Vocal – The Way Forward
1
Background

1.1
VOCAL recently undertook an organisational review with the purpose of consulting with existing and potential members on what their expectations were for VOCAL for the future, and how VOCAL could operate more efficiently and effectively.

1.2
After considering the outcomes of the review process, the VOCAL Executive has identified 4 priority areas for development:
· Strategic presence and partnerships

· Membership Engagement

· Communications and Image

· An organisation fit for the future
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Strategic Presence and Partnerships

2.1
VOCAL needs to focus on national strategic engagement and sectoral support and to be clear about the scope and purpose of each partnership with more structured engagement.  Stronger links should be developed with COSLA and the Scottish Government, and consideration given to the development of a strategic framework for culture and sport jointly with COSLA setting out the aspirations for the sector and re-enforcing its significant impact.  
2.2
Key actions agreed are:
· Development of a strategic framework document jointly with COSLA making the case for culture and sport 
· Key organisations should be identified with which bilateral strategic partnerships should be formally established and pursued including the Scottish Government, COSLA, Sportscotland, Creative Scotland, Museums and Galleries Scotland, and the Scottish Libraries Information Council

· Relationship managers to be identified for each key relationship drawn from the and an agreed remit for engagement in each partnership agreed with regular reporting to the Executive and membership

· A review of working groups and meetings on which VOCAL is already represented to be undertaken and rationalised/formalised as appropriate

· VOCAL to continue to engage on the cultural summit group chaired by Creative Scotland as a key way in which to influence the national agenda (also involves COSLA and Scottish Government)

· VOCAL to facilitate the establishment of an equivalent strategic forum for sports issues involving Sportscotland, Scottish Government (sport and legacy teams), and COSLA

· VOCAL to discuss with COSLA and Scottish Government a more regular and structured engagement with Ministers and key politicians – possibly quarterly strategic discussions
· VOCAL to seek support from key partners to input to planned seminars and networking events in the future 

· The establishment of issue specific ‘thinktanks’ 
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Membership Engagement 

3.1
VOCAL needs to engage more effectively with its membership and draw on the significant skills, knowledge, and expertise available providing valued support. 
3.2
There are a number of sub issues within this general area.
Portfolio Model
3.3
The suggested portfolios for the future are:

· Culture (arts)
· Culture (museums and heritage)

· Culture Ilibraries
· Sport

· Greenspace

3.4
The portfolio model, however, going forward will allow VOCAL to respond to a range of key issues raised through the review process and also to ensure that VOCAL is well placed to give a representative view on key issues.  

3.5
Portfolio holders will develop networks of members relating to their portfolio responsibility which will create further capacity within the organisation as well as supporting members to share knowledge and experience.  The portfolio holder will act in a mentoring role to their particular network and also disseminate information on key relevant issues from VOCAL executive meetings as well as drawing intelligence on key issues for discussion at executive meetings or other meetings which they are attending as portfolio holder/key relationship manager.  In this way, the views of VOCAL are liable to be better informed and more representative of the views of the sector.  This approach, alongside a widening of the membership base of VOCAL, will allow the organisation to respond flexibly to the changing face of local government in Scotland.

Peer Networking and Support 
3.6
Development of networking events will be considered for the future with short inputs from key influencers, an opportunity for discussion and debate, providing a social networking opportunity within these events to allow exchange of knowledge and experience and new contacts to be made for members. 
Action Learning Sets
3.7
Development of action learning sets will be considred for the future providing an opportunity for members to share issues and receive advice, support, and challenge, from others in the sector.  
Seminars and Conferences
3.8
VOCAL’s annual conference has been the main Scottish conference for sport and culture bringing together senior officers from across local government, central government, and national agencies.  It is proposed that a bi annual conference is further explored potentially jjointly with Creative Scotland, Sportscotland, and other bodies.

