VOCAL CONFERENCE 31st AUGUST/1st SEPTEMBER 2006

DAVID BREW

David Brew, Head of Cultural Policy Division, opened the conference in the absence of the Minister for Tourism, Culture and Sport, Patricia Ferguson MSP.  Full speech on web-site.
Key points

· Scottish Executive is committed to the vision and values of Sport 21 but that it needed to be refreshed.

· The review of Sport 21 will not reflect a desire to enforce uniform standards of provision but will be based on the needs of the communities and will deliver improvements, progress and new approaches.

· The new approach will need strong leadership and the Executive is looking to VOCAL members to fulfil a key role.

· The development of the new cultural policy will be like a journey and we need everyone to join in.  We want you to tell us if we forgot to pack anything.

· There will be three elements to the “rights framework”:-

· Existing International rights

· National standards

· Cultural entitlements

· New Culture Bill is being developed and will be subject to consultation by the end of the year.

BRYAN BEATTIE

National Cultural Review  - Dealing with the implications for local government 

Full speech with slides on web-site
Key points

· Local Government needs to change and to do this effectively there will require to be a new skill set for staff.  

· The rights, standards and entitlements approach will require a change of mind set.

· There is a tension between evidence based and gut based politics and currently the emphasis is on measurement.

· The voluntary sector must be at the table.

· There is a need to invest in further market research.

· There is a key role for VOCAL.

After his presentation Bryan was faced with the question of what the skill set would look like but he threw it back to the audience but that the topic would benefit from some academic input with VOCAL playing a key co-ordination role.

Bryan stressed that Local Authorities should divest itself of direct management of services and the debate would benefit from examples in order to develop further guidance.

MARTYN ALLISON
The emerging improvement strategy for the cultural sector in England  

Martyn indicated that there were many similarities with the situation in England but there were also many differences.  There is a view that we are getting to the same destination but are setting off from a different starting point.  English authorities had spent a fair amount of time debating why culture was being marginalised which was reflected in the diagram of “spiral of decline”.  There was a significant lack of clarity about roles and responsibilities.

Noted that there was a fair amount of data available, particularly in libraries but the data was, in the main, poor.  Much of the other data was still focused on inputs and outputs.

In the approach to performance management a number of authorities were asking – why are you introducing more PIs when we are trying to reduce ours?  The report “Where we live” was promoted as a valuable document for emphasising the value of culture for communities, community development and community regeneration.

COLIN MAIR
Local Government Modernisation – Local authorities post 2007

The National context was outlined as one following the “really comprehensive spending review” that would reflect limited growth and increasing pressure; a continued move to demonstrate to citizens that we are performing; and a new political balance that could deliver 27 out of 32 Councils with no overall political control.  Councils are being given the opportunity to sort themselves out within the general message – if you don’t want the “big bang” sort it out with a very clear threat of further intervention if this is not done successfully.  2007 will be a real challenge with very immediate financial pressures for the new Councils from the start.  The question was posed – how will VOCAL be organised to deal with and influence this?

Points for consideration/further thought:-

· Delivering outcomes in the new structures post 2007 will be quite complex and will require thought.  The focus will be on outcomes as a result of the social agenda.

· Colin concluded by asking VOCAL and VOCAL members to do two things:-

· Map our contribution to the agenda and

· Look ahead – don’t wait to be invited or told – drive the agendas

WORKSHOP 1

Herbert Coutts:  Cultural partnerships

Key points:

1.
Cultural partnerships should be set up as part of the community planning framework but local authorities should weigh up the pros and cons of chairing the partnership.

2.
The new Culture Bill should provide clarity and guidance on these matters.

3.
It is considered that there will/should be different models for different parts of the country.

4.
The key to having a successful partnership is to being clear from the outset of the outcome expected and designing the framework and approach based on this.

Herbert started the workshop with some introductory statements:-

· The “National Cultural Strategy” appears to have “dropped of the radar”.  

· The definition of “culture” appears still to be an issue with culture, on many occasions being regarded as “art”.  The definition that had been agreed was that adopted by UNESCO.  

· When we talk about “cultural partnerships” are we talking about “culture” or arts/sport?

· Edinburgh’s cultural partnership was established about 4 years ago.

· We should know more about the new “cultural bill” by the end of the year – promoting cultural partnerships.

· Edinburgh started the process with an “open” meeting – chaired by the executive member for culture.  Was that the right thing to do?  Should the Council be in the lead?

The following points emerged from the discussion:-

· It is recommended that the partnership should have almost a legal entity.

· There is some doubt whether the “community planning” framework is capable of dealing with everything.

· A “cultural partnership” can give the strategy a status and weight.

