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Council Herefordshire




Options for Future Management
of Cultural Services

Consultation Document

Deadline:  16th March 2012
Introduction
This consultation is concerned with the proposed options for the future management of cultural services in Herefordshire.  It was agreed by Herefordshire Council’s Cabinet on the 15th December 2011 that the three shortlisted options be developed into a final recommendation.  The final option will be influenced by the results of the consultation, along with consideration of the ability to meet service outcomes and achieve long term financial viability.  A full copy of the cabinet report can be found at: http://councillors.herefordshire.gov.uk/ieListDocuments.aspx?CId=251&MId=3579&Ver=4. 
If you need help to understand this document or would like it in another format or language, please call 01432 260732 or email nsilver@herefordshire.gov.uk.

Background

Along with many other local authorities, Herefordshire Council is reviewing the delivery of cultural services.  Cultural services are largely non-statutory, therefore the Council is not required to provide them, however it is recognised that these services are important to people, the local economy, community vitality, education attainment and quality of life.
Therefore, the intent is to retain the front line delivery of cultural services, whilst recognising fundamental change needs to take place to ensure the services can continue in Herefordshire.
The aims of the review are based on four principles:
Better Services – opportunity to use cultural services to create better outcomes for people through links with health and well being, learning and economic development.

Community – a co-ordinated approach to cultural services that supports third sector sustainability.

Commissioning – develop services through commissioning that meets the council’s corporate objectives.

Financial – ability to make savings, share resources and maximise income.

The shortlisted options
As part of the consultation we would welcome your views on the short listed options as outlined below.
Option One: Combined Services





Description: To retain a small team within the local authority that has the role of commissioning and developing services.  The “delivery” of services would be commissioned to an external body to manage a group of services.  It is likely this would be a charitable trust as this is a common model used to deliver cultural services, though there could be interest from the private sector, co-operatives or social enterprises.
The in-house commissioning and development team would set policy that the “delivery” organisation would fulfil.  The delivery organisation would operate on an enterprise model to generate income and seek other contracts.

Library delivery through Customer Services would remain as part of the local authority.

Advantages
· Economies of scale would be achievable through a single organisation with a number of services

· There would be a single relationship with an external organisation to deliver a range of Cultural Services which would need less resource to manage
· There is potential to improve marketing / profile in the co-ordination of services which could create opportunities to generate income

· Back office functions can be shared, saving resources

· Potential for National Non-Domestic Rates (NNDR) savings if managed through a charity.
Disadvantages
· Does not build on current outsourcing arrangements, having to start again on procurement which would take time and finance
· The range of service specialisms potentially have little in common

· The single organisation model places the risk of failure on one organisation

· That a single organisation model may give favour to services that earn income

Option 2: Customer Segmentation










Description - The option builds on an understanding of the customer base for the services, grouping functions that best meet the people who use them and the way they are used.  This option also builds on what already operates in the county.

The option retains a core commissioning and development team within the local authority, whose role would be to interact with other related departments in Herefordshire Public Services (HPS) and will set the standards and polices for any commissioning.  This team will also drive development programmes and support community involvement e.g. set up of community libraries.

The Leisure and Physical Activity segment would include the Halo remit, countryside rangers and implementation, outdoor education, and positive activities for young people.  This grouping reflects the activity based approach which will have shared audiences linked closely to health outcomes.  The positive activities for young people would primarily be linked to this segment, with relationships with community groups and other providers.

The Arts and Heritage segment would bring together the Courtyard, the front-end delivery of the museums and heritage centres and the Herefordshire Music Service.  Whilst the Courtyard and museum / heritage centre visits share common audiences, the Herefordshire Music Service is targeted primarily at schools.  However, with the national guidance to create Music Hubs there is a benefit of being linked to wider arts and music delivery.
The model would allow for the establishment of a single Archives, Records and Collections service.  In relation to the services in scope this would include archives, sites and monument records / archaeological records, historic collections, local collections (from libraries) potentially library stock management - other records functions within the authority could also be part of the service.  The service would be run by the local authority because of the sensitive nature of some of the material and the collection standards mandated to councils.
As regards Archaeology, only the records element and related projects would be part of the model, with the rest of the service retained within the Strategic Planning and Regeneration Service.

Advantages
· Recognises and retains specialisms
· Reflects customer profiles with opportunity for better co-ordination of services

· Retains some of the current arrangements, therefore not costly to implement or manage

· Commercial opportunities for income generation to make the services sustainable

· Retains care and management of key historic assets within a more co-ordinated approach

Disadvantages
· Resource needed to manage the relationship between client and commissioner could mitigate savings

· Relationship between services, specifically care of collections and access/display of collections needs consideration
· Does not present economies of scale as in option one.