3.9
Themes and indicative dates for an agreed number of seminars will be set 12 months in advance, and key partners approached for support both financial and in kind through.
3.10
Key actions agreed are:
· A portfolio model is applied including the establishment and mentoring of related networks by the portfolio leads
· Consideration be given to a bi annual conference with Ministerial input, and through a joint financial arrangement with key national partners within the sector
· A programme of seminars to be programmed at the beginning of the year on key issues and speakers, venues, etc, identified

· Partner organisations to be approached for support in relation to the financing and organising of these events, in particular Creative Scotland, Sportscotland, and the Scottish Government
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Communications  and Image
4.1
The membership of VOCAL should be clearly defined as being for managers within the culture and leisure areas.  In order to support this shift in image, it is proposed that the VOCAL branding is retained, but that the strapline is changed to reflect the intended wider membership eg 'representing culture an leisure managers in Scotland’ as VOCAL is an established brand which we would not want to lose.

4.2
A revamped and refocused website is critical to reflect the aspirations and purpose of VOCAL clearly outlining the services it can provide.  The aspiration should be to be the go-to website for industry professionals and decision makers.  Most of the information on the site could and should be gathered from other sources, however, with VOCAL’s role and added value being locating and evaluating the material, presenting it accessibly, then making its presence known.
4.3
VOCAL also has agreement with Scottish Government and HMIE that VOCAL will play a lead role in continuing to roll out and embed the HGIOCS framework. Within that, there is clearly a significant advocacy and information sharing role.  
4.4
Key actions agreed:
· Retention of the VOCAL name and brand, but agree a change to the strapline to reflect a wider membership of managers within the sector
· A fundamental redevelopment of the website subject to clarification on costs involved
· Explore with other sectoral organisations the opportunities to strengthen links between key websites
· Discuss opportunities for collaboration with other organisations
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An Organisation Fit for the Future

5.1
Responding to the findings of the review by Creative Services will require a fundamental change in approach by VOCAL as an organisation and also by the executive in order to respond to the issues being raised.  It is proposed that the VOCAL executive have an annual away day where a forward programme of activities can then be shared at the AGM or shortly thereafter to involve new executive members in the year’s forward planning.  
5.2
 In advance of this away day each member of the executive would be allocated a small number of members to contact in advance of the session to discuss their views about progress and activities by VOCAL in the preceding year and to get a sense of what is going to be important to members going forward, and to feed this intelligence into the discussions at the away day.
5.3
It is also proposed that the role and remit of the VOCAL executive is reviewed and set out clearly and that the roles and responsibilities of members are also agreed and set out – this information can then also be made through the website.

5.4
Key actions agreed:
· An annual development day should be established for the VOCAL executive to forward plan for the forthcoming year and to horizon scan for key opportunities and areas of work for VOCAL

· The remit of the VOCAL executive should be refreshed and formalised and shared with members

· Specific roles and remits for individual executive members should be agreed, formalised, and shared with members

· Each VOCAL executive member should have a role in intelligence gathering from new members to inform the development day discussions

· A welcoming process for new members should be established where early contact is made by an executive member and signposting to relevant opportunities is given
6
Resourcing

6.1
Resources are always going to be a challenge for VOCAL without an increase in income generating activities and additional support for particular activities. It is assumed that for all of the activities above such as seminars, networking events, etc, a small charge will be made for members – those events open to non members will have a higher charge rate for non members.
6.2
Fundamentally, however, VOCAL will only be able to take forward the programme of activities being proposed with additional help and support.  

6.3
It is therefore proposed that key organisations are targeted and meetings established to explore what support would be available to VOCAL from these organisations and what collaboration and partnership working is feasible. The overall proposals to reposition VOCAL  will mean that there is a more attractive ‘offer’ to outline to these organisations.  

6.4
Key actions agreed:
· The majority of events should have an affordable charge associated with them, with a higher rate charge for non members where attending

· Scottish Government, Creative Scotland, COSLA, and Sportscotland should be formally approached to seek financial and/or in kind support for certain activities/core support of VOCAL

· Consideration should be given to developing a higher rate of membership fee for corporate members

· Consideration should be given to putting in place a new business model with dedicated and funded capacity to support the forward programme of work for VOCAL
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Conclusion
7.1
This paper sets out a series of recommendations and actions arising on 4 key areas informed by the recent organisational review of VOCAL in order to update members and other key partners on the key changes envisaged.
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