The Arts in Somerset

Strategic Overview and Scenario Planning


Phase Two: Final Draft Report v 3 - Consultation Feedback Form

As an important arts organisation or stakeholder that has participated in the development of this important piece of work, we would very much like you to comment on the proposed Phase Two – Final Draft Report and include anything you think we have omitted on this feedback form.

The completed feedback form should be returned via email by Friday 26th February 2010 to Sara Mein, PA to Kay Allen, Head of Community Regeneration, email address scmein@somerset.gov.uk
Name:  Mark Moran

Organisation: Strode Theatre

Position: Chair of Theatre Board of Management

Contact: Through Theatre office 01458 446529 or theatre@strode-college.ac.uk

	1. Key Assumptions 
Are the key assumptions highlighted in the first chapter correct and comprehensive? Does anything need to be added or removed?

	Strode Theatre has played an active role in the Thrive project over the last 2 years and would support wholeheartedly the need for a clear “strategic voice” for the Arts in Somerset.  We also recognise that Arts funding in general will be under pressure in coming years, and agree that the “status quo” cannot continue.

However, we, like others, do not recognise the “urban/rural hybrid” model that is described, because whilst it might be increasingly true of the dispersion of the population of the county, it is not true of the current delivery of the Arts across Somerset, and hence of those who seek involvement as participants or audiences.  The model implies that the focus of future strategy and funding would be on the urban centres, and this view is reinforced by the report’s options.

We feel that this approach appears to take no account of the historic position or provision, or the extensive travel times to reach the urban centres from most other parts of the county. People of our region of Somerset would not recognise Yeovil (45 minutes to 1 hour travel away) as being even in our region let alone that it could be considered somehow as its “artistic heart.”

Rural provision is a proven way of cutting carbon footprint – there are always more people in the audience than participating as artist/performer.

Finally, in cash strapped times, we are surprised that no mention is made of the need to deliver “value for money” in everything that is to be done, be that by the delivery organisations using the stakeholders money efficiently and effectively, and to deliver value to their audiences

The key assumptions need therefore to be expanded to reflect;

1. That the new organisation is designed to protect the interests of the rural parts of the county by ensuring that it has a strong voice, such that it cannot be treated as secondary to the “urban” provision.

2. That much good work already takes place across the county, so future strategy needs to seek to build on the historic provision, not seek to replace it 

3. The desires of many citizens to reduce their “carbon footprint” by including accessibility of provision to existing audiences as a clear strategic objective. 

4. That achieving “value for money” should be a key consideration when selecting organisations that Somerset local authorities are to support.




	2. Strategy for the Arts in Somerset 

Does the specified stakeholder roles, long-term vision and five year strategic aims provide the right future navigational framework for the arts in Somerset? Does anything need to be added or removed?

	Specified Stakeholder roles:

SCC 

We would support that SCC should take a clear strategic lead to ensure that services are delivered county wide by supporting the new “strategy unit” whatever name it takes.

SCC must, however, ensure that it, and this body remains sufficiently independent from ACESW such that Somerset’s needs will take precedence over ACESW’s priorities, which tend to be focused onto a few art forms, which whilst important, are historically not fully representative of the arts across Somerset.  ACE has always had specific reasons for funding or not funding and SCC must avoid simply adopting the ACE priorities as its own, and seek to form new priorities that reflect the ethos of both organisations

In a similar way, SCC should not only seek to support KSOs who can attract ACESW funding (as the report implies) because this would create a group of KSOs that only reflected ACESW’s priorities, not those of the county where these may not align.  

SCC should support sufficient KSOs to have confidence that the needs of the county are met, not just as the report implies to support as few as possible to maximise the funding to each of them, and rely on “trickle down” to support the rest and to hopefully achieve the county’s needs.

We believe that there should be a clear distinction between those organisations whose role is to deliver or coordinate services county wide, and those whose delivery or target audiences are more local.  It is difficult to believe that any such conjoined and co-funded combined organisation would voluntarily decide to cut its local provision (where this is provided by itself) to protect county wide services (where this is provided by others), so if county wide services are to be protected they need KSOs that specifically exist to support this wider need.

