The Arts in Somerset

Strategic Overview and Scenario Planning


Phase Two: Final Draft Report v 2 - 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: Ralph Lister & Jane Webster

Organisation: Take Art

Position: Executive Director & Chair respectively

Contact: ralph@takeart.org

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

	ADD

In order to safeguard the future of the arts, it is imperative to get ‘ahead of the curve’. Arguments to local authority funders about not cutting arts budgets are already being lost – West Somerset is cutting its budget to Artlife by 40% and Sedgemoor is on the verge of making cuts in the budget that supports arts organisations (the arts are up against other voluntary sector grants such as those to the CAB). The arguments to ACE about levels of funding coming into Somerset can yet be made.

Arguments for supporting the arts, with whichever funder, will be reinforced if there is common ground amongst all parties including the arts constituency about the strategic priorities and there is coalesence around affordable delivery mechanisms.

The key distinction is around strategic priorities for the county as a whole and localised priorities. It is those strategic priorities that will call upon public funding at the disposal of the county, the districts (to some extent) and ACE depending on what they decide to be their own prioritised areas of work.

In terms of population  it seems that there are 3 kinds -  the 2 major centres, Yeovil and Taunton, each expected to grow significantly over the next few years; a number of market towns scattered across the county and hundreds of village settlements reflecting the historic rural origins of the county. 

A strategic delivery mechanism, working within limited resources, is not going to be able to do all things for all people. At some point there will be a separation of strategic countywide provision from more localised provision and it would be helpful if the funders were able to agree which was which!

Though not specified it would be wasteful to start all over again in terms of arts provision and those that deliver it. There is much good work going on and building on the arts assets we have makes more sense than scrapping it and starting over.




	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?

	The current ACE consultation process expresses need for closer links with local authorities, the role of the arts in community empowerment and rural touring is seen as a success (this national viewpoint is reflected in ACE SW commentary in Peter’s report). There is discussion about bringing the makers of the arts closer to those that experience and witness the arts and the need for the art to resonate and connect with its audience. There are, therefore, opportunities to make the case for the right kind of support in the right areas. There are no guarantees of success but the chances of success are increased if they are located within a coherent strategy and implementation plan.

The county council has funded the arts based on a historical pattern of funding rather than on the strategic need. If one were starting from scratch funding from SCC would not necessarily go where it currently does go. It makes sense, for example, for SCC to part resource the Octagon Theatre in Yeovil – it is the largest funded theatre in the county and is not playing to it potential – though this appears to be shifting with a more progressive and outward looking management approach. Pragmatically speaking all budgets are under review and under threat and the arts budget is more likely to be protected if it was supporting work within a rational and coherent framework, one in which there was perceived value for money and a capacity to lever funds from outside the county into Somerset.

The districts are all very different and the issue here is to gain some kind of consensus that tries to accommodate all or most of the players. Support to the arts by districts has been uneven and cannot be used as a reason for county funding as a substitute. Taunton Deane has a similar population size to Mendip and puts significant funding into the Brewhouse. By contrast Mendip does not offer parallel support to the arts. There are sound arguments for Mendip to increase funding to at least one of the venues in their area to mirror that of Sedgemoor (Bridgwater Arts Centre) as well as Taunton  Deane and South Somerset. It is difficult to see how Mendip can expect the county to underpin funding for their venues from such a limited budget.

Peter talks about four areas of arts work – production, presentation, participation and arts development. In order for the arts in Somerset to realise their potential more work needs to be made. This is not to criticise or marginalise that which has been made but to reinforce the need for resources to be allocated to the production and making of work. This is why the production fund is critical to a successful and thriving arts sector – this combined with the right judgement calls on which ‘horses’ to back. We need to make more work, Somerset brand it, make it relevant to Somerset audiences, explore and celebrate our identity and export it…

In terms of presentation, choices will need to be made about where to locate strategic resources. It makes sense to sink substantial funds into the 2 major population centres and working to connect their resident populations to the work presented. It makes sense to take a strategic view of rural touring whereby support is given to rural communities to present professional work – there are economies of scale that are already proven that makes sense. Take Art currently works with over 70 rural communities in Somerset and is unable to support the number of shows and village promoters we would like to work with across the county. It may be that market towns are localised priorities which district councils should recognise and support.

