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CULTURAL PLANNING AND ENTITLEMENTS WORKING GROUP 


                           2 October 2006

THIRD MEETING OF THE WORKING GROUP, ON 2 OCTOBER, AT 15:00, AT COSLA HQ, HAYMARKET, EDINBURGH

DRAFT GUIDANCE DISCUSSION PAPER
1.
Introduction

1.1
At the second meeting of the Working Group on 29 August 2006 it was 
agreed that follow up questionnaires be sent to a number of local 
authorities, who had participated in  the CoSLA questionnaire of May 
2006. Questionnaires would also be circulated to some authorities who 
had not managed to respond to the initial trawl.

1.2
It was further agreed that the responses to these questionnaires be 
gathered through telephone interviews, allowing discussions to take 
place 
around the issues raised by the questions.

1.3
To date, 10 telephone interviews, lasting about 1 hour each, have 
taken 
place. A further 5 are planned, but confirmation of dates and 
times is still awaited. In addition, a series of visits to a further 3 local 
authorities are currently being organised and this will provide 
good opportunities for discussion and consultation. 
1.4
The questionnaire aims to explore the current understanding of cultural 
planning and entitlements amongst local authorities, what the 
perceived challenges are around the development of entitlements 
and community engagement, issues of self evaluation and quality 
assurance, levels of engagement with the national companies or 
collections and specific areas which would be helpful to include in the 
development of the draft Guidance.

1.5
The purpose of this report is to outline the range of responses so far, to highlight some of the issues and concerns raised and to provide the Working Group with an opportunity to discuss these and give their feedback on the questions posed at the end.  This will inform the current and ensuing phase of the project, which will focus on drafting the Guidance.
2 Definitions

2.1
One of the key issues to be resolved in the Guidance is the definition of cultural planning and cultural entitlements.  All respondents to date made it very clear that a common understanding and definition of the above was required to allow them to take the matter forward.  This has also been reflected in discussions at Working Group meetings and at the recent VOCAL conference.  Opinion was divided over the issue of whether ‘Culture’ should be defined in its broadest sense.  Some authorities, particularly where culture and leisure are located within the same department, felt that culture should include sport, leisure and parks, as well as libraries, museums, archives and the arts.  These authorities had already developed or were intending to develop joint leisure and culture plans.  It was suggested that there is a need to look holistically at all these services to work together towards the wellbeing of the community.  However, equally vocal, were other authorities who felt that this should not include leisure, sport and parks:

“This is the chance for culture to make an impact and the approach should not be watered down” and “It is important that this is seen as a Culture slice, not a Leisure slice”.

2.2
We consider that the position agreed at the Group’s last meeting (minute paragraph 3.4), should address this to the satisfaction of all. While stressing that the Executive has not altered its position on the wide definition of culture as specified in the 2000 National Cultural Strategy, the Guidance will need to focus on the legislation it is designed to support, but will say nothing to preclude its subsequent development to reflect emerging policy for sport.

2.3
As a follow up to the last meeting of the Working Group, a meeting has 
taken place with one of the team working on the  review of Sport 21, 
whose perspective on both these developments supports the above 
position.

2.4
What was also clear from comments was that there is a level of confusion over which is the key policy document driving the Culture Bill and the accompanying Guidance. Some referred to the National Cultural Strategy, others to the Culture Commission and to Scotland’s Culture.  The Guidance needs to be unequivocal about the new policy direction embedded in Scotland’s Culture.
3.
Cultural Planning

3.1
There was a general consensus amongst the respondents that cultural planning refers to a planning approach, with culture at its heart, that cuts across services and sectors and includes active engagement with the local community.  The most recent plans or strategies and those currently under development were taking this approach, but older or out of date plans had followed a more traditional route which focussed on service based delivery. There was agreement that including the community in the process could lead to a fresh and more meaningful end result, but that this posed some of the greatest challenges.

“Community engagement is essential to cultural planning to bring the richness of their experiences”.

3.2
There were mixed views about whether or not it was essential for local authorities to develop stand alone cultural plans. Some felt that it was, whilst others were less enthusiastic about having to develop yet another strategy or plan. However, all agreed that this was a decision that should be left to local authorities to determine, depending upon their own local circumstances and how advanced their planning structures were.  Those authorities who have developed cultural plans thought that drafting the plans appeared to help clarify common objectives amongst partners and 
there was some sense that as a result, collaborative approaches to working had improved. Other services also gained a heightened sense of awareness about the opportunities that could be created by working with colleagues in cultural services.  A particular point was well made - that it might be helpful to authorities to develop first a Cultural Plan, but that if it was robust and a common understanding with partners was achieved through this, then there would be no need to update it per se – future objectives would be embedded in the community plan process and other appropriate strategic planning tools.

