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Business Plan draft 2  -  30 April 2001

The proposal to convert the original 1907 Technical School Building,

situated next to the listed Carnegie Library on Clifton Drive South, St.Annes

into a Community Arts Centre.
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Executive Summary 

What appears in the following pages is a demonstration of how it would be possible to use the Grade II listed part of the now redundant St.Annes College building, as an effective Community Arts Centre.

It is clear from the press cuttings alone (Appendix 9.3) that there has for a long time been a recognised need for better arts facilities in St.Annes, not only to house the extensive and valuable collection of paintings held by Fylde Borough Council (FBC) but also to replace lost facilities such as the Ashton Theatre. 

The recent availability of the building encouraged a group of like-minded people to strive towards the goal of creating an exciting new focus for the arts, providing excellent facilities for community groups and for individuals, whilst at the same time turning a heritage building to good use.

The group has undertaken much research amongst voluntary organisations (Appendix 9.4), local schools, (Appendix 9.17) and local residents. 

Close relationships have been formed between the group and Lancashire County Council Directorate for Education and the Arts, and with Fylde Borough Council which produced a helpful Planning Brief for the use of the building (Appendix 9.6) and a positive reference to the project in its publication ‘Working Together for Excellence’(Appendix 9.7). These had been preceded in 1996 by a FBC commissioned report examining the feasibility of establishing a Community Arts Centre in St.Annes (Appendix 9.5).

There has been a groundswell of support from a wide cross-section of the public in the Borough – for it would indeed be an asset for the whole Borough – and barely a week has gone in 2001 when there has not been a mention of the Community Arts Centre in the local paper, from several contributions to the letters page to the local MP’s regular column. The Rt. Hon Michael Jack M P has been a keen supporter of the project from the very beginning and has been most helpful in attending meetings and keeping the group supplied with up-to-date information, particularly regarding funding. 

The Business Plan Financials for the first five years operations are based on relatively modest aspirations, but nevertheless indicate that the Centre would be financially viable from year 1.  These figures exclude any operational financial assistance from external sources.

The developer of the whole site has given his support to the project with a generous donation while Fylde Borough Council has promised £75,000 should the Feasibility Study that it has commissioned prove favourable.

Following the publication of this Business Plan the working group will continue its efforts to raise the funds necessary to turn a long cherished dream into a reality for the benefit of all the people in the Borough.

1. Overview

1.1 Vision

· To provide St.Annes and the Fylde Borough with a physical arts and community centre. 

· To create an influential information technology resource for the local community of the future, where the emphasis will be hands-on involvement for local people.

· To increase participation in the arts in all its forms and for all ages.

1.2 Background

Lytham St.Annes is two separate towns, 3 miles apart 

(Appendix 9.23). 

St.Annes was created as a holiday resort in 1875 as a new town.

Within twenty years the town fathers had planned a cultural centre for the new town with a Carnegie Library to be built next to a new Technical School (later to become a college of further education).

These buildings were completed by 1906/7, and were significantly extended in the 1960s. They have continued to be used for their prime purpose until late in 1999 when the Blackpool & the Fylde College decided to cease using the college building and placed the site on the market.

The Lytham St.Annes Civic Society recognised the historical and heritage value of the building and achieved the Listing of the 1906/7 part of the college building as Grade II in early 2000. Other buildings from that era that have been listed and which are within 100 metres of the College are, the Carnegie Library, St. Thomas’s Church, and the Grand Hotel.

A building developer, Newfield Jones, has an option to acquire the whole site of approximately 0.45  hectares and intends to demolish the newer college buildings in order to build new flats on an area of 0.3 hectares. He has also obtained planning permission to convert the Listed building into 21 flats.

Because of the widespread interest in developing the old college building into a Community Arts Centre, the developer has offered to sell the listed building to the St.Annes Community Arts Centre Trust, at a discounted price, subject to establishing its viability as a going concern, by May 2001.

1.3 Options Appraisal

As can be seen from the press cuttings (Appendix 9.3) and the Report to the Council (Appendix 9.5) the need for a Community Arts Centre has been voiced on many occasions, both to house the FBC collection of paintings and replace other lost facilities. The questions that naturally arise, are ‘ Why choose the old College buildings? What are the alternatives and are they feasible? ‘

A. Why choose the college building? 

Pros:

i)
It has been the cultural centre of the town for nearly a century, together with the adjacent Carnegie library.

ii)
It is the closest available site to the centre of St.Annes. If it were possible to construct a purpose-built centre, this would be the best place, as most sites that have become available in the last thirty years have been approved for residential development, as indeed this site has.

iii)
The rooms in the building lend themselves excellently to community use and its size gives much greater scope for development.

iv)
The value of the basement area to the project is that it can be let for commercial use thus providing the Centre with a steady income.

v)
It is a substantial, well-constructed building that should give good service for the foreseeable future.

vi)
The building itself is within that part of St.Annes recently designated as a ‘regeneration area’, to which its development as a Community Arts Centre would significantly contribute.