· In terms of leading the partnership is it a case of identifying a “cultural champion” from within the community?

· It may be a case of developing different models for different parts of the country.

· May even be a case of considering paying people to get involved.

· There was concern about potential conflicts of interest if the chair of the partnership is an elected member.

· The key to making progress is agreeing the common purpose and then focus the results on delivering the desired outcomes.

· The cultural partnership would have a greater focus if it’s purposes is to develop the cultural entitlements.

How would the partnerships be made up?

· Create an affinity with existing bodies

· A question of determining what you want to achieve

· Will there be 32 cultural partnerships? – may be more in some authorities and others may link together.

· Recognised that the chair could rotate

· It is expected that the legislation will not require each local authority to set up a cultural partnership but to embed culture into the community planning process.

· As well as the Bill it is anticipated that there will be guidance.

· There may require to be a wider locus – City/Region eg. Edinburgh model.  The concept of the “area institute” was referred to in relation to the cross border issue.  The partnerships could exist at an “area institute” type level and at a level below it.

As well as the development of a “bill” there will be a need for guidance.

Two interesting by-products have emerged from the debate about cultural partnerships;-

The role of the chair as a “local champion” and

For the stakeholders to gather as a body to further cultural development will be an extremely useful vehicle.

WORKSHOP 2 
Martyn Allison:  Cultural entitlements

1. What do we understand by the term “entitlement”?

“A statement if intent reflecting some form of cultural experience or opportunity”.  It may incorporate concepts of 

· choice for the user

· informed choice for the user

· potentially “enforced” choice where there are clear personnel and community voice

· not necessarily universal choice

The entitlements are underpinned by “values”

2. Who should define the entitlements?

· Some National entitlements already exist and need to be protected

· Should be based on consultation with local groups and organisations, partnerships, the public

· Informed by good research on ensuring patterns of activity and need/demand

· Process of development needs to be open to any accessible to sections of community who are normally not heard

· Children and young people need their own voice in the process

· May need to build capacity to help people participate in the process

· Providers need to be involved to ensure that expectations are realistic and deliverable

· Elected representatives should be final arbiters of the entitlements particularly where they are responsible for meeting the costs.

3. How should entitlements be defined?

The options outlined for debate included:-

· By outcome – to improve your health by activity

· By opportunity – within a mile of your home

· By activity – access to swimming

· By VFM – access to free swimming


A general view was expressed that there needs to be some form of framework that incorporates:-

· National entitlements – must do’s

· Local entitlements – [could do from a menu]

· Local entitlements – locally generated and defined]


If benchmarking and national evidence is to be generated from the process, consistency of definition and measurement are important.


A possible shared framework could be based on accountability  [physical/intellectual]


An alternate concept of entitlement was proposed based on creating access to the existing cultural landscape.  It was described as “buying the petrol”.  The nearest analogy may be the social care processes of transferring the budgets to the user who chooses what care they want and who they want to provide it.  In culture terms this may involve transferring the subsidy to the individuals to spend on services of their choice as if the facilities were being operated as commercial concerns [ie. The market is defined by the entitlement].  

4. How should entitlements be defined?

Measurement seems inevitable

There is an increasing cost in measuring performance which is deflecting resources from service delivery and stifling creativity

Measurement should be appropriate and relevant.  The burden should not be excessive.

Could we “track change” as the measurement?

Could we measure the level of awareness of the entitlements as an indicator of success?

Other partners [health] would need to be involved in measurement

Could we measure how far the landscape is growing as an indicator of success?

PANEL DEBATE
The challenges facing councils in relation to developing culture

Joyce McMillan, as chair of the session, invited the panel members to make some opening remarks that outlined their views about the key issues.

Herbert Coutts indicated that he was fed up with “Performance Management”; that there were significant areas of “cultural deserts” contrasted with areas of over provision; that it is time to take a step back from direct service delivery and to take a more significant approach to enabling.  He further indicated that he was becoming increasingly worried that cultural rights and entitlements will be derailed beyond recognition.

Fiona Campbell stressed that in the “voluntary arts sector” many people have already taken up their cultural rights and entitlements and do so, on a regular basis.  The question she posed was “how can the voluntary sector help the “mainstream”?”  Fiona took the opportunity to remind us of the level of participation in the voluntary “arts and crafts” sector – over 2 million people regularly participating [approx. 15% of the adult population]

David Brew referred to the 3 principles – political, financial & operational.  In terms of the political he was advising that, in relation to the forthcoming elections, we raise the profile of culture in order to give a clear appreciation of the benefits – both social and economic.  The context for the financial was the spending review; the need to identify and recognise priorities; the requirement to establish value; and the need to embrace cross functional funding.  In emphasising the points about value David stressed that it is easy to measure participation but we need to spend more time developing mechanisms for measuring excellence.  In terms of operational aspects David indicated that we need to involve other bodies in the delivery processes; embrace the challenge to articulate entitlements National and local levels; and give a greater emphasis to cross boundary and inter-organisational delivery.  David make some comments about the action required – there are a range of issues about performance management that need to be “bottomed”; and we need to be clear abut right models for delivering resources – hypothecated; carrots & incentives; or outcome agreements.

