset

· SMART objective 1

· SMART objective 2…etc

Strategic Aim Two

Respond with energy and flexibility to new and emerging creative practice

· SMART objective 1

· SMART objective 2…etc

Strategic Aim Three

Provide the people of Somerset with access to work of quality and excellence

· SMART objective 1

· SMART objective 2…etc

Strategic Aim Four

Increase involved participation in engaged communities across the County

· SMART objective 1

· SMART objective 2…etc

Strategic Aim Five

Engage young people with their own creativity within and beyond formal education

· SMART objective 1

· SMART objective 2…etc
Strategic Aim Six

Enhance the economic contribution from across Somerset’s creative economy

· SMART objective 1

· SMART objective 2…etc

2.6 One Year Action Plan

A one year action plan running from April 2010 to deliver a programme of managed change is included in Section 4 of this report. The presumption is that 2010/11 will be a “transition year” (in which funding remains at current levels) but that strategic change will be implemented from April 2011. This presumption is dependent on local authorities being able to maintain the status quo for next year. They may not all be able to do so.

The key decisions on which the plan is based are set out in section 4.1. They include actions which will begin the process of moving towards an agreed vision (see 2.3) through six strategic aims (se 2.4) and related SMART objectives (see 2.5). 

In summary, the key milestones for the action plan focus on stakeholder agreement over:

· how to manage political realities which determine the key variables

· a vision of ambition for the arts in Somerset 

· the six strategic aims through which is expressed

· three year SMART objectives for each of the strategy’s six strategic aims

· the implications for the future funding of individual arts organisations

· budgetary parameters for 2010/11

· the linked ability to see 2010/11 as a transition year with status quo funding for KSOs

· budgetary parameters for the three years from 2011/12

· final setting of County and District budgets for 2010/11 and 2011/12

· completion of the ACESW review of its RFO portfolio

· ACESW agreement of future funding in Somerset from 2011/12

· an agreed sustainable pattern of KSOs with specified levels of support

· an agreed “protocol for KSO disinvestment” for any affected organisations

· the nature and extent of organisational support for a transition to new arrangements
3 Delivery Options

What are the implications for public investment?

This section proposes functional “building blocks” for a sustainable arts sector in the light of the proposed strategy and of funding realities. It sets out options for discussion, examines their implications and assesses different ways in which they might be brought about. Having agreed the broad strategy, this is where stakeholders’ decisions now need to focus. This section builds on ideas emerging from Phase One and discussed at the workshops. Their relevance to each of the six strategic aims is specified in bold italics. Not all of them will happen over night. Although they may not all be fully achieved (even in a three year period), they follow the agreed logic and set a “direction of travel” for the future. Secondary decisions can then “cluster” around an emerging strategic framework. 

There is an important point to make before engaging with the detail. The response to this scenario planning must be “owned” by the stakeholders and pragmatically rooted in the real world. That said, we don’t have the luxury of a blank sheet of paper. Holding a five year view (see sections 1.2 and 1.3) makes it possible to see where we are trying to get to. We nonetheless start with an existing set or organisations and structures operated by the people who are currently in post. A different way of doing things won’t come about just by describing it. The capacity of key individuals and organisations to embrace change combined with the stakeholders’ ability to provide strategic leadership will determine the outcome.

3.1 Key Strategic Organisations 

Proposition and implications

Phase One concluded that stakeholders all feel there should be fewer KSOs and that they should work to a clearer and more strategic brief. The SAP workshops were understandably nervous of this proposition – pointing out that much of the best work in the County resulted from the targeted application of relatively small sums. A sustained argument was made for independence, diversity and plurality rather than a more focused concentration of resources. It would therefore be helpful if the stakeholders were to confirm this position unequivocally. Having determined why they are both “key” and “strategic”, it seems logical that KSOs should draw support from the County and ACESW plus their home District (in the case of key creative facilities). They may also draw support from more than one District – assuming they play a county-wide strategic role which delivers services of value across all Districts. 
Working in partnership, a smaller number of facilities and agencies could drive the strategic development and delivery of produced, presented and participatory programmes across all the art forms and in all parts of Somerset. It therefore responds to all six strategic aims proposed in Section 2.4. It may be possible to meet this challenge with four, five or six KSOs - depending on the preferred approach to the strategic development function. If so, some existing KSO/RFOs would presumably lose their status and their county funding. Although it would be very helpful if the process shared a common logic, ACESW RFO support is unlikely to be resolved until the 2010/11 portfolio review. Retaining the additional ACESW RFO funding beyond 2010/11 and the ability to use the balance of ACE Thrive investment to drive a programme of managed change are significant variables in the ability to deliver a strategy of ambition in a period of declining public investment.

Several related points emerged from the Phase Two workshops:

· There is no exclusive relationship between KSO status and excellence

· Non-KSOs can still attract funding from a range of other sources 

· They can also aspire to excellence in their own right

· The Districts’ individual and collective ability to provide local support for organisations losing county or ACE funding is an important issue

· A smaller number of KSOs should maintain and develop the Thrive focus on collaboration – within and beyond SAP

What might newly designated KSOs do?