Cons:

vii) There are several levels in the building which makes the construction of a lift essential for disabled access.

viii) Space for car parking will be limited, but it is situated on the main road through the town and has a bus stop directly outside. When in full use as a college, it catered for several hundred students at the same time, as a community arts centre it is estimated that heavy use at any one time would not exceed 200 people.

B. Are there any other suitable buildings available to convert?

Lytham St.Annes is a densely populated town where there is great pressure from developers to cover every available space with residential accommodation or commercial premises. Public parks and gardens are few and the local authority seems willing to release even part of this space for commercial development. A large vicarage was developed privately as a music and drama centre, but this too was demolished to make way for apartments. 

 The possible available options are as follows, but they all fall into the Con category for the reasons given:

i)
The YMCA has developed its existing site to the full recently with a multi-million pound extension providing excellent sporting facilities, although it has expressed interest in co-operating with the Trust in this venture.

ii)  Lowther Pavilion, three miles away in Lytham, is a very modest theatre (Appendix 9.4) and if it were to be developed as an arts centre it would need substantial modification and would encroach on a popular public park, which would arouse considerable local opposition. 

iii) The only other possibility as a Community Arts Centre is the conversion of Lytham Hall which was the squires old residence, purchased recently for the community as a heritage centre. It is however a Grade I listed building which would be almost impossible to modify, in addition to which it is situated on the edge of Lytham and can only be accessed by car.  The Community Arts Centre Trust considers that, because of the access, it would be difficult to attract people, especially young, and older, people without transport and furthermore it would concentrate what little arts provision there is, in Lytham, with nothing remotely equivalent in St.Annes  

iv) The answer to this question therefore is that there is nothing in the town of Lytham St.Annes that would lend itself for conversion into a community arts centre which is more convenient, or cost-efficient than the one proposed.

.

C. What is the possibility of constructing a purpose-built community arts centre?

The Trust recognises that a purpose-built Community Arts Centre would be ideal, with good performance facilities, better car parking, and all the advantages that a purpose-designed building could bring. It would have to be built on the edge of the town on land currently designated for residential development. The consequent cost of the land would be very high, and FBC would probably not agree to it as it is struggling to find sufficient land to meet the current high quota for residential building. In addition, it would be unlikely to include space for commercial development on which part of the financial viability of this project is built, thus almost certainly requiring a built-in revenue subsidy.

However, not withstanding the above the Trust obtained a figure for new-build from CTAL of £1,200 per square metre as opposed to £450 p.sq.m. for this project. Add to this the high cost of land and together with the cost of equipping the new centre it is estimated that a building of similar size would cost over £3m.

D. Is doing nothing a reasonable option?

Fylde Borough Council itself muted the possibility of developing a Community Arts Centre in St.Annes several years ago and commissioned a positive report. (Appendix 9.5)

Furthermore, as can be seen from the press cuttings, and pledges of financial support from local people, there is a ground swell of opinion that feels St.Annes should have a lively and attractive arts centre. The fact that the ‘Save Our Ashton Theatre’ group still exists even though the theatre was  burnt down over twenty years ago, and that pressure continues on the Council to exhibit pictures that it was given over fifty years ago, indicates the strength of feeling in favour of developing a centre such as that proposed in this document. 

E. The favoured option?

The Trust therefore, has briefed an architect on its requirements to convert the existing building into a thriving Community Arts Centre (Appendix 9.2) and a preliminary survey of the building has suggested that the conversion and fitting out, would be in the region of £1.5m.

Fylde Borough Council has granted £5,000 to cover the cost of a Feasibility Study, and, if satisfactory, a further £75,000 towards the overall cost.

Newfield Jones, the developer, has also offered £65,000 towards the costs.

Grant applications are being submitted to three major funding bodies in order to raise £1.25m., and a local fund-raising drive is planned to raise a minimum of £250,000.

1.4 Organisational Structure

The St.Annes Community Arts Centre Trust is a group which was launched initially by the Civic Society with a grant of £3,500 towards development costs.  The Civic Society has an exemplary record in developing other groups which have become independent bodies to acquire and run Lytham Hall, for instance.

The Trust is now applying for charitable status in its own right.

