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EXECUTIVE SUMMARY

1) The purpose of this review is to examine the strategic positioning of culture within Salford City Council as a means of improving the value of the service.

2) Internal and external consultations reveal a latent understanding and support for cultural activities in the delivery of Council key objectives.

3) That understanding is not reflected in a strategic commitment to these activities.

4) This flows from the low profile and poor advocacy caused by the leadership of the service being focussed either on delivery or on dominant issues within other agendas.

5) A narrow definition of culture and insular working within the Council also constrain the development of it’s potential.

6) Examples of best practice and evidence from elsewhere, clearly demonstrate how leadership, advocacy and strategic positioning can yield real benefits across all of the Council’s key objectives.

7) The challenge is to understand and exploit the potential of that cross cutting contribution to health, crime, education, young people, social inclusion, prosperity and the quality of life.

8) The vision for culture in Salford must embrace this potential in the context of the Council’s overarching objectives.

9) To achieve this vision Salford must improve leadership and advocacy, better co-ordinate services and secure full value from existing resources.

10) The options available are judged against their ability to deliver these changes. Only an improvement in the service can do this.

11) It is proposed that the Final Report and Improvement Plan contains

· A detailed plan of the city council political and officer structures and processes required to fulfil the conclusions of the Options Challenge.

· Recommendations on the structures and processes required in terms of the Local Strategic Partnership, major partners and the broad range of local cultural organisations

· Costings involved in the above.

· Recommendations on what further management reviews are required.

· A SMART action plan which will support these changes, deliver the vision and contribute significantly to the achievement of the Council’s key objectives.

	OPTIONS CHALLENGE REPORT
	
	

	
	
	
	

	1.
	INTRODUCTION
	
	

	
	
	
	

	
	The Options Challenge is a key stage in the work of the Review of Cultural Development.  This report looks to inform the Options Challenge meeting and enable the review team to:

· Determine whether the review is progressing to plan and is likely to help deliver the desired outcomes; and

· Consider the findings of the review so far and provide direction in determining the option for further development, which is most likely to deliver the desired outcomes.
	
	

	
	
	
	

	
	
	
	

	
	
	
	


	2.
	BACKGROUND
	
	

	
	
	
	

	
	This review began in 2003 as a review of the Culture, Heritage and Arts Development Services.  The process of defining the scope and terms of reference for the review was assisted by inspectors from the Audit Commission with the aim of ensuring that ‘the review has the potential to bring significant improvements to services’.  They interviewed a range of key individuals and led a ‘pre-visioning challenge’ in the autumn of 2003.
	
	

	
	
	
	

	
	The consequent inspectors’ report recommends that the scope of the review be redefined so that ‘the best value review will deal with strategic aspects of culture at this stage.  Detailed studies can follow when the main lines of policy management within which they will operate are clear’.
	
	Salford City Council- Culture, Heritage and Arts Development.  Audit Commission 10/03

	
	
	
	

	
	The Scoping Challenge [5 March 2004] redefined the scope in the light of the initial research by the inspectors and agreed clear aims for the review:-


	
	Scope and Terms of Reference.
S.C.C. 3/04



	1.
	Assess the current state of cultural provision in Salford, by the Council as well as the private and voluntary sectors, and public agencies



	2.
	Articulate a succinct and ambitious statement of the council’s vision for culture



	3.
	Consider the implications of the vision as it relates to the current Community Plan



	4.
	Consider the efficacy of existing advocacy and leadership arrangements for culture in the council



	5.
	Consider ways the council can strengthen its corporate approach to culture



	6.
	Assess the impact that culture has on the city’s image and identity and how this relates to the wider region



	7.
	Assess current partnership arrangements in culture




	
	A Vision Workshop [March 12th 2004] took these aims and developed a vision statement which best supports the proposed role of culture in Salford in the future.
	
	


VISION

Culture IN Salford

Our shared vision for Salford is to create a City where people choose

to live and work. 