A smaller number of designated KSOs capable of commanding support from all three stakeholder groups should expect to:

· make a high-level contribution to the achievement of the strategic vision

· speak and act collectively on behalf of the wider arts constituency

· provide specified services and facilities on a county-wide basis

· be driven by a commitment to collaborate rather than control

· work with a sub-regional network of specified partners (venues and agencies)

· provide support for other arts organisations and artists

· respond to the distinctive nature of Somerset’s hybrid urban/rural population

· be resourced at a level to generate appropriate impact and outcomes

· work through a single Service Level Agreement linked to integrated monitoring

How might they be brought about?

Bringing this change about will require coordinated action from all stakeholders. They will need to determine:

· how many KSOs will provide county-wide support for the strategic vision

· the functions, programmes and relationships through which they will act

· how much annual KSO funding is achievable and appropriate in each case

· what the balance of support across the stakeholder partnership should be

· what an integrated funding agreement might look like and contain

· a transparent “protocol for disinvestment” for any organisations losing KSO status

· transitional support for such organisations as they develop new financial models

3.2 Creative Production Facilities

Proposition and implications

Phase One raised questions about the volume and quality of professional arts production in Somerset. This is not to undervalue the work undertaken by dedicated practitioners often working in difficult circumstances with limited resources. It also pointed to the demographic realities of the Regional Spatial Strategy as Somerset’s population increases in defined urban areas. This proposition reflects both as it responds to Strategic Aims One, Two and Three. It works in conjunction with proposals for art form development (section 3.3) and production investment (section 3.6).

The lack of appropriate facilities is a key constraint affecting produced and presented programmes across the art forms. Unfortunately, even if it were desirable, it simply isn’t financially feasible to provide a county-wide network of “creation centres” containing making and rehearsal spaces as well as the ability to present work of scale and ambition. It follows that the solution should embrace some kind of “hub and cluster” collaborative approach in which the “hub” functions as the designated KSO (resourced by SCC, ACESW and the “home” District) while the “cluster” is made up of venues or agencies seeking more local support while working closely with designated KSOs. The nature of the relationship between KSOs and the other organisations requires further debate.

If (as they should) these dedicated physical facilities are to function entrepreneurially in a mixed creative economy, then they have to be located within population centres that can provide the critical mass of audiences and participants to generate earned income at appropriate levels. The need to balance this with geographic access suggests that there should be two such creative production centres designated as KSOs and located, one each, in the east and west of the county. Were additional resources to be available a third such centre could be considered as a KSO. The implication is that some venues which are currently resourced by both SCC and ACESW would lose their KSO status and funding. It is also possible that organisations not currently resourced by either could benefit from new partnership arrangements. 

What might Creative Production KSOs do?

Two creative production centres designated as KSOs (and receiving financial support from SCC, ACESW and at least one District) would need to:

· display the characteristics of all KSOs as set out in section 3.1

· function at the centre of collaborative networks of artists, venues and agencies

· accept a responsibility to develop and coordinate these networks

· work collaboratively with each other 

· work collaboratively with art-form development KSOs to maximise their impact

· work collaboratively with the county strategic development function

· work in a cross-disciplinary way bringing together performing, visual and media arts

· support the strategic development function for the arts in Somerset

· provide production facilities for the making of quality professional work

· make those facilities accessible and available county-wide 

· bring presented programmes of scale and substance into the county 

· provide participatory programmes as a local venue with wider “reach”

· contribute to a central arts in Somerset web presence

How might they be brought about?

As a strategic aspiration this proposition isn’t going to happen overnight. Although there are options on which to build, no existing facilities are currently equipped to deliver the role in terms of structure, facilities, staff or business model. The proposition needs to be considered in the context of the strategic aims set out in Section 2.4 and then developed with an integrated approach to capital and revenue. In the current climate, it is unlikely that a new build option would be achievable even if it were desirable. That said, stakeholders now need to determine:

· whether the proposed “hub and cluster” network approach is the right one

· whether the principle of two such KSOs located in population centres is agreed

· if so, where they should be located?