Trust members have a wide variety of professional skills, including:

· architecture and town planning;

· accountancy;

· arts and education administration;

· film, music and TV production/promotion;

· internet technology;

· software engineering;

The Chairman, now retired, managed the small arts centre at Dillington House College, in the 1960s, and continued managing a wide variety of arts projects alongside his primary function as a Principal and later a County Adviser for Lancashire. Running a College and an Area Institute requires all the skills needed to run a community arts centre. Both require extensive forward planning, carefully projected marketing, efficient handling of the day-to-day running of the organisation, effective deployment of staff and a keen attention to detail. After taking early retirement, the Chairman, was then involved in further arts activities – research for the Policy Studies Institute and the successful setting up and running for two years of an Artists in Schools Agency for Bolton LEA. Having set up a new College from the drawing board to, and including, the first year of operation, he feels that this particular exercise does not present any unusual problems apart from the fundraising aspect which is essential to its success.

Had the Chairman when in full-time employment, had such a well-balanced team to call on as he has now, he would indeed have felt exceedingly well served to carry out the task in hand. 

(for more detail please see Appendix 9.1)

Once established however, the Trust intends to create a further Trust to oversee the general use and programme activities of the Centre.

Mr David Coupe, solicitor, and Chairman of the Arts and Entertainment Board of the Grand Theatre, Blackpool, has guided the Trust through this aspect of its development. Moreover, he has drawn up the Trust Deed and submitted an application on behalf of the Trust to the Charity Commissioners. 

In this respect the Trust is benefiting from the help and support from members of the Grand Theatre Trust which itself had to begin from virtually nothing several years ago.

2. External Analysis

2.1 Environmental Analysis

St.Annes is a relatively new town, particularly compared with Lytham, and the College along with the Carnegie Library, are historic buildings in this context.

Since the 1960’s when the Clifton Estate was acquired from the old squire by the Guardian Royal Exchange Assurance Company the whole town of Lytham St.Annes has more than doubled in size as land was sold off for the development of private housing.

The provision of public amenities for a town of this size has not only failed to keep pace with the needs of the increased population, but over the last twenty years they have actually decreased. There were two swimming pools, now there is only one which is not really adequate for swimming competitions; there was a theatre in Ashton Gardens and two on the pier, all of which were burnt down and not replaced.

Ashton Gardens itself is now going to be reduced in size to make way for a supermarket.

The one small theatre in Lowther Pavilion is not used by professional touring companies because the back stage facilities are inadequate (see 1996 Report in Appendix 9.5). 

Recently, the large St.Thomas vicarage, which was established as a private school for dance and drama with nearly a thousand pupils a week, has been demolished to make way for more flats.

There are currently at least 6 major sites (either building or planning) in the town centre vicinity

The County Council considers that the Carnegie Library will no longer be viable as it needs to be extended to meet modern day requirements. The County Council therefore is relying on the continued use of the College building as an Arts Centre in order to expand its provision. (See Appendix 9.8)

The College and the adjacent Carnegie Library have been a focal point for educational and cultural activity in St.Annes for nearly 100 years.  A four hundred seat theatre and a gymnasium will be demolished in this current development.  If the Listed part of the College is converted into flats that facility will be lost to the community.

Please see the PEST Analysis, Appendix 9.12.

2.2 Customer needs

In a Report to Fylde Borough Council, dated January 1996, entitled a  “Market Research and Feasibility Study – Proposed Arts Centre”, by Dr. Linda Moss (Appendix 9.5), the following points were made about the need for an arts centre in the town:

· There is a clear demand for small-scale professional theatre events locally.(Above Report p.5)

· There is a serious lack of exhibition space for the visual arts in St.Annes. (ibid. p. 6)

· The amateur sector in St.Annes is flourishing, but lacks a focal point.        (ibid. p. 8)

· There is insufficient evening activity for visitors in St.Annes. (ibid. p. 9)

· Young people in St.Annes are not well catered for outside formal education. (ibid. p. 9)

During the course of the year 2000 the Trust has put considerable efforts into assessing the need for a Community Arts Centre and the details of this effort can be found in Appendices 9.4. and 9.17.

In brief, the Trust has assessed and proved the needs of customers by:

a) holding two well supported, enthusiastic public meetings, representing a wide cross-section of the community

b) receiving completed questionnaires from over 40 local groups expressing support and indicating their own specific requirements (Appendix 9.4)

c) surveying primary schools and holding two focus groups in local secondary schools (Appendix 9.17)

d) receiving letters of support from individuals, both independently and through the local press

(See Appendix 9.3)

2.3 Partnerships

1.   Fylde Borough Council

FBC has indicated that the proposed art gallery will be a suitable place to display works from the councils ‘hidden’ art collection.  The Trust hopes to strike a formal relationship with FBC to exhibit works from the collection on a regular basis moving forward.  For instance there could be 2 x 6 week exhibitions per year.  This would provide a backbone of income for the art gallery.