Jim Tough posed a couple of questions – does inspiration get blunted by legislation and are we clear about what people want?  He made the point that there is a tension between being providers on the one hand and the voice of the community on the other.  Jim’s “call to arms” was quite clear – get the artists involved; and produce a “cultural manifesto” maybe even look back on the “Charter for the Arts” [possibly develop/identify a cultural champion to talk to politicians].  He suggested that it may even be the time to set up an “Arty Party” for the forthcoming elections.

Carl Watt emphasised the need to know your audience; build partnerships; deal effectively with budgets; and be cleat about how local government relates to community governance.

There were a few key messages emerging from the open debate – a number of people are terrified about watering down entitlements; the situation facing us about resources is scary; the relationship between social services & education budgets and culture needs to be identified; is the performance management approach regarded as value for money? [too much measurement]; performance management is stifling creativity; and there is a requirement to convince the sceptics.  The concluding sentiment was that there is a call for a bit more passion about culture.

PANEL DEBATE 
Creating an action plan

Fred Coalter, chair and provocateur of the session, asked panel members to introduce the panel debate with some key points.  In particular he focused on the impact of major events and advised that no major events have led to a sustained increase in participation levels.  His challenge, as part of the debate, was – how do we convert major events into mass participation?

Julia Bracewell opened by indicating that we need to make it easier for people to access the various opportunities available.  Francesca Osowska stressed that we need to learn the lessons from previous events in that we haven’t had the catalytic effect expected.  She suggested that the answer lay in ensuring that there were sufficient structured opportunities planned to accommodate the anticipated demands and that we plan well ahead.  Derek Casey suggested that history could assist if we look back to the effect in the 70s with the dramatic increase in new facilities.  Norman Turner reflected on his experiences at Newham and suggested that we need to have the confidence to challenge the stereo-types and challenge the lack of aspiration.  In his case the elected Mayor is putting more money into sport as a leap of faith based on his confidence that it is right.  Norman also felt that it was largely a case of sustainability and there was no point doing it if there are no changes; that in some aspects of today’s society we need to find ways of converting the gang leaders into the team leaders; and that a multi-sport environment will deliver greater dividends than a traditional team sport one.
There were a number of varied contributions from the floor:-

We need some serious joined up strategic thinking.

We need to put a duty on Local Authorities to enable and facilitate.

Within the context of a world wide reduction in participation we need a long term investment from primary schools upwards; we need to generate ambition and jettison the “baggage”; and we require the ambition and commitment to change.

A number of questions were posed from the “floor”.

Where do schools fit in?  Why are we not building schools to the correct standards to facilitate increased sport and physical recreation?

Part of the answer is in developing the “quality” agenda and there is a consultative version of How Good Is Our School being developed.  In addition Francesca indicated that it was also a case of trying to convince Scottish Executive colleagues about the benefits of sport.

Observation from floor.  When discussing PPP we tend to focus on the things that haven’t worked.

Will Olympians of the future, particularly medal winners, still come from privilege?

It was agreed that there was still a major “class bias”.  Julia expressed the view that she was not surprised by the relative success which and she indicated that greater investment was required.  Derek suggested that in the longer term the sport lottery funding should make a difference but that it was working better in some sports than others.  Norman advised that Sportengland has just released the first tranche of its participation research and that it was a virtual mirror image of the country’s “poverty map”.

The sports facility strategy is in difficulty and the £50M allocated is not nearly enough.
Francesca express disappointment that the sport facility strategy was being regarded as a failure – this was not her view – but she did acknowledge that there are difficulties.  It had been hoped that there would be a spending review this year but this had now been postponed until 2007 which should allow more time to develop the evidence and develop a stronger case.

The “gold medal effect” is missing out on some huge issues – we a retrying to manufacture medals and the programmes are being forced.  More participative events are required.  

In state schools the “extended curriculum” is not being taken seriously.

The sports facility audit does not paint a happy tale and we need to start with a harsh reality check.

Until there is a proper career structure for coaches we are likely to see limited improvement.  It was suggested that coaching is at the top of the league table for  spending review bids but serious concerns expressed about whether it would happen.
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