· if any existing organisations are capable of being developed to play the hub role

· what other organisations might form the clustered network

· the preferred route to designated KSO status for creative production facilities:

· Stakeholders to appoint existing organisation 

· Existing organisations to be invited to tender

· Proposition to be put out to open tender

· what timescale and process is achievable for the development of the proposition

· what level of sustained revenue resource is available for the KSO operation of two creative production facilities

3.3 Art-form Development 

Proposition and implications

The need for specialist art-form skills, knowledge and experience was raised in different ways in a number of workshops. The strategy seeks an even-handed approach to the art form development across produced, presented and participatory programmes. It is therefore arguable there should be dedicated agencies resourced as KSOs to take responsibility for these aspects of delivery. They respond directly to the challenge of Strategic Aims One, Two, Three and Four as set out in section 2.4

There could be as many of these as the funding is available to support. In practice, the logic of fewer KSOs (combined with pressure on public finance) suggests it would be hard to make a case for more than two. One could focus on performance (with responsibility for music, dance and theatre) and the other on visual and media arts (with responsibility for visual arts, crafts, film and new media). In theory, it would be possible to locate either or both within one or other of the creative production facilities with a consequent saving of premises-related costs. It would also be possible to merge all art-form development into a single county-wide arts development agency as discussed in section 3.5. On balance the need for an even-handed county-wide approach suggests they would function better as two independent but complementary agencies located in different parts of the county. 

In each case they would be responsible for integrated produced, presented and participatory programmes. They would, of course, struggle to cover the delivery aspects of the breadth of programme implied by this remit. The expectation would be that they should plan and coordinate activity through collaborations with existing and emerging organisations. In conjunction with these partners and with support from the strategic development function (see section 3.4 below), they would be responsible for identifying and delivering new resources for these programmes and for maximising the impact of this new investment. 

Assuming they are established as independent agencies and KSOs, they would work closely with each other and with the two KSO-designated creative production facilities to provide the central driving force for the arts in Somerset. As such, at a minimum, they would expect to be funded by SCC, ACESW; ideally the Districts would also make a contribution. There are implications for agencies and organisations which already play a specialist role as KSOs – either on art-form basis or as organisations working in functional areas. If either County KSO or ACESW RFO funding is withdrawn, each of these will need to be supported in a move to a different financial model. It may be possible to ring-fence resources and use them within Service Level Agreements linked to defined outputs in specified areas. Some may look for support from other local authority departments; others may be resourced as deliverers through the art-form development KSOs. 

What might Art-Form Development KSOs do?

Two art-form development agencies designated as KSOs (and receiving financial support from SCC, ACESW and at least one District) would need to:

· display the characteristics of all KSOs as set out in section 3.1

· take responsibility for county-wide strategic development of specified art-forms

· coordinate integrated produced, presented and participatory programmes

· work collaboratively with other organisations and artists to deliver the programmes

· identify and deliver new resources for these programmes

· provide a Somerset-wide pattern of activity – in towns as well as villages

· ensure a vibrant and proactive engagement with rural arts development 

· work collaboratively with each other on cross-discipline initiatives

· work collaboratively with creative production centres to maximise their impact

· work collaboratively with the county strategic development function

· contribute to a central arts in Somerset web presence

· establish and nurture art-form specific development networks 

How might they be brought about?

Bringing this change about will require coordinated action from all stakeholders. They will need to determine:

· whether to support the principle of two KSOs with art form development responsibility

· if so, should they be independent agencies or integrated within designated KSO creative production centres?

· how much support might be available from different sources for their responsibilities?

· what an integrated funding agreement might look like and contain

· if there are existing organisations capable of discharging these functions

· the preferred mechanisms for identifying and designating the two KSOs:

· Stakeholders to appoint existing organisation 

· Existing organisations to be invited to tender

· Putting the proposition out to open tender

· what timescale and process is achievable for the development of the proposition

· what level of sustained revenue resource is available for the KSO operation of two art from development agencies

3.4 The Strategic Development Function

Proposition and implications

Reflecting its significance in the Phase One report, all the workshops spent time debating how best to approach the strategic development function. This is a separate issue from the local arts development function. It is the only proposition which integrates the response to all six Strategic Aims in Section 2.4. 

There is widespread agreement that Somerset has been disadvantaged by the lack of sustained strategic leadership across the cultural spectrum – with the arts feeling the impact acutely. No individual or agency has been mandated to speak authoritatively for the sector either within local government or at wider regional and national policy tables. Local authority ADOs have lacked the leverage or resources to engage with the issues at a senior level. The Thrive strategic “Field Officer” post is focused more on information gathering than on leadership. As a result Somerset hasn’t benefited from the level of non-arts public investment that has been seen nationally and in other parts of the South West. The task would have been easier during a period of expanding public expenditure (such as the arts have seen over the last 12 years) than it will be during the forthcoming period of contraction. There is nonetheless an argument that the strategic function is even more important when times are hard. The challenge is to articulate the task and to examine different ways of approaching it. The opportunity cost of doing nothing is considerable. 