FBC is about to start work on its ‘arts strategy’, which when complete will lead to the appointment of an arts officer.  FBC has indicated that should the project go ahead, then it would make sense for the arts officer to be based in the Centre.  This would provide accommodation, income, and an invaluable help in the development of programming, exhibitions and sponsorship etc.

2.   Lancashire County Council

Close collaboration has been developed with the Lancashire Education and Arts Directorate, Lifelong Learning Division, which controls the Library, Adult Education and Youth Services, all of which are potential heavy users of the centre

LCC has agreed that should the project go ahead, the two buildings can be joined together to allow the adjacent library to expand into the Centre, particularly with its internet terminals and research facilities.  This would provide accommodation income, and allow the Trust to share in such things as Internet connectivity and IT management staff.

The Trust is also hoping to develop a partnership with LCC on IT education & working / learning initiatives for local people

3.   YMCA

The YMCA has offered its services, should they be required, in terms of management of the centre and the café / bar.  The YMCA has a large sports activity in the town and has considerable development and management expertise

4.   Local Hotels

It is hoped to strike a relationship with at least one hotel for the running of residential arts courses, particularly for holidays during the summer and winter weekends

5.   Youth Theatre   

The Trust is in negotiation with the County Youth Service to examine the possibility of developing a partnership in this enterprise
6.   Performing Arts   

A close co-operation has been formed with the proprietor of the recently closed St.Annes School of Music, Drama & Dance to re-launch a programme of balanced classes in the performing arts, for young people, at times when voluntary organisations do not wish to use the facilities.

7.   Lytham St.Annes Express   

Initial discussions have taken place for the Centre to play a pivotal role in bringing the towns local newspaper online.

8.   Grand Theatre, Blackpool   

The Trust has an ongoing relationship with the Grand Theatre, which it is hoped will lead to various joint activities.
2.4 Competitors
The following arts facilities have been identified within a fifty mile radius of St.Annes, but the Trust has concluded that the St.Annes Community Arts Centre is not competing directly with any of them, except for local church halls or similar. However, local groups supporting the project are most anxious to come together in a building that will be focussed on the arts with all the mutual advantages that that brings to those people wishing to pursue artistic activities.

· The Brewery Arts Centre at Kendal is over fifty miles away.

· The beautifully restored Grand Theatre at Blackpool, seven miles away, stages high profile touring shows and plays, that the Centre could not present.

· Preston has the Guildhall that seats well over 1000 people and the small Charter Theatre, which promotes a mixture of amateur and professional performances to large audiences.

· The Lowther Pavilion in Lytham, three miles away, seats  454 people, and is used mainly by local amateur dramatic and operatic groups. Please see what Dr. Linda Moss has to say about Lowther Pavilion in her 1996 Report (See Appendix 9.5). In other words the two facilities will complement each other very well.

· The only other likely competitors are those local organisations like church halls that let out space, and they are competitors for use rather than artistic activities. The projected cost for using the Centre is competitive with local room hire, but the Trust is lead to believe that most arts organisations using other premises want to come together in an arts centre.

In conclusion there are no real competitors, as the Centre would be a welcome adjunct to the diminishing facilities that are available in the town as described in paragraph 3.1 above. In addition, the Trust is receiving valuable advice from David Coupe, chairman of the Grand Theatre Trust in Blackpool which is the nearest artistic competitor.

2.5 Opportunities and threats

Please refer to the SWOT Analysis in Appendix 9.13.

3. Internal Analysis

As the Trust is an entirely new body, it is impossible to analyse the strengths and weaknesses of its internal structure. The composition of the current Board however has a great deal to commend it in terms of a wide range of expertise (see section 1.4 above), and its staffing proposals with regard to the running of the Centre are consistent with the development of a new organisation feeling its way.

The proposal to appoint a caretaker/cleaner on split shifts and a manager/organiser has been arrived at after close consultation and advice from the Director of Estates and Legal Secretary of the Blackpool and the Fylde College which was previously responsible for running the building.

Recent communication with Fylde Borough Council in connection with the production of their new Arts Strategy indicates that it is likely an Arts Officer will be appointed and the Trust has offered to provide an office, free of charge, in the Centre for this person. 

Negotiations are also continuing with LCC about the staffing of the proposed Internet centre that the Library would wish to install in the Centre. The current state of these negotiations are the possibility of giving the Library the free use of one room in exchange for part of the time of their IT manager.