With regards to participation, there is much good work taking place across the county. The issue may be more about addressing gaps in provision, taking up funding opportunities that will continue to come down the line and which will go to those that are organised and well connected in terms of partnerships, and offering guidance where requested for the arts to optimise their offer. It has been demonstrated how it is possible to lever significant sums of money into the county – Step Change, a Take Art countywide participatory dance project with a budget of £340k, has attracted £90k from Sport England, £50k from the NHS, £90k from ACE and £90k from approximately 6 different SCC departments. Breaking the Sound Barrier, a 2 year young people music making project with Take Art working in partnership with Actiontrack, brought in £180k from Youth Music and Time to Move, a Take Art 3 year older people’s dance project, has brought into £160k from the Big Lottery. These projects each had significant reach into various geographic areas of the county. Nevertheless it has been extremely frustrating how many opportunities have been lost as a result of a lack in joined up thinking between the statutory and voluntary sectors.

Supporting arts work with children and young people is critical and Little Big Bang, a two year Thrive supported project managed by Take Art, is an example of a strategic initiative working with the SCC Early Years Department and has attracted funding of over £200k including £60k from the Paul Hamlyn Foundation.  (It has a  focus on working with pre school children and their families in areas of perceived need in Yeovil, Bridgwater and Taunton). We should, however, also take account of the aging demographic of the county and be nuanced in our approach to the needs of all of Somerset’s residents.

The aims and long term vision make sense.




	3. Three Year Operational Objectives

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



	Strategic Aim One

Improve the range and quality of professional arts production in Somerset

· SMART objectives: 

· Resourcing of rehearsal and making spaces to create professional work

· A production fund to resource the making of professional work

· Researching the best of artists to work with both inside and outside the county

· Offering support to Somerset based artists and companies

· Have specific targets relating to both the performing and visual arts whose producing requirements might be different


Strategic Aim Two

Respond with energy and flexibility to new and emerging creative practice

· SMART objectives:

· Resource specialist artform expertise in the county which responds to the different needs of the performing and visual (craft and media) arts

· Be responsive to artform developments with funding 
· Be well connected to developments nationally

· Provide opportunities to showcase and profile work emerging in places across the county

· To foster a climate in Somerset of supporting artists making and marketing new work – build up a positive perception, critical mass of opportunity

· Explore connections with key organisations in Somerset both inside and outside the arts – for example the Glastonbury Festival, Into Somerset – don’t ghettoise the arts, make links beyond with other emerging developments in say technology and IT – the Gulbenkian Foundation have a track record of funding arts and science collaborations


Strategic Aim Three

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

· SMART objectives:

· Access to most if not all scales of work – from 600 seat Octagon to the smallest village halls taking in market towns – again respond to the different needs of the performing and visual arts where the presentation issues might offer different challenges
· Work with 70 plus village venues to support professional work

· Ensure the work offered is a mixed programme of local, regional, national and international product, is culturally diverse, is both familiar and challenging, appeals to children, families, older people etc, is physically accessible etc.

· Work made within the county to be shown within the county 

· Support the commissioning and co-production of work (see also Aim One)

· Link with regional, national and international partners and collaborators to bring work into the county – artists, funds, - Take Art Dance service upped its profile at British Dance Edition over a number of years and ‘The Rain Has Voices’, a Take Art produced (working with Strode Theatre and the Brewhouse) and ACE funded touring theatre show toured the SW region and could have retoured nationally if the co-ordination of touring costs had been underwritten Take Art is a partner in an international early years theatre and dance festival with partners in Cheshire and Shropshire bringing high quality international work to Somerset.
· Made in Somerset is a 2 year Take Art co-ordinated showcase for dance and theatre made in Somerset or with a connection with Somerset – attended by local programmers and those outside the county. 30 companies and artists were showcased at the last event in 2009.