The over-arching objective is to increase investment in the arts in Somerset and to maximise its social, cultural and economic impact. If resources weren’t an issue, the solution may be a county-wide Creative Development Unit (resourced by both local authorities and ACESW) to take responsibility for the range of functions outlined below as a fifth KSO. With experienced leadership and the right management location it could make an early impact on the total resource available for investment and thus mitigate the impact of the forthcoming cuts. Sadly, resources are an issue. We therefore also need to consider different and cheaper solutions. There are perhaps five options in addition to a plurally funded CDU to be considered: 

· Graft the responsibility onto the remit of an existing organisation 

· Add it to the brief of one of the four newly designated KSOs

· Appoint an experienced individual to a senior fixed-term post located at County Hall

· Expand the role of the existing ACESW-funded RFO/Thrive post

· Enhance the County’s existing in-house creative economy team

Feedback from the workshops suggests strategic and delivery functions should be kept separate – indeed there were serious concerns over potential conflict of interest if this were not the case. There were also mixed opinions among those at the SAP workshops about the value of applying a diminishing amount of available public investment to the strategic function. This was sometimes expressed as a desire to get the maximum funding to programmes combined with a scepticism that a new arrangement would succeed in its attempts to identify new resources. 

Although sometimes confused with strategic development, local arts development is a separate issue functioning at District level. Phase One pointed out the threat to the network of local authority Arts Development Officers. Dedicated post have been lost in Sedgemoor and Taunton Deane; those that survive are increasingly managed within economic development departments. There is a risk that the local arts development function that they have carried out for more than a decade could be lost through a restructuring or re-aligning of these posts. The Steering Group needs to consider the extent to which it values this function. The workshops were inconsistent in their response. Support for their commitment, local knowledge and ability to provide grass roots support was tempered by concerns that they lack the resources or leverage to make a real impact. They also have the capacity to provide valuable support for the venue network. Within the context of the arts strategy it is important not to lose sight of these positives.

What might a strategic development unit do?

Whatever the preferred approach, the strategic development of the arts in Somerset would be mandated and resourced to:

· provide high level strategic leadership for the sector

· lead on the development and implementation of the Somerset Arts Strategy

· take responsibility for implementing the programme of managed change

· function as a senior advocate for the arts in a range of contexts

· coordinate research-based knowledge in support of the arguments for culture

· coordinate and support the work of the four “delivery” KSOs

· coordinate and support the work of the stakeholder partnership

· coordinate and manage a proactive web presence for the arts in Somerset

· maximise public investment in the arts from other local authority budgets 

· deliver strategic funding into the county from regional and national sources

· manage the relationships necessary to an expanding mixed cultural economy

· develop the creative economy to reflect Somerset’s distinguishing characteristics

How might it be brought about?

Bringing this change about will require coordinated action from all stakeholders. They will need to determine whether to:

· support the principle of focusing resources on the strategic development function

· create a plurally funded CDU as an independent or “arms length” KSO

· give responsibility to an existing organisation or to one of the newly designated KSOs

· make a high-level fixed-term appointment to discharge the function 

· expand the remit of the Thrive RFO Strategic Field Officer post

· enhance the capacity of SCC’s in-house creative economy development team

· determine the continuing role and function of the surviving network of ADOs

3.5 A Somerset Arts Development Agency

Proposition and implications

Though it wasn’t unanimous, the stakeholders’ response to the draft version of this final report raised questions about the desire for clarity, the need to avoid duplication of expenditure and the desire to focus resources on “customers” rather than on “producers”. The concern is that the propositions in Sections 3.3 and 3.4 (with their implication of two or three KSOs) would be unlikely to bring about significant and radical change across the sector. There is also a strong desire to apply a greater proportion of public investment to arts programmes by reducing administrative- and premises-related costs.

A different approach in response to these concerns would be to consolidate the two art-form development KSOs and the strategic development function into a single independent Arts Development Agency with responsibility for the strategic development of all art forms in all parts of the county. The argument is that this would provide a single point of contact for all those with an interest in arts development across Somerset. In this sense the full range of “customers” would include artists, audiences and participants as well as third party funders and independent arts organisations. At the same time as seeking economies of scale across “back-office” functions (funding agreements, administration, payroll, HR, financial management, marketing etc) it would significantly reduce the rental and operating costs of two/three separate organisations. There would of course be even greater savings in premises-related costs if the single agency were located in one of the proposed creative production facilities. If these efficiency savings  were pursued rigorously and retained within the sector, they could conceivably make significant sums available for investment in arts programmes. The agency would also seek to increase third party funding from non-arts sources. The delivery of these enhanced programmes would be managed in partnership with a range of existing and emerging organisations – thus providing a “trickle-down” effect on the volume of activity across the county.

The proposition suggests that the single agency would be funded as a KSO by SCC, ACESW and all five District Councils and that other existing KSOs would seek resources at a local level within a different financial model. Some existing organisations may not survive under these circumstances. The implication is that the single agency would discharge all the functions set out for the larger number of art-form and strategic KSOs described in sections 3.3 and 3.4. There are complex issues to be considered relating to art-form expertise and contacts as well as the strengths of an independent, diverse and plurally funded arts sector in a county as geographically “stretched” as Somerset.

What would a Somerset Arts Development Agency do?