It can be seen therefore that the Trust has given considerable thought to the future staffing of the Centre in relation to its development potential. 

4. Operational Plans

4.1 The building

The building is an Edwardian Technical School, completed in 1906/7 and comprising some 1,680 sq. m. on three floors. It is a substantial Accrington brick building with tall Dutch gables and stone surrounds to doorways and windows, situated on a corner site.

 It has some interesting stained glass from the period, together with decorative plaster cornices, terrazzo flooring and original green and yellow tiles, forming a dado along the corridor and staircase walls, while the art room on the top floor has attractive exposed roof timbers. Most of these features are included in the listing schedule. 

There are three floors, the lowest of which is a semi-basement with full-height windows, but about four or so feet below ground level. This area includes space for the boiler room, but was substantially used for classrooms when a college of further education. The middle or ‘ground’ floor, has an impressive entrance hall with classrooms and offices off, and a staircase to the top floor which apart from the large art room, was again classroom space.

The Trust has employed an architect to prepare proposals for the use of the space available in the building.  In general these are:

· the basement area which will be let commercially on long term leases and will include a café/bar on the south side of the building with space for an outside terrace. 

· the ground floor which will be the public focus of the building, the main feature of which will be an Art Gallery. Here there will also be a book and/or music shop, together with an office for the manager and caretaker. This   floor will also accommodate an extension to the adjacent  Library to which the Centre will be physically linked.

· the rooms on the top floor which will be the activity rooms for community use, particularly for groups to have meetings, run classes, hold rehearsals and practice their arts and crafts. The key space on this floor will be the theatre, an ideal use for the former art room with its pitched roof supported by exposed trusses.

It is intended that the Centre will not only provide a day-to-day facility for community use, but also new media and IT will be integrated into the running of the facility.

The new media and IT function will play a large part in this proposed development so that performances can be broadcast on the Internet. They can also be archived for future viewing or reference. Similarly exhibitions can be stored in a system of virtual galleries for reference and future enjoyment. The IT facility can also be easily utilised by local history groups for both storage of material and the development of living history archives, and in addition it can provide the basis for a community TV station in which groups and individuals can take part. It is therefore intended to equip the building to make this kind of facility available.

4.2 Activities

The activities that will take place in the building will fall into several categories as follows:

Commercial use   (see also note to financial notes)

The long term lets in the semi-basement could be made to creative artists in the form of studios where they would create work to be exhibited from time to time in the Gallery or other rooms above.

The position of the café/bar in this area has already been mentioned and with well over 500 users per day projected for the combined premises (the Library has 16,000 registered members with a through put of 300+ each day which will be increased by the addition of the internet facility.

It is envisaged that the Centre will have approximately 150+ users per day – (see Appendix 9.20) it is felt that the café/bar will be quite profitable. Two local parties, along with the YMCA, have already expressed interest in the running of the café/bar, and one has provided the Trust with the full costing of fitting out the café/bar (Appendix 9.22), and suggesting they would consider paying for the fitting themselves if a suitable contract could be agreed.  We have also received a professionally prepared operating scenario for the type of café/bar suitable for this kind of Community Arts Centre (Appendix 9.21). 

Space on the ground floor for music and book shops will be made available on a commercial basis and some interest has already been expressed by local retailers.

Exhibitions

A space approximately 80 feet by 20 feet has been allocated for exhibition purposes, and to which it is hoped to attract a wide variety of exhibitions, from local groups to Arts Council Touring Exhibitions.  It can be used from time to time to show some of the extensive Fylde Borough Council art collection, much of which has been stored in a cellar for the past 50 years. (See Appendix 9.7) In addition it has been recognised that some of the community rooms may have less use for meetings in the summer months and that these could be made available for exhibition purposes.

IT,  the new media and the Library 

The other main ground floor activity is intended to be an IT facility as an extension from the Library next door, and in addition it is also proposed to make a physical link with the Library for easy access to all facilities. 

Virtually all the available space on the ground floor therefore will be income generating, partly through long term lets such as the Library and shops, and in the Gallery on a short term letting basis – a week to a month – where individuals, or groups,  can hire it, or the management will obtain sponsorship to cover the cost of exhibitions of national importance.

Community use

The top floor will be let to voluntary groups – many have already expressed strong interest – for their meetings and activities, and to organisations such as the WEA and the University of Lancaster for their classes. The CVS for instance has expressed an interest in room use for interviewing clients and some groups and individuals want to run their own classes in the Centre. 