SCC should recognise that to deliver its role to ensure that the wider county’s needs are met, may require it to identify and support not only KSOs who have a county wide remit, but also those whose role is important in the network of provision across the county.

Districts

Should continue to support local provision as is suggested, but should have a clear voice in, and commitment to the overall strategic body, so that they can both inform and support the county wide delivery strategy.  If all the stakeholders are not clear in their artistic vision for the arts in Somerset then there will be a risk of uneven provision that does not reflect the society in which organisations have ‘grown up’

In a similar way, District Council’s should be brought into the same service level agreements as KSOs where DCs are part funding KSOs whose local delivery is playing a role in helping to achieve county wide strategy.

ACESW.

Regardless of this report, ACESW will set its own regional priorities in line with national frameworks.  As such its role should be to support the Arts in Somerset, and it must not be given such strategic importance as to dictate it.

Long Term Vision:
This vision could be, and probably has been, applied to almost anywhere in the country.

To be relevant to the citizens and Arts organisations of Somerset, the long term vision must be recognisable as being for Somerset.  This means that it must reflect the strength of what we have today and to build upon this for the future creating a vibrant artistic landscape, engaging communities and creating employment, whilst recognising the need for economic prudence, the need to create additional commercial revenues and to attract external sources of funds.  It is not sufficient for the vision to talk only of what we hope to achieve, it needs to show how we plan to use the arts to inspire, inform, employ and involve our communities and citizens. In short, it needs some more work!

Five year strategic aims:

These derive from the headings in the Long Term Vision, and are too bland.  They need to be SMART to be effective, so they need to reflect how far we have come already, and how far we hope to go in each of the areas.

How can you set goals for 3 years, if you don’t know where you hope to be only 2 years later?

How can we set SMART goals if we don’t fully understand our position today?

Who is currently delivering for the stakeholders and who is not?

We would also suggest that there should be some additional strategic aims, firstly to reflect a strong desire to develop the cultural character of the county, which means we must ensure that traditional art forms are not squeezed out, and secondly to reflect the need to create long term sustainability in Arts organisations.

We would suggest something along the lines of:

Developing the Cultural Character of the county
And

Encouraging the long term sustainability of Arts organisations
These could best be addressed by an independent delivery option encompassing an independent Somerset Arts Development Agency as proposed in section 4.



	3. Three Year Operational Objectives

What SMART objectives would you wish to see added for each of the strategic aims? 



	As an individual organisation we just don’t have the information to inform our views on what would or would not constitute a sensible SMART goal for any of the Strategic Aims for the whole County.  We have however made some points that we believe are worthy of note. We feel the setting of these Operational Objectives should be the first task of an independent Somerset Arts Development Agency (see section 4).

This work needs to lead on from Annabel Jackson’s social impact study which provided a picture of some of the scope and scale being achieved today.  Is our vision to do less with less, or more with less?  We would suggest that it should be the latter, and that the objectives in this section should reflect this.

Strategic Aim One

Improve the range and quality of professional arts production in Somerset

· SMART objectives: 



Strategic Aim Two

Respond with energy and flexibility to new and emerging creative practice

· SMART objectives:


Strategic Aim Three

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

· SMART objectives:





Strategic Aim Four

Increase involved participation in engaged communities across the County

· SMART objectives:


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

· SMART objectives:


Strategic Aim Six
Enhance the economic contribution from across Somerset’s creative economy

· SMART objectives:

Other Strategic Aim:  Developing the Cultural Character of the county


We need to consider how we might better enhance the cultural character of the county.  “Into Somerset” has done excellent work and we need to include this in this dialogue when considering strategic aims and objectives

Other Strategic Aim:  Encouraging the long term sustainability of Arts organisations
Encouraging the long term sustainability of Arts organisations by promoting and rewarding the efficient and effective use of Arts funding and by the sharing of good practice.