Assuming these concerns can be resolved, a single Somerset Arts Development Agency would need to:

· display the characteristics of all KSOs as set out in section 3.1

· take responsibility for county-wide strategic development of all art-forms

· plan and coordinate integrated produced, presented and participatory programmes across all art forms

· work collaboratively with other organisations and artists to deliver the programmes

· identify and deliver new resources for these programmes

· establish and nurture art-form specific development networks 

· enable a Somerset-wide pattern of activity – in towns as well as villages

· work collaboratively with creative production centres to maximise their impact

· provide high level strategic leadership for the sector

· lead on the development and implementation of the Somerset Arts Strategy

· function as a senior advocate for the arts in a range of contexts

· coordinate research-based knowledge in support of the arguments for culture

· coordinate and support the work of the stakeholder partnership

· coordinate and manage a proactive web presence for the arts in Somerset

· maximise public investment in the arts from other local authority budgets 

· deliver strategic funding into the county from regional and national sources

· manage the complex relationships necessary to an expanding mixed cultural economy

· develop the creative economy to reflect Somerset’s distinguishing characteristics

How might it be brought about?

Bringing this change about will require coordinated action from all stakeholders. They will need to determine:

· whether to support the principle of a single arts development agency for Somerset

· if so, should it be located within designated KSO creative production centres?

· how much support might be available from different sources for its responsibilities

· if there are existing organisations capable of discharging these functions within a consortium approach

· what timescale and process is achievable for the development of the proposition

· what level of sustained revenue resource is available for the KSO operation of two art from development agencies

· if ACESW, SCC and all six Districts would be prepared to fund it

· what an integrated funding agreement might look like and contain

· the preferred mechanisms for establishing a single arts development agency:

· Stakeholders to appoint existing organisation 

· Existing organisations to be invited to tender

· Putting the proposition out to open tender

· Designing something from scratch
3.6 Production Development “Challenge” Fund

Proposition and implications

The amount and quality of professional production across the art forms in Somerset has been a recurring theme of Phase One and the workshops. To grapple with the problem at the same time as reducing public investment is inherently problematic. Section 2.4’s suggested Strategic Aims One, Two and Three are all affected by this dilemma. One proposition emerging from the workshops (and related discussions) focuses on the idea of a production investment fund to increase the proportion of total investment finding its way into the making of work. The argument is that, in addition to the small amount currently finding its way to production through KSO/RFO/Thrive investment, dedicated resources are needed to “kick-start” the role of “creative producers” across the county. 

In this sense, the producer function isn’t about “commissioning” artists to make work. It is about creating a mixed economy environment within which work is produced – including putting together investment packages to make production budgets work. It is also about the process of making the work available to an audience in ways which provide a potential income stream. This kind of producer model is widely used across film, TV and live performance. Theatre Bristol has successfully used a version of it in an urban development agency context. It is related to but different from the “curatorial” model which drives “production” in the contemporary visual arts.

There are a number of implications. Clearly this proposition requires resourcing from within a diminishing pot. Whatever the art-form, a “creative producer” working in this way is much helped if the partnership hook is baited. The ability to invest in a project can provide the momentum through which to attract other investors – from across the public sector and beyond. There are a number of ways it might work. First and foremost, the “challenge” aspect is important. The production fund shouldn’t function as a commissioning pot meeting all (or even most) of a project’s costs. There should be an expectation that it will lever additional funds – from ACE’s G4A programme or from a range of other sources. 

The fund could be held by the two art form development agencies, by the creative production facilities, by a single arts development agency or by some combination of all these. It could also be “held” by an independent third party of some kind. It could be managed by the KSOs or (preferably) bid into through an open process by artists, production companies, organisations and partnerships. In this sense it could build on the lessons of Thrive’s Stage One collaborative approach. It could operate a “light touch” process in which small amounts are made available for “production development” on the basis of a simple pitch - with more investment once the project has reached the critical mass to move into full production. This would be the point at which the full green light is given.

What would a production development “challenge” fund do?

If the Steering Group feels this is a persuasive proposition, a production development “challenge” fund for the arts in Somerset should expect to:

· increase the range and quality of professional production in Somerset

· encourage collaboration and partnership

· maximise the use of the two creative production KSOs

· provide the art-form-development KSOs with fuel

· hold out production possibilities to non-KSO creative organisations

· lever additional investment to maximise the volume of production

· work across the art forms (music, dance, theatre, visual and media arts)

· build on the lessons of the Thrive initiative

· design and operate a “light-touch” approach to application and monitoring

· bring creative talent to work in the County

· provide opportunities for local creative talent to work in Somerset

· increase the number of young creative producers in the county

How might it be brought about?

Bringing this change about will require coordinated action from all stakeholders. They will need to seek answers to a number of questions:

· How would the fund be managed? 

· How large would it need to be to have an impact? 

· Where will the money come from?

· Could it be resourced within the envelope of re-allocated KSO funding? 

· Might it be possible to test the approach with the balance of the Thrive resources?

· How might it work effectively across all the art-forms? 

· How much work should it expect to generate each year 

· What level of investment “gearing” might the fund look to generate? 