Option 3: Status Quo Improvements





Description - The status quo with improvements means retaining majority of services within the local authority, brought together to create overhead savings.  Also, some services can proceed with a procurement route (specifically Outdoor Education and Positive Activities for Young People) with other services generating more income and in becoming traded services.  Halo and the Courtyard retains their current remit.
This could be a “step-approach” model, where individual services are commissioned or contracted over time using various routes and mechanisms, including smaller trust/social enterprises/businesses to deliver specialist services.  There is also the potential of working with neighbouring counties over sharing specialisms.
Advantages
· Easier to implement
· Retains specialisms of services either in the local authority or already commissioned services

· Can create a co-ordinated service under one division.
Disadvantages
· Each service would have to find additional percentage savings
· Does not provide answer to sustainability of services in the longer term

· Does not focus on customer usage as a starting point

· Limited drivers for change

· Having a number of smaller external contracts has a management / monitoring implication.
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Have Your Say - Deadline 16th March 2012

We would welcome your views on the options by using the prompt questions below. The responses gathered through the consultation process will be collated, anonymised and published in a summary – this will not include any personal or contact details though a list of the names only of people / organisations who have responded will be made available separately.  The contact details are required if there is any points of clarity required and to distribute feedback on the consultation. 

This form can be downloaded or completed on-line by visiting: http://consult.herefordshire.gov.uk/consult.ti/cultserv/consultationHome.
Organisation / public response
Responses from members of the public, user groups, clubs and societies, parish and town councils, local, regional and national organisations / agencies, etc.
	Name 
	

	Organisation if appropriate 
	

	Area of interest (have you a particular interest e.g. user of service)
	

	Contact address

Post code
	

	 Contact tel
	

	Contact email
	


Service / Officer Response
Responses by officers of Herefordshire Council as individuals or through an agreed team response. 
	Name (can be anonymous)
	

	Service area
	

	Is this a whole service response agreed by members of the team 
	Yes / no (please delete where appropriate)


Option 1 – Combined Services
Are you in favour of this option?      Yes   No   in part (please tick)

	General Comments


	Additional Advantages


	Additional Disadvantages


	Concerns (individual concerns and those for the wider community)



	In accordance with the Public Sector Equality Duty we would like to know if you consider option one will have an negative effect on people due to their:

	Age
Sex
Disability
Gender Reassignment
Marriage and Civil Partnerships

Pregnancy and Maternity
Race

Religion or Belief

Sexual Orientation

Geography

Deprivation

Any other:
	Yes / No

Yes / No

Yes / No
Yes / No
Yes / No

Yes / No
Yes / No

Yes / No
Yes / No
Yes / No
Yes / No

	If yes was answered in any of the above please give explanation / evidence for your response.




Option 2 – Customer Segmentation
Are you in favour of this option?      Yes   No   in part (please tick)

	General Comments


	Additional Advantages


	Additional Disadvantages


	Concerns (individual concerns and those for the wider community)



	In accordance with the Public Sector Equality Duty we would like to know if you consider option two will have an negative effect on people due to their:

	Age 

Sex
Disability
Gender Reassignment 

Marriage and Civil Partnerships

Pregnancy and Maternity 

Race

Religion or Belief

Sexual Orientation

Geography

Deprivation
Any other:
	Yes / No

Yes / No

Yes / No
Yes / No
Yes / No

Yes / No
Yes / No

Yes / No
Yes / No
Yes / No

Yes / No

	If yes was answered in any of the above please give explanation / evidence for your response.




Option 3 – Status Quo Improvements

Are you in favour of this option?      Yes   No   in part (please tick)

	General Comments


	Additional Advantages


	Additional Disadvantages


	Concerns (individual concerns and those for the wider community)



	In accordance with the Public Sector Equality Duty we would like to know if you consider option three will have an negative effect on people due to their:

	Age 

Sex
Disability
Gender Reassignment 

Marriage and Civil Partnerships

Pregnancy and Maternity 

Race

Religion or Belief

Sexual Orientation
Geography

Deprivation

Any other:

	Yes / no

Yes / no

Yes / no 

Yes / no 

Yes / no

Yes / no 

Yes / no

Yes / no 

Yes / no 
Yes / no

Yes / no

	If yes was answered in any of the above please give explanation / evidence for your response.




Any other comments

	Please add any comments, including how you would like to be involved in any further consultation.




THANK YOU FOR COMPLETING THIS CONSULTATION. 
Please send to Natalia Silver, Project Director, PO Box 4, Plough Lane, Hereford HR4 0XH.  Email: nsilver@herefordshire.gov.uk
Leisure facilities


The Courtyard


Countryside sites


Heritage Centres / Museums


Herefordshire Music Service


Positive Activities for Young People


Outdoor Education


Inspire (learning programme)


Archives


Archaeology





Client within Herefordshire Council





Customer Services Libraries





Development and Commissioning





Delivery and operational





Leisure and Physical Activity:


Leisure facilities, Countryside sites, Positive Activities for Young People and Outdoor Education





Client within Herefordshire Council





Arts and Heritage:


Arts centre, Heritage Centres / Museums,


Herefordshire Music Service





Archives, Records and Collections:


Archives, Sites and Monument Records/ Archaeological Records, local collections, Library Stock, Delivered Services, Rights of Way Records (plus other not in-scope services)





Customer Services Libraries





Development and Commissioning





Delivery and operational





Arts Development


Sports and Physical Activity


Libraries 


Heritage (sites and collections)


Inspire (learning)


Music Service


Countryside


Archaeology





Halo





Customer Services Libraries





Youth Service contracts





Specialist commissions





The Courtyard





Archives


Archaeological records 


Sites and Monument 


Local collections


Modern Records 


etc. 





Commissioned / contracted services





Internal local authority provision
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