Under the new policy, evidence of cultural planning will be required, rather than evidence of a planning document.

3.3
However, there was still a concern as to whether this was sufficient to really influence attitudes and planning in the longer term, the major factor being the allocation of resources. It was felt that local authorities are going through a difficult time financially at the moment and into the foreseeable future.  Unless there were some additional, potentially ring fenced, funds attached to the Culture Bill, it could prove difficult to implement. A range of views about the effectiveness of cultural planning was expressed thus:


“Culture can still be seen as a luxury – we need to change the perceptions of elected members”


“We are hoping that the real difference will be made with the Cultural Bill – it needs to have some teeth”


“Process of cultural planning has improved perceptions of culture and is helping (the steering group) to make the right connections and being able to plan together. The group is becoming a hub for culture and some resource sharing is beginning to happen – but planning is not always about the money, as there should be a creative stage before this”.

3.4
Some concerns were expressed about the almost constant service restructuring in some local authorities. Increasingly, big service departments such as education or neighbourhood services are subsuming culture into their remit. In turn, this has led to the most senior officer with management responsibility for culture dropping down to 4th tier.  This concern about being marginalised was articulated by one authority as needing to “have someone at the table who understands what culture 
can bring to the authority”. 

3.5
A further dimension  is that service structure models are different in all 32 authorities, so culture can sit within a variety of services eg in Education, Community , Neighbourhood or Leisure and Culture. Cultural service delivery is also found across services eg Cultural Coordinators in education and libraries, museums and arts development elsewhere.  Within this scenario the need for coordinated planning becomes ever clearer.

3.6
A subsequent discussion with Learning and Teaching Scotland emphasised the need for coordinated strategic planning to ensure that education and cultural services work together to mutual advantage.

3.7
At this stage, there were few references to developing cultural plans in partnership with neighbouring authorities, although as previously reported there are a number of good cultural projects with partners from a range of authorities. One pertinent comment concerned the need to take into account the demographics of a neighbouring authority, particularly if it was a big city. The political implications of joint planning would also require careful consideration and negotiation.

3.8
There were a number of models showing how cultural plans could link into Strategic Community Plans. In many cases this was through linking into broad themes within the Community Plan eg Lifelong Learning or Enterprise and Economic Regeneration (eg Dundee, Shetland, Glasgow and East Dunbartonshire). In some authorities this was a formal relationship with reports on Cultural Plan actions being submitted to  Community Plan partners or a board on a regular basis. One authority (West Lothian) had adopted a theme of Cultural Wellbeing and was committed to developing this across both its Corporate and Community Plan. 

3.9
Of equal relevance is the development of area or local community plans.  Angus Council has 8 local partnerships within its boundary, each led by a member of the Neighbourhood Services management team, which includes the Senior Manager for Cultural Services.  This is a key area for the Guidance where culture can make a strong impact on the community through these partnerships and help meet community aspirations in a direct and tangible fashion.

3.10
Other models include Glasgow City Council and Dundee City Council. In the former local community planning partnerships mirror the objectives of the Strategic plan and in Dundee 7 local partnerships have been developed which have been allocated funding to take forward their 
priorities. 

3.11
The potential of identifying a “Cultural Ambassador” to advocate on behalf of cultural service and provision was discussed. Opinions were mixed with the main difficulty being in formalising this. Some authorities had a committee system which encouraged the identification of an Elected Member in this role and there were good examples of where this had made a difference to raising the profile of culture.  There was also a view that people from within communities could be encouraged to take on this role as part of developing entitlements  and capacity building.

4.
Cultural Entitlements
4.1
Whilst there was a level of consensus around understanding the term cultural planning, this was not the case when discussing cultural entitlements. There was a degree of uncertainty about what this means in practical terms and this clearly reflects the findings of the previous questionnaire and highlights the need for clear definitions within the Guidance. There were a number of common factors – the most frequently articulated was that this meant “equity of access” and “ the right to participate in the cultural offer”. Additional comments included “opportunities to engage with and access activities” and “the specifics of what the local community and visitor can expect”.  Linked to equity of access and provision there were concerns about maintaining the quality of provision and ensuring consistency across local authorities, especially when the resources allocated to cultural services vary widely from area to area.