Organisations that develop greater self sufficiency must not appear to be penalised for their success by having funding reduced or withdrawn, because this will only encourage mediocrity.




	4. Delivery Options
In the context of public funding cuts, do you support the principle of fewer KSOs with a clearer and more strategic brief? Will the stated options enable the long-term vision and five year strategic aims to be achieved? Do any further options need to be added and considered? 

	Because of our concerns that the strategic drive for the county should have an independence that is not diverted by concern for any “home” organisation or solely ACE priorities, we would support the creation of a Somerset Arts Development Agency with both a strategic and tactical role, rather than “tacking” this function on to any other KSO.

This agency should draw together existing posts and funding streams and achieve efficiency savings, rather than divert additional resources away from delivery.

This agency should be encouraged to create KSOs that meet an identified strategic need, whether or not they attract ACE funding.  This could include those KSOs identified in the report together with the “hubs” for the “hub and cluster” groups that the report envisages operating outside of the main urban areas.

This agency should build on this report to identify the number and purpose of the KSOs that it believes are actually required to meet its goals, and not be constrained by current arrangements.

In line with Somerset Arts Promoters, we would support the recommendation that the “status quo” be maintained for the coming year, subject to budgetary constraints, as a transitional arrangement.  




	5. Preferred Delivery Options
Given the need for change, what would be your preferred delivery option(s) and why? 

	We believe that this report does not provide us with a clear preferred delivery option since there is insufficient evidence that any of the proposed options actually reflect the future needs based on a detailed understanding of where we are today, or wish to go in the future.

We would, therefore, suggest that the first step should be the creation of the proposed Somerset Arts Development Agency, drawing together existing posts and the Thrive funding if available, with a clear strategic brief from all of the stakeholders to build on the work started by this report to:

First, consider what is needed/wanted in Somerset, which this report does not do:

Primarily, taking into account the needs of the audiences

Strategically, taking into account need for independence

Artistically, taking into account visual and performing arts

Geographically, taking into account travel times and carbon footprint

Then see what we already have:

In terms of the existing KSOs

In terms of performance venues and programmes

In terms of performing arts making spaces

In terms of visual arts venues and programmes

In terms of visual arts making spaces

In geographical terms – travel times

In audience terms – roughly, type of audiences

Where is the match, where are the gaps?  Then decide on how many and what form of delivery KSOs will be required to meet this need.




	6. Programme of Managed Change
Does the programme comprehensively cover the change issues you foresee with the implementation of these proposals? Are there any other change issues that need to be considered and included?

	The programme does not cover all of the issues to be addressed unless a decision has in reality already been taken to adopt in full one of the options contained in the report.

We would agree and fully support the need for change.  However, we feel that the report has over simplified the current situation in that it proposes that Somerset adopt a generic strategy which may have been used elsewhere, but takes little account of what exists in Somerset today.

We believe that more work needs to be done, this time against a clear strategic framework, before deciding on the most appropriate roles, purpose and size of KSOs to meet the county’s needs, and that the timescale should be adapted to allow this to happen.

It should be possible to complete this work and decide on the way forward during the current year, and once budget considerations become clearer later in the year, embark upon the programme of managed change.

Providing additional time to improve the outcome should not add any additional costs, because total budgets will have been fixed and agreed. At worst, it may delay any future redistribution of the funding, which in itself will be beneficial to those KSOs that are affected by the programme of managed change.  However, it is much more likely to produce a better long term outcome, than that which could be anticipated by rushing headlong into change, without sufficient attention to detail, nor any clear consensus on the chosen route.




	7. Other comments
Are there any other comments you would like to make about Phase Two Final Report? 

	There is no mention in the report of the role of the Somerset Cultural Partnership in the future strategy, or organisation.  What has been their role so far, and what role should this group have in helping to determine the future of the Arts in the county?




The completed feedback form should be returned via emailed by Friday 26th February 2010 to Sara Mein (pa to Kay Allen) at scmein@somerset.gov.uk