The large art room could seat over one hundred people for both musical and studio theatre performances, and it could be hired for this purpose, although it is the intention of the management to promote its own performances bringing professional artists to the town in music, drama, dance and literature. The whole of the top floor would also be income generating, for use on an hourly basis. 

Education and the arts

It is also intended that the Centre will be a focus for the arts in another way. The majority of schools in the town have thrown their weight behind the project and a Borough Education Arts Panel (BEAP) is likely to be set up fairly soon where teachers interested in bringing children and practising artists together can meet to discuss ways in which this can be achieved, either children coming to the Centre during the day, or a resident artist using the Centre as a base to go out into the schools. The work of resident artists can be mixed so that for example a Writer in Residence could spend four half-day sessions in schools, one session in the Library holding a writers clinic, another session in the local prison, and an evening session in the Centre working with the local writers group.

Family Arts Classes, similar to those pioneered at the Canon Hill Arts Centre, would bring parents and children together on Saturdays to enjoy painting, potting or playing an instrument.

Hotels have already been approached to enquire whether they would like to co-operate with the running of residential week-end and weeks courses in the arts with the activities based in the Centre. The Trust has also been asked if a Music Festival could be held in the building.

It is also most probable that the music, dance and drama classes for young people that took place in the now demolished private school opposite the Centre will recommence in the Centre, although the Trust have expressed the view that their letting policy will give priority to local community groups before allocating space for performing arts classes.

Training and education for the new media

It is intended that the Centre will provide valuable training and working/learning opportunities for members of the local community who it is hoped will develop IT skills that will empower them to communicate to their fellow citizens and develop community relationships much lacking today.  It is important that this facility to communicate is opened to all people with a disability of any kind, as there are many ways modern technology can enhance the quality of their lives

Arts for all

In general terms the Centre will be used by a cross-section of the Community from pre-school music groups in the morning, through after-school arts clubs for young people, special facilities for those with learning and behavioural difficulties, and a whole range of adult activities to encompass at the other end of the scale University of the Third Age programmes. Most adult groups will be self-programming, while all under-18 activities will be closely supervised and run in the form of classes, as the Trust is acutely aware of its close proximity to residential accommodation. 

4.3 Internet Technology Initiatives

The Trust considers the IT initiative to be of great significance in the overall development of the project, not only in empowering the local community but also by acting as an international mark of distinction for Lytham St.Annes and the Fylde.

Virtual Art Gallery

There is a fast growing art exhibition space developing on the internet.

An Art Gallery in the virtual sense never closes and never takes down an exhibition. It never runs out of walls and quickly builds an exhibition archive.

This becomes dynamic with the inclusion of multi-media, installation and directory type resources linking users to other websites of interest.

This initiative is designed to be in collaboration with artists, in not only the display of their work, but also the use of the medium to create new experiences for art.

The virtual art gallery will be the ideal home for Fylde Borough Council’s collection of paintings. The whole collection will be on display both to the local community and the whole world, 24 hours a day.

There will also promotion and display opportunities for the exhibitions that visit the physical gallery.

The virtual gallery will in no way limit itself to the constraints of the physical gallery, in that it will continually feature many exhibitions and artists that have not seen space in the physical gallery.

Community Art Resource

For community arts, the Centre will become an important local focus as the keeper of the information. An online directory of all local arts-related groups is planned, including help with communications and message boards etc. 

Local History

There are many enthusiastic local history groups who have significant archives.  This section will be a home for the digitisation and dissemination of all local historical information, in the form of an Internet archive.

Performance

Not everyone can get to see a performance for one reason or another, for instance, being disabled, short of a babysitter, or an ‘ex-pat’ in New Zealand. 

The aim is to transmit (webcast) performances live, via the internet, and archive them for later viewing. The performance or experience from the Centre therefore becomes ‘totally available’ both locally and globally. 

This will enable local TV, with hands-on experience available for anyone in the local community who wishes to participate. It has the potential to develop community values and give people a voice.

4.4 Customer focus

The Trust has already demonstrated above that it is closely in touch with individuals, groups, schools and other organisations that would wish to use the Centre. Excellent suggestions have been put forward, especially by the secondary school focus groups, (Appendix 9.17) and it is intended to incorporate some of these in the building and in the running of the Centre.

Furthermore, the Trust has discussed a membership scheme that would enable frequent users to influence the development of the Centre so that they feel that they have a genuine stake in its future. 

The Trust Board would include representatives from the Borough Council, Lancashire County Council, any major local sponsors, the Civic Society and the users. In this way it is hoped that ‘customer’ requirements would be at the forefront of all future developments of the Centre. 

4.5 Management

Of the two main management areas the question of overall strategic direction has already been covered in 2.3.