4.2
The issue of the stewardship of collections (for libraries, museums and galleries and archives) was raised with the importance of the local community knowing what was held, where it was located and how they could access it.

4.3
Some commented that it might be more helpful to talk in terms of more high level rights and broad statements and that entitlements might sit between rights and actions or activities.  (It should be noted that the policy in Scotland’s Culture proposes that ‘standards’ developed by national cultural bodies should sit below existing international ‘rights’ and guide the quality of the action-focussed entitlements agenda.) There were also comments that entitlements needed to be translated into action at an early stage to ensure that the local community did not become sceptical and that the emphasis should be on active, not passive, involvement, ensuring community engagement throughout.

4.4
However, in contrast to the previous questionnaire all respondents agreed that they were already delivering some cultural entitlements. These included:

· Free borrowing of library books and access to information

· Free access to museums and galleries

· Free music tuition

· Incentivised ticket prices for theatre/concert seats

· Access to live theatre for schoolchildren

· Cultural Coordinators projects ( eg art in schools programmes)

4.5
One respondent commented that an audit of what local authorities currently deliver, before embarking on new entitlements, might make the prospect less daunting.

4.6
That the prospect of delivering cultural entitlements is seen as complex, demanding and confusing is clearly demonstrated by the number of challenges identified, which all local authorities questioned. There were particular challenges for some rural and island authorities, but across the board there are many concerns. Some are listed below:

· The need to balance the aspirations of local communities against the realities of resourcing entitlements

· Resources  - funding and staff ( mentioned by all respondents)

· The potential for entitlements to create barriers and segment local communities

· Making sure that those already participating are not ignored or lost when other sectors are targeted

· The current status of culture in local authorities

· The lack of robust data against which to measure outcomes

· Practicalities of scale – the number of service and planning structures that culture needs to link to deliver entitlements

· The need for the traditional services within culture to work better together

· Mindsets within other services – who need to consider entitlements as part of their planning processes too

· Ensuring elected members are in agreement

· Geographic challenges for rural and island authorities, particularly over equity of provision and transport costs

· Ensuring quality – the dilemma of access versus excellence

· Lack of skilled staff ( particularly part time/tutors) and competition from neighbouring authorities for skilled workers

· Lack of clarity of the role of national companies and collections (who appear to cherry pick )

· Community aspirations might not reflect political ones

· Sustainability

· Consensus from sections within the community

· Needing to make sure that entitlements are innovative, interesting and relevant

· No one size fits all

5.
Community Engagement
5.1
Generally there was a good awareness of the National Standards of Community Engagement, with over half of the respondents commenting that their respective Community Planning Partnerships had adopted the standards. However, some were unaware that these were available and this tended to reflect the location of their service within the overall Council structure.

5.2
Mechanisms for community engagement were varied. There were some formal routes such as Citizens Panels as well as the local area partnerships mentioned above. Glasgow City Council had also developed Community Action Teams to work with local communities to build capacity and provide pathways to participation. There were other examples of formal networks emerging, although not necessarily linked into a formal engagement strategy. The Western Isles Council was working towards developing a Cultural Community Network that was looking at a range of activities including training, with a view to participating in the 2007 Year of Highland Culture. A few authorities had used external consultants to work with communities when developing plans. Most felt that they had good informal links with local communities through the nature of service delivery, but the potential to use this relationship to better effect was underdeveloped. There was also an issue about raising awareness of community engagement principles and practice amongst front line staff.

5.3
Several authorities had progressed voluntary sector forums and worked closely with voluntary networks to develop databases and events such as festivals and exhibitions. Strong relationships had developed with local arts  and heritage groups in many areas, particularly through the work of development teams. An interesting model was that of Shetland Island Council, which delivers its arts service through  a trust, Shetland Arts.