Strategic Aim Four

Increase involved participation in engaged communities across the County

· SMART objectives:

· Making opportunities available to all to participate 

· Identify gaps in provision, target hard to reach

· Publicise participatory opportunities – Take Art has carried out research that shows that there are over 500 dance classes in the county and hope to be able to create a listings facility with funding support from the NHS

· Work with partners, local authorities, NHS to a shared agenda to optimise opportunities for the arts to flourish

· Work with partners in education to optimise opportunities in both the formal and informal arenas

· Lever funds for participation into the county from outside

· Ensure that those with disabilities are not excluded

· Resource opportunities across the artforms


Strategic Aim Five

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

· SMART objectives:
· Work with partners on a shared agenda – eg. widening participation, opportunities where the arts can play their part to address the ECM (Every Child Matters) agenda
· Ensure high quality provision is available with experienced pool of practitioners – is there  a paucity of practitioners
· Advocate the value of the arts with local authority funders, NHS…etc. where working with young people intersects with the health agenda for example
· Support the creativity of teachers, youth workers, care workers and other ‘key’ non arts practitioners through CPD opportunities


Strategic Aim Six

Enhance the economic contribution from across Somerset’s creative economy

· SMART objectives:

· Ensure a basic level of provision is adequately resourced

· Make links with Into Somerset

· Consider how best to support artists in a business sense – marketing, business planning, making funding applications, supporting their CPD

· Make links with key high profile events such as the Glastonbury Pop Festival, the women’s cricket world cup (was hosted in Somerset) 

· Develop realistic pathways that link the education sector with industry 

Other Strategic Aim:

· SMART objectives:
· Identify and carry out research and development – examine the ‘market’ and what gaps, opportunities there might be
· Evaluation – the Somerset Social Impact Study is a signficiant and yet invisible story we should be publicising and demonstrating how Somerset is ahead of the game



	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? 

	· there needs to be a more focused strategic allocation of countywide resources (this does not mean local organisations should cease to exist) as a result of multiple pressures

· We understand the rationale behind the concentration of resources for buildings into the 2 largest centres of population certainly as major presenters of work, the idea of them as producing centres is worth exploring further

· Is it possible to run both production centres under one banner/entity or with a shared senior management/chief executive/artistic director? 
· We are open to the idea of further exploration about 2 artform or 1 single countywide agency/ies – it is unlikely that there is sufficient funding available for such agencies to be overly bureaucratic

· The relationship between the production centres and agencies needs to be teased out – see belwo for further detail

· There needs to be a strategic role within the arts, the question is where to locate it

· Arts and education needs further consideration and a decision needs to be made as to how to take this area of work forward including the role of Somerset Music in the future


	


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

	· The presentation centres would be the Octagon in Yeovil and the Brewhouse in Taunton based on population centres and existing funds going into those organisations

· The producing function needs further discussion between the strategicaly funded venues and agencies: within the performing arts there is a need for making spaces (sets, workshops type space) and rehearsal space. These kind of spaces may or may not be available at the Octagon and Brewhouse in the short term and nevertheless it would be good to utilise space at, for example, the David Hall, the Space, Bridgwater Arts Centre if available. In terms of scale of production Somerset is blessed with small scale touring spaces – (over 70) villages plus small arts centres and other SAP venues. There are also fantastic links with national touring networks such as the National Rural Touring Forum of which Take Art is a member, which provides Somerset made work to tour nationally. In terms of larger scale prodction, we can look at linking the larger venues with equivalent sized organisations nationally with a view to co-commissioning and co-producing – the Brewhouse is already doing this. A production fund would support this and send a signal to artists and companies about the possibility of making work in Somerset. The visual arts may have different producing needs in terms of presenting and making work. The gallery situation in Somerset is challenging though there is much good work to build on. Somerset is blessed with a number of individual artists and makers and the sector needs a different kind of approach to the performing arts which feels more adequately addressed by Peter’s report (by hisown admission he is not an expert in the visual arts).

· The options of 2 artform or one single agency have merits and demerits that need exploring though the concentration of strategic resources into one of these two options makes sense

· 2 artform agencies: merits

· not putting all eggs into one basket

· difference of culture between performing arts and visual arts

· potential marginalisation of some artforms

· demerits

· additional cost of administration and overheads

· where to place the strategy role?