We will achieve this by:

· Improving Health

· Reducing Crime

· Encouraging Learning Leisure and Creativity

· Investing in Young People

· Promoting Inclusion

· Creating Prosperity

· Enhancing Life

Culture and creativity will make an important contribution to each of

these objectives by: 

· Enriching the lives of individuals and communities

· Stimulating new and attractive employment opportunities

· Providing challenge and fulfillment for young people

· Promoting and sharing a sense of place 

· Celebrating diversity.
	3.
	BEST VALUE REVIEW PROCESS – THE 4 C’s
	
	

	
	
	
	

	3.1
	COMPETE
	
	

	
	
	
	

	
	It was considered by the review team that Competition, in terms of service delivery vehicles, is not relevant at this stage of a crosscutting strategic review.
	
	

	
	
	
	

	
	Cultural activity in Salford takes place in many different sectors – public, private, individual, voluntary and commercial – and is delivered and supported by many different agencies.
	
	See Background 1

	
	
	
	

	
	While these agencies and organisations may compete for the same pot of funds, it is the consensus locally and nationally that the City Council, its key partners and the Local Strategic Partnership, at the strategic level, lead, co-ordinate and support cultural activity.
	
	“Creating Opportunities- Guidance for Local Authorities”.  DCMS. 2000

	
	
	
	

	
	Once a clear framework for strategy is developed by this review, elements of market testing and different ways of delivering specific ‘cultural’ services can be examined in further, short timescale management reviews.
	
	


`

	3.2
	CONSULT
	
	

	
	
	
	

	3.2.1
	In order to ensure objectivity, the Consult and Challenge phases were conducted by an external consultant, Euan Cartwright, appointed through Solace Enterprises.  He was chosen because of his detailed understanding of the service area and of the regional context within which it operates.
	
	

	
	
	
	

	3.2.2
	The Consult phase involved:
	
	

	
	
	
	

	
	· A review of background information including

· CPA

· Audit Commission

· Community Plan

· Salford Cultural Strategy

· Regional Cultural Strategy etc.

· Interviews with 10 external and 19 internal individuals
	
	See Evidence File

See Background 3

	
	
	
	

	3.2.3
	The purpose of the interviews was to assess:
	
	

	
	
	
	

	
	· The knowledge of the strategic contribution of the present services (whether provided directly or through partners).

· The understanding of the potential contribution of the services to the achievement of the Council’s key objectives.

· View on the obstacles to, and opportunities for, progress in getting better value from existing services and new initiatives.
	
	

	
	
	
	

	3.2.4 
	The overwhelming concern of all those interviewed was to acknowledge the excellence of many of the services and dedication of the staff involved in their delivery.  Since it was looking to future improvement they recognised that this BV process would inevitably concentrate on opportunities for change and on weaknesses in current arrangements but were concerned that that process should not detract from the value of what was already being done.
	
	See Background 2

	
	
	
	

	3.2.4
	The views expressed at the interviews were analysed as Strengths, Weaknesses, Opportunities and Threats.
	
	See Background 2


	STRENGTHS


	WEAKNESSES
	OPPORTUNITIES
	THREATS

	Public Arts programmes
	External and internal image and profile
	Chapel Street and the Irwell Corridor


	Lack of belief

	Community Activities


	Lack of leadership
	Marketing 
	Competition not co-operation

	Neighbourhood Working


	Fragmentation 
	Neighbourhood Working
	Departmentalism

	The Lowry
	Culture of the organisation
	Heritage 
	Needs someone to make it happen

	Developing major events programme


	Use of resources
	Community Plan Review
	

	Heritage 
	National and Regional Strategic fit
	Multi-cultural communities
	

	
	
	Renegotiate with the Lowry


	

	
	
	MAPAS


	

	
	
	‘An open door’
	


	3.3
	COMPARE
	
	

	
	
	
	

	3.3.1
	Library Services apart, statistical comparison in the area of culture, using CIPFA statistics, is inconclusive and largely irrelevant.  Data relating to ‘cultural’ services is:-

· Sparse

· Does not give enough detail to allow a level playing field for comparison 

· Takes no account of outreach work, upon which much of the cultural services in an urban area are based

· Is not helpful in measuring strategic development and its success or otherwise.
	