· Might it be possible to extend the model into participatory programmes? 

This would be an innovative approach to the challenge of increasing the range and quality of produced work across the art forms in a county with a limited history of production. It may be that a time-dated task group should investigate the options and answer the questions raised above. The task could alternatively be added to the strategic development function. 

3.7 The Venue Network

Proposition and implications

If, in addition to the strategic development function, the preferred way forward is for two (or more) building-based KSOs acting as physical creation centres plus two art form development KSOs and a production challenge fund, we need to consider the implications for venues which no longer maintain KSO/RFO status. This is equally the case if the single arts development agency is the preferred route.

It is a “given” that Somerset requires a range of facilities in which to provide presented and participatory programmes. It lies at the heart of the ability to meet Strategic Aims Four and Five proposed in Section 2.4. At the heart of their local communities, these venues cover a range of scales, locations, art forms and governance structures. Some will sustain a small professional staff; most will be firmly rooted in the voluntary commitment of community-based support. Flexible multi-use community venues at the smaller scale have there own opportunities and challenges. So too do dedicated performance spaces, visual arts and crafts centres and larger multi-discipline centres. The David Hall in South Petherton demonstrates what can be achieved by engaged local communities. Whatever their scale, the network of local and sub-regional venues will need to know where and how to look for programme support within the designated KSO art form development infrastructure.

To a greater or lesser extent in different parts of the County, the dispersed venue network already exists – although with a strong emphasis on performance. It seems logical that venues which don’t provide county-wide strategic services should develop business models which seek support locally. By implication this means the loss of SCC and ACESW investment. It is hard to see how the county arts budget can respond financially to the full range of local and sub-regional venues. ACESW has no history of such support and is unlikely to engage with in the future. The response of District and Town Councils is therefore a key determinant of what might be possible. For larger venues this may involve a re-negotiated commitment from partnerships in the formal education centre. This will not be easy and may require transitional support for individual organisations.

What would the non-KSO venue network do?

The “non-KSO” venue network would need to:

· provide local access to presented and participatory programmes

· be supported during and beyond a period of transition

· develop a financial model rooted in local community support

· sustain and develop historical relationships with the education sector

· seek financial support from District and Town Councils

· negotiate a clear patter of relationships within the “hub and cluster” network 

· work closely with the designated art form development KSOs

How might it be brought about?

See the final paragraph of “proposition and implications” section above. 

3.8 Children and Young People Creative Arts Initiative

Proposition and implications

A strong thread links the stakeholders in their policy commitment to increase opportunities for children and young people to engage with the arts both within and beyond formal education. It is reflected in Strategic Aims Four and Five. The Phase One report sums things up: Arts and education is a dense and crowded area. Over the last few years, a series of initiatives have been grafted onto the continuing move away from LEA arts advisory services towards devolved school budgets. The result has been a crowded landscape occupied by a combination of ACE-driven schemes (notably Creative Partnerships and the Arts Education Partnerships) and the move to a County “Children and Young People’s Directorate” with a more broadly based responsibility ranging across schools and social services. This is a complex proposition. It remains to be seen how, and to what extent, the Directorate will seek to integrate young people’s creativity across a number of active programmes within its broad commitment to a “universal cultural offer”.

In terms of the general commitment to participatory programmes and of the specialist commitment to children and young people there is a strong argument for a dedicated agency to develop this important area. The existence of the CYP Directorate combined with SPAEDA’s ability to work with professional artists in a SAP context suggests distinct possibilities. The Phase One report suggests that, for all its achievements, the fragility of SPAEDA’s financial model may inhibit its current capacity to respond to the scale of the opportunity. It is hard to see how this will cease to be the case while it is funded from arts budgets rather than education and CYP budgets. Current discussions around the future of Somerset Music (whose work with young people and its significant related resources aren’t included in Phase One’s analysis) introduce another element to the mix. It would certainly be a distinct advantage to bring all forms of public investment in young people and the creative arts into a single strategy for the arts in Somerset.

There are (at least) three ways of responding:

· The first would be to develop and resource a KSO maintaining independent governance with a plural funding base (including ACESW and SCC) but with additional resources from the CYP Directorate. There would need to be a review of its role and function to ensure a strategic fit with other arts organisations - KSO and non-KSO; SAP and non-SAP. It would also ensure a close engagement with the full range of CYP initiatives and other participatory programmes focusing on young people. 

· The second would be to develop a Children and Young People’s Creative Development Unit within the Directorate working to a formal education and participatory brief. It could extend links between wider professional arts practice and schools as well as engage with young people’s creativity in a full range of social contexts.  The implication is that it may no longer receive SCC arts funding – through ACESW could presumably choose to maintain an involvement. 

· A Third option would be to determine a brief for its functions and put it out to tender to a third party organisation for delivery through a Service Level Agreement. 