5.4
A common thread was that community engagement was disjointed across partners and consequently there were a number of real concerns about developing entitlements, particularly in terms of building capacity amongst communities to allow them to make informed decisions. Some common challenges are listed below:

· Being able to sustain investment in community capacity building – some authorities have invested in this in recent years, but limited resources may mean this cannot continue

· Building capacity amongst communities not currently engaged with cultural services to make informed decisions

· Needing to find ways to reach different audiences and reflect the broad view

· Needing to build skills to engage

· Needing  to remember that engagement should mean something for those being consulted

· Needing to take the long view

· Artistic interventions should be led by community development

6         National Companies and Collections

6.1
Working relationships with the national companies and collections varied widely across local authorities.  There was some predictability in that larger, urban authorities appeared to enjoy better relationships partly because of available facilities, accessibility and better resources. Both rural and island authorities and those neighbouring a city authority felt at a disadvantage when it came to attracting visits from national bodies. The model for the National Theatre of Scotland was considered a good step forward and Shetland Island Council  expressed pleasure in the launch held there. Scottish Opera were also mentioned as being willing to visit  outlying areas.

6.2
The loan of collections from the National Library and National Museums and Galleries was welcomed where it took place, and most hoped that there would be greater opportunities for the National Collections to engage with communities over entitlements.

7.   
Self Evaluation and Quality Assurance

7.1
In response to the questions posed about the above, there was overwhelming support for the need for a self assessment framework. A few authorities felt that they did not currently use any real self evaluation tools, but many had adopted recognised systems and a further few had developed their own hybrid systems. Systems that are currently being used include EFQM, QUEST (for sport and leisure), Charter Mark and IIP. West Lothian Council looked at a range of assessment models including all of the above and came up with a hybrid model, which has been ratified by all the relevant bodies and is used by all council services for self evaluation.
7.2
A couple of respondents made the point that as objectivity can be an issue with self assessment, it is best to combine this with a more formal framework and How Good is Our Community Learning and Development was mentioned by several. North Ayrshire Council has developed a hybrid of the above “ How Good is Our Cultural Services”. Other authorities eg Dundee, included arts development within the HGIOCLD framework.

7.3
A contrasting view was that external scrutiny is not always as good as it should be and that internal scrutiny can be more rigorous.  However, the common message was that a balance needed to be struck between the two and that consistency was required across authorities to allow benchmarking.

7.4
A further point was made by some that a formal inspection regime would be welcomed. The reasons behind this comment were about giving credibility to services, about being able to demonstrate good practice and good service delivery and also that funds for improvement are often made available through a poor inspection report.

8.  

Guidance

8.1
The final section of the questionnaire asked what respondents would find helpful to include in the Guidance. The two most common answers were Definitions of Cultural Planning and Entitlements and examples of good practice that covered a wide range of perspectives  in both urban and rural locations . It would also be helpful to try to identify the critical success factors in these and the impacts and outcomes.  There was also a plea that the Guidance should not be too prescriptive (but not too vague ) and should allow local authorities to reflect their local context. 

8.2
The other main point made here was that it would be helpful to have a “carrot and stick”, with the question “How will the Scottish Executive know that cultural planning and entitlements are embedded in the Community Plan?”

9.  

Other Issues

9.1
The training of staff within the broad scope of cultural services and succession planning was an important issue.  The need to plan for training should be included in the Guidance, but there are wider issues for the sector which should be examined elsewhere, as the Guidance must focus, and be consistent with, the Culture Bill requirements, which will not specify this.  These can be summarised as follows:

· New skills sets are required to work across disciplines – this is true for both professional and front line staff

· Need to grow the capacity of different disciplines to understand each other’s perspectives and be tolerant of each other

· Post qualifying continuous professional development – other professions have to complete annual portfolios to maintain chartered status

· A centralised training framework that provided a menu of options would be helpful

· Need to develop the skills of the sector to work with businesses and fund raisers

· Need to share “backroom” support

9.2
Some final comments were made  that this was an exciting time, that we needed to seize the moment and finally “ we can do anything, but not everything”.
10.  
Questions for the Working Group

10.1
This paper is intended to provide a springboard into the draft guidance and the Working Group is invited to discuss any of the contents.  
	It would also be helpful to have discussion around the following questions:

1) Are there any general issues for local authorities that are not covered by the above?

2) Some of the issues are particularly challenging – do members of the Group have any useful experiences that could be shared  or particular comments about what they would like the Guidance to say?

3) There is an outstanding area of work in terms of discussions with the National Companies and National Collections. 

How could members of the group help take this forward?

4) Are there other fora or mechanisms  through which we could engage with the education sector?  (The role of Head Teachers – how can they be engaged in this discussion?)

5) Does the Group have a view about the comments regarding inspection regimes?
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