	CIPFA – Leisure statistics

	
	
	
	

	
	This itself points to a key issue for any review of this kind – future work within culture is urgently needed in order to provide an infrastructure of measurable indicators and targets.  This can lead out of the work of the DCMS, Local Government Association, IdeA, Audit Commission, Northern Arts, Essex CC, NALGAO and others.
	
	See Evidence File

	
	
	
	

	
	The DCMS itself recognises the low weighting Culture has within CPA and is taking steps to develop ways of strengthening this.
	
	See Evidence File

	
	
	
	

	3.3.2
	The Compare process of this strategic review has concentrated on seeking out Best Practice and relating it to the position in Salford.  Fundamental to this process has been the use of the DCMS Guidelines on Merging Cultural and Community Strategies and the Northern Arts/IdeA Toolkit.  These documents have been combined to reach a clear checklist of ‘best practice’ for the successful strategic development of culture.
	
	Background 4

	
	
	
	

	3.3.3
	Key issues for the DCMS and Northern Arts/IdeA Toolkit
	
	


	1.
	General awareness of the impact of culture

	2.
	Non-cultural managers understand the issues

	3.
	Vision for culture

	4.
	Structural position of culture in the council

	5.
	Role of culture in strategic decision making

	6.
	Leadership for culture –political

	7.
	Leadership for culture – external

	8.
	Leadership for culture – community

	9.
	LSP – role of culture

	10.
	Community Plan – role of culture

	11.
	Local performance indicators

	12.
	Cultural PSAs and Cultural involvement in PSAs

	13.
	Reflected in other strategies


	3.4
	CHALLENGE
	
	

	
	
	
	

	3.4.1
	The Challenge element of the Review has been used throughout, notably when external challenges have been possible, for example,

· The Audit Commission Inspectors’ interviews [September 2003]

· The Visioning Challenge Seminar [September 2003]

· The Scoping Challenge [March 2004]

· Vision Challenge Workshop [March 2004]
	
	See refs [above]

	
	
	
	

	3.4.2
	These challenges have progressively focussed the review towards the key challenge question:-

Cultural Services have no ‘right’ to exist.  They can only be justified if they can be shown to contribute significantly to the delivery of the Council’s pledges?
	
	

	
	
	
	

	3.4.3
	External policy makers are consistent in the advocacy that culture can support the key issues reflected in the Council’s Pledges:-

· Improving Health? – ‘Health in its widest sense is a key outcome of arts and cultural activity.  The arts have a central role to play in raising aspiration, confidence, a sense of community and cohesion and individual and community well being.’
· Reducing Crime? – ‘The arts and sport can encourage young offenders to make choices, decisions and personal statements, to have enthusiasm, to take risks and take responsibility.’
· Encouraging Learning Leisure and Creativity? – ‘Through their education programmes museums can help to realise the common objectives of the DfES and DCMS in promoting social inclusion, fostering creativity and developing attitudes, aspirations and abilities of children and adults’
	
	Investment for Health – A Plan for North West England 2003

Rt Hon Tessa Jowell MP, Secretary of State for Culture Media And Sport

The Learning Power of Museums DfES and DCMS 2000

	
	· Investing in Young People? – Youth arts programmes bring wider social benefits…they offer positive strategies for tackling some of the most insistent issues we face of social inclusion, personal motivation and community development’
	
	Dr Ken Robinson, Youth Arts in the Real World (National Youth Agency)

	
	· Promoting Inclusion? – ‘An evaluation of Arts For Everyone projects over 80% reported a decrease in social isolation and more than two thirds reported improved understanding of other cultures or lifestyles.’
	
	PAT 10: Report of the Social Inclusion Unit DCMS (1999)

	
	
	
	

	
	
	
	

	
	· Creating Prosperity? – ‘The Creative Industries are one of the country’s great success stories.  They account for £60bn of our national economy (and) are generating new jobs and wealth twice as fast as the economy as a whole.’
	