There has, as yet, been no opportunity to discuss any of these options with the CYP Directorate, Their view (within a hard-pressed financial and management environment) is the crucial determinant. It would be helpful to seek an urgent meeting with senior staff at an early point. If they are unable or unwilling to respond, then the delivery of Strategic Aim Five will need to be reviewed from first principles. It may be that a time-dated task group should be established to investigate the options in more detail and reach a decision as to the preferred way forward. 

What would a CYP Creative Development Unit do?

Whether working as an independent KSO or as an integrated component in the CYP Directorate, a properly resourced CYP Creative Development Unit could:

· take the lead in delivering the strategy’s commitment to children and young people

· bring wider resources to bear within a single strategic framework

· increase access to the creative arts through formal education

· increase the reach and quality of participatory practice among young people

· extend the impact of professional arts practice within and beyond formal education

· harness young people’s creativity in the wider social interest

How might it be brought about?

Bringing this change about will require coordinated action with the CYP Directorate. It will need to seek answers to a number of questions:

· Is it desirable to bring the full range of creative practice with young people into a single strategic context?

· Does the Directorate have the will and the resources to engage more closely?

· What are the implications if it doesn’t?

· What might this mean for Somerset Music? 

· Which of the three development options is preferred in principle:

· Develop and resource an independent agency as a fifth KSO

· Develop a CYP Creative Development Unit within the Directorate

· Put the functions and services out to open tender

· Which is most likely to achievable in practice?

· How should we progress this area of activity?

3.9 SAP and Thrive

The last two sections focus on sectoral development mechanisms which are different in kind rather than degree from the options discussed above. This whole debate has implications for  SAP, for Thrive and for the wider arts constituency. The Phase One Report pointed out: “Thrive began in different times. Two years ago there was no sense of the looming economic crisis or the resulting public service financial melt down that lay in store. Under the circumstances its chosen approach (building consensus through collaborative process in an expanding universe) was understandable. The balance of the Thrive resources now need to acknowledge and engage with significant change. There are implications for the parallel organisational development process and for the way in which the initiative now proceeds to its conclusion.” 
As this suggests, the future of SAP itself is subject to a parallel process which needs to move to a clear conclusion as soon as possible. A report has proposed three options which remain to be resolved. Its findings are beyond the current brief but important to its satisfactory conclusion. There are also wider issues with the Thrive programme which need to be considered here. That Thrive has been predicated on collaboration has been both a strength and a weakness. The positives lie in collaboration, networking and mutual support; the weaknesses in process, delivery and focused decision-making. As a result there are a range of views as to its impact and effectiveness. The RFO-funded posts and initiatives with which it is intimately linked flow from this position. They focus on areas of common interest and concern which SAP’s members don’t have the resources to engage with “in-house” from within their own budgets. 

It would be foolish for the strategy and its implementation to ignore the lessons that have been learnt in this process. There could be much debate about whether or not the areas on which the posts concentrate are the right ones – others could have been chosen. What is important is the principle of posts working in defined development areas across a number of organisations. Although the posts haven’t yet been operating long enough to reach clear conclusions, they represent a significant “pilot project” which is up and running and resourced for a pre-determined period. Whatever happens to Thrive, it would be possible for this way of working to be assimilated by a smaller network of designated KSOs as part of the commitment to expanding their impact across non-KSO activity. As noted elsewhere, important decisions are implied for ACESW about the use of the balance of the Thrive investment and the maintenance of the related RFO investment beyond 2010/11. It is highly desirable that it should be aligned with an agreed arts strategy and used in the wider context of a re-invigorated stakeholder partnership.

3.10 Cultural Forum and Executive

The Phase One report raised issues about the Cultural Forum and Executive as the existing mechanism for sectoral development and stakeholder partnership. It noted that: “The proposition for a Creative Industries Unit to subsume responsibility for the arts in the County emerged in 2006…Although the idea struggled to command full support from either SAP or the Districts, a subsequent consultancy lead to the Cultural Forum and related Cultural Executive. For several reasons, it appears to have been a problematic initiative. Nobody we spoke to feels the arrangement works well. It follows that a renewed stakeholder partnership should investigate a smaller, perhaps more senior group working to a specified development brief in a set timetable. The group should determine the appropriate long-term strategy and monitor its implementation.”
The Steering Group will need to take a view as to the continuing usefulness of the Cultural Forum and Executive. It appears to be struggling to command support and suffers from erratic attendance across its broad constituency of portfolio holders, ADOs, senior officers and arts constituency representatives. As its stands, it isn’t equipped to develop and implement strategic change of the kind implied by this process. The stakeholders nonetheless require a mechanism through which to take decisions based on partnership and make them stick. It may be that the current Steering Group should take responsibility for managing the process over the forthcoming period while a preferred future option is agreed. 

4 A Programme of Managed Change

How will change happen?