For the day-to-day management it is envisaged that two full-time staff will be employed, one as the manager of the building and the other as the caretaker/cleaner. It is envisaged that a split-shift system might operate to ensure cover by at least one employee over the 12 hour day.  As activities expand part-time staff will be engaged for essential work and the cost of this will be covered by the income from the expansion. The manager will report on a regular basis to the Trust.

In addition to the paid employees over 50 people from supporting groups have already volunteered their services to assist with the management of the building. It is likely that their services will be used on a rota basis to oversee the exhibitions, to respond to queries from the public, keep notice boards up-to-date, maintain flower arrangements and assist in the print room and after training with the IT developments.

5. Financial Plans

5.1 Capital Budget for the building

The listed part of the college building is in need of internal and external decoration, but on the whole it appears to be a sound building, and the Trust has engaged an architect to undertake a basic survey and conversion proposals.

The Trust does not intend to make any major structural alterations as the purpose for which the building was originally intended is very close to the requirements of a Community Arts Centre. 

It is recognised that recent legislation requires improved safety and access facilities so that a fire-escape and a lift and toilet facilities for disabled people will be incorporated in the plan, together with any provision to bring the building in line with current requirements.

The Trust was advised by Community Technical Aid Lancashire that the cost of conversion would amount to £450 per square metre for the 1,680 sq. m. of floor space available which amounted to £1.0m to include construction costs, professional fees and VAT.

A new build Community Arts Centre at £1200 per square metre, would cost £2,016,000 plus at least £750,000 for fittings and equipment, plus the cost of the land.

Further advice was sought about fixtures and fittings, including such things as theatre lighting, IT equipment, the lift, art gallery fittings, tables and chairs etc., and this amounted to approximately £200,000.  The final figure of £1.5m was produced by including the gross cost of the building.

The target figure for fund-raising therefore is £1.5m. plus inflation.

5.2 Income and expenditure forecasts

A considerable amount of research has gone into this aspect of the Trusts proposals because it realised from the beginning of the venture that any long-term revenue support from Fylde Borough Council was highly unlikely, so the development had to be considered entirely on the basis of self-sufficiency.

All possible users were approached (see Appendix 9.4) to assess the extent of that use, and the type of use required. Since then, a meeting was held with the owner of the recently demolished performing arts school who felt that she could rebuild her programme in the Centre once it became available. (see Appendix 9.14) 

In addition, the Trust has looked at the room charges to community groups in the area and it feels that for an average sized room, of say 36 sq. m., a reasonable rate would be 25p per hour per sq. m. which equals £9, while commercial rates would be 40p. per sq. m. per hour equalling £14.40.

Summary:

Hire charge for 36 sq. m. room seating 30/40 people, per hour

Community groups





£9.00

Commercial ( for profit )organisations


£14.40

Spaces used for a whole day or several days would be based on a minimum of a six hour day in a Centre open 12 hours a day.

It is intended to keep the building open for six, possibly seven days a week. 

The income from the community rooms will be based on six hours use per day – 2 hours each in the morning, afternoon and evening – although it is hoped that a twilight session might be developed to fit in with the possibility of after school arts clubs, and that would be a bonus.

The Trust is still taking advice on appropriate rates for the commercial use of the semi-basement, as a café/bar is likely to yield more income than office or studio space, but it will probably have to negotiate in the first instance on a time/profit basis until the extent of the use can be clearly assessed. However, for the purpose of the Business Plan the long-term commercial letting rate has been set at £60 per sq. m. per annum.

A 36 sq. m. room therefore would raise an annual rent of  £2160

Other areas of income that are most likely, will come from direct sponsorship of events, and this of course will be variable according to the type of event promoted, and the cost of publicity. It is expected however, that these events will be run at low risk of a loss.

In the longer term there are plans for selling advertising on our web site and in conjunction with webcasting performances, although this could well be tied in with whatever sponsorship deals are arranged.

As for expenditure, the Blackpool & the Fylde College has been very helpful in revealing its current costings formula which, it would have applied to its St.Annes College site, had it continued to operate it. The Trust has reduced the advised ‘building maintenance’ formula of £15 per sq. metre, to £10 in its first year of operation on the grounds that the Centre will be a newly refurbished building. It has however adopted the College formula of £5 per sq. metre to cover the cost of utilities. In addition, the College has kindly furnished the Trust with its current employment costs for a caretaker (Scale 2, £11487 - £12069) and a manager/organiser (Scale 4, £13392 - £14958). (Appendix 9.15)

The Trust is most aware of the nature of maintaining old buildings and an element for maintenance and development has also been included in the overall expenditure estimate.