	Creative Industries, The Regional Dimension’ DCMS 2000



	
	· Enhancing Life? - “An evaluation of Arts for Everyone projects over 80% reported a decrease in social isolation and more than two thirds reported improved understanding of other cultures or lifestyles.”
	
	PAT 10: Report of the Social Exclusion Unit

DCMS (1999


	4.
	CONCLUSIONS
	
	

	4.1
	Consultation, Comparison and Challenge work have 
	
	

	
	
	
	

	
	a) Made it clear that everyone associated with the delivery and management of, and participation in, culture in Salford is fully aware of its potential
	
	Audit Commission interviews, consultant interviews, seminar



	
	b) Shown that ‘culture’ has had a significant impact at macro level and increasingly has shown examples of best practice at neighbourhood level
	
	The Lowry

Museum Fever, Chapel Street Arts and Media, Work with asylum seekers and hard-to-reach young people 



	
	c) Also shown that the potential of culture has not been realised in Salford
	
	Isolated examples of good practice. Chapel street potential



	
	d) Demonstrated the key elements that need to be in place to ensure that, at strategic level culture can fulfil its potential
	
	See - Options for Improvement

	
	
	
	

	4.2
	The challenge for Salford is to understand what changes are needed in order to ensure that culture makes a full contribution to the delivery of the Council’s objectives.


	
	

	4.3
	It is proposed that this challenge can be met by:-

· Improving the advocacy for culture internally

· Raising Salford’s regional cultural profile

· Co-ordinating cultural activity within the authority

· Securing full value from internal and external resources
	
	

	
	
	
	

	
	In order to achieve this consideration should be given to
	
	

	
	· Changing the scope of the internal definition of culture

· Developing a vision for culture within the City

· Re-examining the responsibility for the strategic planning for culture and the delivery of services.

· Changing the political and managerial leadership structures and relationships with partners.
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


	
	
	
	

	5.
	THE WAY AHEAD


	
	

	5.1
	STAGE 1 – Definition of Culture
	
	

	
	The DCMS definition of culture, used in model Cultural Strategies and recommended for use when new Community Plans are written, is extremely broad, including:-

· The Public sector:-

Libraries, arts, sports, galleries, events, play, open spaces, built heritage, archives, local history, tourism

· The private sector:-

Cinema, theatre, crafts, fashion, restaurants, media, creative industries, venues

· The voluntary sector:-

Societies, clubs, amateur theatrical and operatic societies, bands, allotments


	
	“Creating Opportunities- Guidance for Local Authorities”.  DCMS. 2000

See also Background 1

	
	It is recommended that

· This broad definition is used as the basis for this strategic review

· Recommendations relating to City Council processes, structures etc. will largely relate to the public sector activity which is delivered, commissioned or managed by the City Council.

· However, it is generally acknowledged that the local authority has a role in the leadership, co-ordination and promotion of cultural activity in all sectors
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	5.2
	STAGE 2 – Three Options
	
	

	
	
	
	

	5.2.1
	· Evidence from other authorities demonstrates the powerful contribution that cultural services are capable of making to the delivery of each of Salford’s pledges.

· Evidence from the Compare and Consult phases of this review indicates that this potential is not being used.

· The Council may consider that the current service, although less effective than might be expected, is adequate for the needs of Salford.

· The Council may consider that the present resources applied to these services could be better used elsewhere.

· Alternatively the Council may choose to develop this potential.
	
	See Evidence File

See Background Papers


5.2.2
The Core Team have considered three broad options

OPTION 1 – No Change

	FOR
	AGAINST

	Easy to implement


	Missed opportunity to improve services



	Existing good services will continue


	Salford’s image in comparison to competitor cities will decline



	No demand for additional resources


	Reduced staff morale


OPTION 2 – Reduction in Service

	FOR
	AGAINST

	Opportunity to redirect savings to other service priorities


	Loss of excellent services in many areas



	
	Inability to withdraw from some external partnerships



	
	Missed opportunity to improve services

	
	


OPTION 3 – Improvements in Service
	FOR
	AGAINST

	Significant contribution to the delivery of the pledges


	Missed opportunity to redirect resources



	Better value from existing commitments


	Challenging implementation process



	Improved image for Salford
	Additional resources may be required




The following section develops Option 3 as the only one considered by the Core Team to fulfil the agreed aims of the Review.