4.1 Immediate Decisions

Phases One and Two of the Strategic Review and Scenario Planning have been research-based and consultative. The stakeholders now need to move into decision-making mode. At its meeting on Thursday 17 December 2009 the Steering Group debated and responded to:

· the assumptions driving this document as set out in Section 1

· the stakeholder roles set out in Section 2.1

· the strategy for the arts articulated in Section 2

· the delivery options presented in Section 3 

· decisions needed to draft Section 4’s Programme of Managed Change
· whether 2010/11 can stand as a transition year with stand-still funding to arts clients

· the budgetary assumptions to be applied to the following three years

Though the stakeholders reached agreement in principle about the general approach, further discussion was felt to be necessary before a clear and unanimous position could be put to the arts sector. It was felt to be particularly important that the change programme should be completed before this report is circulated more widely. Representatives from the arts constituency were understandably reluctant to accept the inevitability of public funding cuts. They also pointed out that any discussion of individual organisations placed them in an invidious position. Stakeholders readily acknowledged their difficulty. It was agreed that two meetings would be urgently convened in January 1010. The first (on Tuesday 19 January) would be limited to the public stakeholders, while the second (on Tuesday 26 January) would be a full meeting of the Steering Group. It was also agreed that, after the second meeting, this Phase Two final report would be finalised by the completion of Section 4 and circulated for comment to the wider SAP constituency. This circulation would mark the completion of the Phase Two Strategic Review and Scenario Planning.

4.2 Critical Planning Path

The Programme of Managed Change will then run in three further phases. The first (Phase One: February and March 2010) will nail down the variables affecting the second and third. The second (Phase Two: April 2010 to March 2011) will be conceived as a transition year in which current funding levels from ACESW and both tiers of locals government are sustained to the existing client base. The draft actions and milestones set out in this section make this assumption. If it turns out not to be possible we will move to an earlier time-frame driven by stakeholder agreement over the resources that will be available in 2010/11 and the difficult decisions that need to be taken in February and March 2010. The third (Phase Three: April 2011 to March 2014) will cover the implementation of the new strategy for the arts in Somerset from 2011/12 to 2013/14. 

Phase One

February and March 2010

February 2010

Actions, milestones, deadlines and responsibilities:

· Finalise local authority budget assumptions for 2010/2011

· Determine whether it is possible to maintain funding levels at status quo in 2010/11

· Agree consultative process with the wider arts constituency

· Agree specified stakeholder roles from 2011/12

· Reach stakeholder agreement over vision and strategic aims set out in Section 2

· Reach stakeholder agreement over preferred delivery options set out in Section 3

· Agree preferred approach to each proposition in Section 3

· Agree preferred approach to strategic arts development from 2010/11

· Engage portfolio holders and elected members with agreed strategy

· Engage senior local authority officers at Directors’ Regeneration Group

· Finalise and agree Phase Two of the Programme of Managed Change
March 2010

Actions, milestones, deadlines and responsibilities:

· Align ACESW Thrive/RFO investment with agreed strategy

· Agree preferred KSO framework from 2011/12

· Determine future role of Somerset Arts Promoters

· Develop three year SMART objectives for each strategic aim

·  “Populate” the options in Section 3 with specific organisations

· Design and implement a transparent process for “disinvestment”

· Determine how best to provide transitional support for any organisations affected

· Review the future of the Cultural Forum and Executive

· Agree the future of the Arts Development Officer network

· Determine arts funding decisions for 2011/12 within agreed budget parameters 

· Inform arts organisations of agreed stakeholder position following strategic review

Phase Two

April 2010 to March 2011

First Quarter: April, May, June 2010

Actions, milestones, deadlines and responsibilities:

· ACESW review of RFO portfolio and other funding structures

· Establish task group to review Children and Young People Creative Arts Initiative 

· To be completed after meetings on 19 and 26 January
Second Quarter: July, August, September 2010

Actions, milestones, deadlines and responsibilities:

· ACESW review of RFO portfolio and other funding structures

· To be completed after meetings on 19 and 26 January

Third Quarter: October, November, December 2010

Actions, milestones, deadlines and responsibilities:

· ACESW decision on funding agreements from 2011/12

· Finalise and agree Phase Three of the Programme of Managed Change
· To be completed after meetings on 19 and 26 January
Fourth Quarter: January, February, March 2011

Actions, milestones, deadlines and responsibilities:

· Three year local authority budget assumptions for 2011/12 to 2013/14

· To be completed after meetings on 19 and 26 January
Phase Three

April 2011 to March 2014

Year One: 2011/12

Year Two: 2012/13

Year Three: 2013/14

Appendix A: Phase Two Workshops and Participants

Somerset Arts Promoters 1

Bridgwater, Friday 13 November 2009

Somerset Arts Promoters 2

Langport, Friday 20 November 2009

Local Authority Staff

Taunton, Monday 23 November 2009

Arts Council England South West

Bristol, Friday 27 November 2009

Somerset Arts Promoters 3

Ilminster, Monday 30 November 2009

SAP/Thrive Staff

Taunton, Tuesday 8 December 2009
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