· 1 agency: merits

· strategy role would be incorporated into the agency

· possible back office savings go into front line delivery

· clear point of contact with local authorities and ACE

· demerits

· if there are further cuts where else can the arts infrastructure go?

· discontent between artform specialisms within the organisation
· Local organisations need to be networked with the strategic organisations as happens through the dance and theatre work to some extent

· The strategy role is accepted by all as key and yet it cannot be seen as some ‘higher authority’ that solves all the problems and allows the funders to feel that need to do no more than support this function. A strategic role needs to be able to relate effectively and constructively across the local authority infrastructure and will need key people within the local authorities to build as relationship with. If this commitment by the local authorities is made the location of this role would, in our opinion, best sit outside the local authority structure. It can provide a strategic link between different interests within the sector and culturally will feel aligned to the sector if it sits within it. There is a risk of the role being submerged within the local authority system if sited within it and becoming disconnected to the sector. This role needs to work for the arts constituency and needs to exhibit a number of characteristics in addition to those identified by Peter:

· A sense of direction as to where subsets of the arts constituency are heading in terms of artform development and participation

· An understanding of the agendas of the funders

· A nose for identifying shifts in policy and strategy locally, regionally and nationally

· An ability to identify resources

· An ability to utilise existing strategic arts expertise within the county (eg. expertise and knowledge held by existing organisations such as Take Art, Somerset Film, Somerset Arts Works etc. and emerging expertise such as early years RFO post making significant strategic progress in the non-arts sector)

· An ability to bring key parties together – arts and funders/stakeholders to optimise mutually beneficial opportunities and to facilitate the development of strategic initiatives

· It is our view that the principal issue here is not the lack of strategic leadership but the lack of MANDATED strategic leadership within the county which has the CAPACITY to exercise and develop strategic leadership within a COHERENT plan – the expertise to some extent already exists but it has no representative authority or dedicated time attached to it

· A production fund is critical – a key question might be, however, if resources are stretched would a fund be created at the expense of funding for an organisation? A production fund represents an opportunity for non strategically funded organisations and artists to see tangible benefit in the future if properly distributed with sound judgement

· Whatever the results are they need to be adequately costed and resourced or this slimmed down delivery model will be undermined from the start

· Similarly excessive administrative and overhead costs need to be avoided so a balance needs to be struck

· It is clear that there is a responsibility for the strategically funded organisations to work well with the local organisations – as with Take Art’s Live scheme, it would fail utterly without the key positive relationship between the Take Art staff and the local promoters



	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?

	· What happens if district decisions are out of kilter with other funders eg Take Art receives £30k principally for rural touring from the districts collectively on a formula funded basis taking into account the population size of each district and if any of the districts were to cut their funding Take Art would need politically to act accordingly otherwise other districts might folllow suit if a cut in fuds did not lead to a cut in service. If funding from districts is lost altogether this will impact on Take Art’s ability to deliver this service in the future

· The future role of local arts development officers?

· Connections to be made with CYP around the issues of arts and education and Somerset Music




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

	Though Peter’s report may not be unanimously supported by all parties it does provide the basis for a coherent way forward.  I am not sure if there is a proper connection with the options and the amount of ‘free resources’ that are available. It is not realistic to regard TDBC or SSDC funding to the Brewhouse and Octagon as ‘free resources’. County only has a budget of about £220k and ACE currently only funds 4 organisations with about £275k. District funds are very tight and reducing, ACE project funding is one off and the future of the RFO £170k is not certain.

Of the above Take Art receives about £138k from ACE, £50k from SCC and £30k from the districts combined. Our turnover is about £750k and each year we start with a net £100k administration and overheads funding gap that we have to plug with financial contributions from projects. We struggle with issues of overcapacity and from  our perspective meeting the resourcing requirements of any of the options with the sums that appear to be available, even at a modest level, are going to be challenging. 

Our concern is not about an overly bureaucratic or administrative infrastructure but simply of establishing a basic infrastructure that is adequately funded and stands a good chance of functioning effectively and being supportive of the arts consituency as a whole. If time is spent fundraising to meet a funding gap within the basic infrastructure, this will hamper a brief to support the wider constituency.




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