6. STAGE 3 – OPTIONS FOR IMPROVEMENT

6.1
VISION FOR CULTURE WITHIN THE CITY

Culture IN Salford

Our shared vision for Salford is to create a City where people choose

to live and work. 

We will achieve this by:

· Improving Health

· Reducing Crime

· Encouraging Learning Leisure and Creativity

· Investing in Young People

· Promoting Inclusion

· Creating Prosperity

· Enhancing Life

Culture and creativity will make an important contribution to each of

these objectives by: 

· Enriching the lives of individuals and communities

· Stimulating new and attractive employment opportunities

· Providing challenge and fulfillment for young people

· Promoting and sharing a sense of place 

· Celebrating diversity.
To achieve this vision for we must provide:

· Clear strategic planning for the development of cultural opportunities 

· Consistent and powerful internal advocacy for the case for culture so that ‘culture’ is embedded in strategic thinking across the city council

· Prominent external promotion of the cultural strengths and opportunities of Salford

· Effective use of external and internal partners, aligned with the Council’s strategic aims
	6.2
	STRATEGIC PLANNING AND LEADERSHIP
	
	

	
	
	
	

	1.
	The Local Strategic Partnership [LSP] and its strategy [the Community Plan] have very little overt recognition of ‘cultural’ issues.  There is no clear ‘champion’ for culture on the LSP and cultural issues are represented, in name, in the Learning and Creative City theme within the Plan with no clear cultural targets.

The Cultural issues are represented by one person on the SLLLP, which has an enormous ‘learning’ agenda of its own.

Best Practice has shown that culture has a broad role across all themes and must be represented on the LSP and in all the themes in the Community Plan and the New Pledges.
	
	Community Plan[Evidence File]

LSP structure

Background 6]

Background 4

	
	
	
	

	
	RECOMMENDED
	
	

	
	
	
	

	
	a) That a citywide Cultural Form is established to reflect the wide range of cultural activity and agencies that are involved.  This should aim to ensure that culture plays a key role in the work of the LSP, maximises the attraction and use of external funding for the city and supports the broad voluntary cultural sector.

b) That the Community Plan should include cultural targets across the themes

c) That targets, indicators and the next round of PSA’s reflect the strategic value of culture.

d) That at least one permanent member of the LSP represents culture as a crosscutting theme.
	
	Background 7

	
	
	
	

	2.
	Within the City Council, the crosscutting importance of culture needs to be reflected at political level

Best Practice shows a Cabinet Member with a cultural portfolio and an officer structure to support it.
	
	Background 4

	
	RECOMMENDED
	
	

	
	a) That Culture becomes a single, but crosscutting, cabinet portfolio to champion the non-departmental, crosscutting nature of the theme.
	
	

	
	
	
	

	3.
	Establishing culture as a theme and a portfolio requires and officer infrastructure to support it.  Best practice shows a variety of structures, ‘culture’ sitting alone or lodged in one department.  The key to success, though, is, regardless of home department, a network of meetings/forums which ensure that the benefits of culture are disseminated and acted on across the work of the City Council.
	
	Background 4

	
	
	
	

	RECOMMENDED

	
	a) That a senior officer is appointed to support the cabinet, the forum and the LSP.

b) That an officer cultural forum is established, attended by second/third tier officers from all Directorates as well as other appropriate officers such as the Head of Marketing

c) That the senior officer for culture attends the key strategic development meetings and briefings across the city.

d) That the senior officer for culture is a permanent member of the groups which support the Marketing and Tourism function for the Council

e) That departmental and section service plans reflect the role of cultural activity in their work
	
	Background 4

Background 6



	
	
	
	

	4.
	Within the City Council, the culture based officers need the capacity to deliver at the neighbourhood as well as the strategic  level

Best Practice shows culture can only fulfil its potential as a key driver of the City Council’s and the City’s strategy by proving the case for culture – monitoring and evaluating activity, determining targets and indicators, ensuring that cultural activity is used to support regeneration, safety, health, lifelong learning, cohesion and inclusion, rather than an end in itself.