5.3 Funding opportunities

As can be seen from Appendix 9.15, where the running costs are concerned, it is only intended to obtain further funds for specific events, such as touring exhibitions, theatre companies, artists-in-residence and musical performances. Otherwise the Trust is confident that the income from use will more than cover the expenditure.

The more immediate concern is that of raising sufficient funds to undertake the conversion of the building into a high class Community Arts Centre. The Trust has looked closely at a wide range of fund-raising options and apart from a philanthropist or a local firm making a substantial donation, the only path to pursue is that of the Lottery Funds for six figure sums. The Council for Voluntary Service trawled the internet on behalf of the Trust and of the many Foundations that emerged the best that could be hoped for were in the region of small five figure sums.

The Trust has targeted three of the lottery funding bodies. The criteria set down by the three have been studied very carefully and it is felt that this project meets most of them. The three are:

The Arts Council Capital Programme - £0.5m;

The National Heritage Lottery Fund - £0.75m;

The Arts Council Capital Programme is intended to cover the cost of those elements of the building related to the arts such as the equipping and furnishing of the Studio Theatre, Art Gallery, art and craft rooms, retail outlet and the new media and IT facilities, together with the café/bar. (Appendix 9.16)

The National Heritage Lottery Fund would pay for the building – for which the developer is asking £320,000 – and would cover the cost of conserving the elements named in the listing schedule.  The cost of those elements such as the lift, ramps, disabled toilet facilities and other aspects of the conversion that will make the Centre more accessible to as wide a cross-section of the community as possible will be included in the application to the National Heritage Lottery Fund. 

It is understood that Lottery Boards do consult each other when it is known that applications are being made to more than one Board and this may be to the Trust’s benefit as each individual contribution will result in something far greater than any single Board would contemplate funding on its own.

The Trust realises that the competition for these funds is very stiff, but:

· It feels that it has a good case

· There is not a lot of evidence of large lottery grants being made in this area of Lancashire, apart from the Grand Theatre in Blackpool, and we believe some funders will feel there should be more equitable distribution of funds, on an area or regional basis

· The request for funding from several sources might strengthen the Trust's case, as funders do not like to feel that the project under consideration stands or falls solely on their approval or otherwise

· The fact that the Trust is intending to raise a substantial sum towards the cost from local sources, should encourage the major funders

· The fact that the Trust is working towards a self-sufficient project and not relying on further funding to enable it to proceed, should encourage funders when assessing the possible results of their contribution to the project as a whole

· The funders should be encouraged to learn that the Trust has already secured over £145,000 of the £0.25m minimum target that it has set itself, drawn from business, public funds, individual and group donations and pledges, before a major local fund-raising campaign has even been launched.

If, as is hoped, the above funding falls into place, the Trust will from time to time look towards other sources of funding to develop specific projects during the life of the Centre.

6. Risk Analysis

The whole exercise falls into a low risk category.

On the revenue side, the Trust has adopted a very low risk strategy, insofar as over 90% of the building will be income generating, and if operating to capacity will achieve a six figure income at present suggested rates. The Trust however, intends to take a more modest view of the level of achievable income which nonetheless will more than cover the foreseen expenditure. ( see Appendix 9.15 )

Much of the activity in the Centre will therefore be undertaken by self-programming groups and individuals who will be running meetings, classes or other activities at no cost to the Trust. 

The Trust intends however, to promote its own activities, largely in the area of professional performances of one kind or another, and touring exhibitions of national importance, for which it will raise sponsorship for each event, probably on a ‘ guarantee against loss ‘ basis. Some of these events will make profits, which will go into a separate ‘promotions fund ‘ thus enabling the Trust to sponsor some events itself. 

If the Centre attracts the kind of usage that is indicated by groups and individuals in the town, it should run at a surplus, some of  which could be transferred into the ‘promotions fund’. 

The biggest risk to the Centre will be under use which could reduce its income to below expenditure, but at the present time this appears unlikely with the level of support that is evident.

7. Action Plans

Assuming that the Feasibility Study is favourable, the Trust will embark on the following course of action.

· Finalise the business plan and prepare for presentation

· Work closely with the developer to continue the campaign and raise the funds required.

· Complete an application to the National Heritage Lottery Fund.

· Prepare to open the building for an Open Day on June 9th, 2001

· Organise the volunteers to work on the above

· Prepare a press campaign leading up to June 9th
· Once one of the major bids is successful, launch a local appeal to business and the community at large, headed up by The Rt. Hon. Michael Jack M.P.

· Once the funding is in place, the Trust moves into the second stage of the process to engage architects and builders.
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