	
	

	
	RECOMMENDED
	
	

	
	a) That each new Neighbourhood Team has an officer representing cultural activity.

b) That reviews take place to ensure the capacity of culture based teams to support strategic and neighbourhood development.
	
	Evidence File

	
	
	
	

	5.
	While a Cultural Forum can best support the work of the LSP, Salford has several cultural partners with whom it is vital to ensure that maximum benefit is derived from the partnership.


	
	

	
	RECOMMENDED
	
	

	
	a) That a formal agreement is negotiated with The Lowry to ensure clarity, maximum mutual benefit and return on investment.

b) That the City Council and the University of Salford use the newly formed Chapel Street Cultural Quarter Group to co-ordinate the broad range of joint cultural work in order to maximise benefit.
	
	


6.4
SUMMARY OF RECOMMENDATIONS

	1.
	That, in strategic terms, the broad definition of culture should be used



	2.
	That the ‘Vision’ in Section 6.2 should be approved 



	3.
	That a citywide Cultural Forum is established to reflect the wide range of cultural activity and agencies that are involved. This should aim to ensure that culture plays a key role in the work of the LSP, maximises the attraction and use of external funding for the city and supports the broad voluntary cultural sector.



	4.
	That the Community Plan should include cultural targets across the themes 



	5.
	That targets, indicators and the next round of PSAs reflect the strategic value of culture.



	6.
	That at least one permanent member of the LSP represents culture as a crosscutting theme



	7.
	That Culture becomes a single, but crosscutting, cabinet portfolio to champion the non-departmental, crosscutting nature of the theme.



	8.
	That a senior officer is appointed to support the cabinet, the forum and the LSP.




That an officer cultural forum is established, attended by second/third tier officers from all Directorates as well as other appropriate officers such as the Head of Marketing

	
	

	10.
	That the senior officer for culture attends the key strategic development meetings and briefings across the city.



	11.
	That the senior officer for culture is a permanent member of the groups which support the Marketing and Tourism function for the council



	12.
	That departmental and section service plans reflect the role of cultural activity in their work



	13.
	That each new Neighbourhood Team has an officer representing cultural activity.


	14.
	That reviews take place to ensure the capacity of culture based teams to support strategic and neighbourhood development



	15.
	That a formal agreement is negotiated with The Lowry to ensure clarity, maximum mutual benefit and return on investment.



	16.
	That the City Council and the University of Salford use the newly formed Chapel Street Cultural Quarter Group to co-ordinate the broad range of joint  cultural work in order to maximise benefit.


7.
NEXT STEPS

7.1

In order to finalise the Review, there is a need to: -

1. Produce a detailed plan of the city council political structures and processes required to fulfil the conclusions of the Options Challenge.

2. Produce a detailed plan of the city council officer structures and processes required to fulfil the conclusions of the Options Challenge.

3. Detail how the new arrangements for culture will relate to the Local Strategic Partnership, the Community Plan, the major strategic partners and the broad range of local cultural organisations

4. Detail the costs of the above

5. Produce an Improvement Action Plan with SMART targets which will support these changes, deliver the vision and contribute significantly to the achievement of the Council’s key objectives.

6. Produce recommendations for further management reviews to support the recommendations of the Review – especially in the areas of

· Council managed ‘cultural services’

· The relationship of the city and the Lowry

· How the city manages the relationship between culture and its new image and marketing strategy

7. Take the Final Report and Improvement Plan to a further meeting of the Review Team, Directors’ Team and the Cabinet for final approval.

7.2
The Project Plan [below] shows the steps to completion
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