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North West Hub Directors’ Group Meeting

Friday 19 August 2005, 10:30-4

The Guild Hall, Preston

Hilary Wade, Tullie House Museum and Art Gallery

Edmund Southworth, Lancashire County Museum Service

Nick Mansfield, People’s History Museum

Clare McDade, Chris Chadwick, MLA North West

Tristram Besterman, Malcolm Chapman, Manchester Museum

Steve Garland, Joanne Irvine, Bolton Museum and Art Gallery

James Green, Hilary Machell, Harris Museum and Art Gallery

Sara Holdswoth, Kate Farmery, Manchester City Gallery

Emma Anderson, North West Hub

Barry Horner, Kingshurst Consulting (Chair)

Jennifer Harris, Whitworth Art Gallery

Apologies; Virginia Tandy, Manchester City Gallery, Alex Walker, Harris Museum and Art Gallery, Jon Finch, Clare Connor, MLA NW

	Agenda
	Actions

	1. Minutes of the last meeting.                                                          There were no minutes of the last meeting as there had essentially been one action point, namely for EA to draw up the Proposed Outline Business Plan template, that had been circulated on 27 July.


	

	2. Reviewing the Hub Business Plan

EA reported that following the circulation of the first Proposed Outline Business Plan document; she had had discussions with Hub Directors and colleagues and made a series of amendments to take on board comments and suggestions. 

The Proposed Outline document has been reviewed, refined and reused, but has now got to the point where the Hub Business Plan is on budget, so any further adjustments can only be made within budget.
	

	3. Feedback from discussion with MLA.                                             EA reported back to the meeting from her meeting with Abigail Walker and Tracey McGeogh, Renaissance Policy Officers at MLA.                                                                                                EA explained that she had presented the NW’s skeleton plan to them as building on a number of key characteristics:

· It acknowledges the extent of capacity building still required

· It goes beyond capacity building to invest in external partnerships with its emphasis on geographical partnerships between Hub venues and the Manchester Museum’s consortium, the Greater Manchester forum, the Cumbria forum and the embryonic Preston forum.

· It is working in partnership with MLA NW to create a strategic response to the regional sector in terms of collections’ care and conservation, developing audiences by broadening access to collections’ and professional development

· It makes a significant shift away from a series of individual projects to a set of Hub-wide themes and big ideas. 

· It retains key themes from Blue Skies session, with the emphasis on cultural change through ILFA, audience development and new forms of partnerships.

The response from MLA was very positive, especially to the Audience Development package and Inspiring the Workforce package, they felt this reflected the Renaissance vision.

The key message from MLA was to be able to see the audience development/ user focus in all the work programmes, particularly the relationship between audience development and workforce development and the user focus underpinning collections development.
	

	4. NW Hub Business Plan 2006/08                                                       BH explained that the updated Proposals Outline template, or something like it, would need it be signed off at the meeting.      Feedback on the updated document was as follows:

· The concepts, ways of working and thinking reflect the discussions at the Blue Skies sessions.

· The Region’s Renaissance Plan will need to take account of recent briefing re: Designation Challenge Fund0608 and its connection with RiR.

· RiR is now being seen as a process rather than a funding stream – this is an important step.

· Need to ensure budgets adequately reflect recruitment costs, on costs and recharges.

EA gave an update of the conceptual framework and proposals for 0607; this year provides the building blocks for the 0708 programme and ensures Hub can work towards delivering targets.

0708 

MCG: PA1 – the big themes are: developing new and current audiences – particularly families, and through them to reach C2, D, Es, and schools, developing a strategic relationship with the LEA; extending services to schools through Education manager – who will be significant in managing the audience development work through increasing capacity.

PA3 – the work packages reflect the need for increasing collections management/care/infrastructure; raising back of house standards and help support FOH, continuing the development of IT skills and link this to initiatives in research and interpretation; developing strategic approach to collections’ management ensuring user focus.

MM: PA3 – big idea is next phase of Collective Conversations developing physical and intellectual access to collections; making links across collections with focus on Great Rift Valley and redefining collections areas through new interpretations; connecting collections and communities, and linking with staff training and development and community volunteer programme.

BMAG: ILFA has been fundamental to planning process.

PA1: Build on success of Connecting with Collections and Community Outreach; there is an important opportunity to refocus this outreach work so it impacts on core collections. 

PA2: Big issues are workforce development to strengthen delivery of user-focus; Natural Sciences Traineeship is being developed in partnership with Leicester Museum, Yorkshire Museum, and, possibly, The Museums’ Association – seen as a national initiative.

PA3: Big idea is gallery re-displays in response to audience research and curatorial developments. 

Seeking to develop strong role with Greater Manchester Forum.

HMAG: PA1 – Priority is to increase schools’ capacity and increase the use of volunteers; Audience Development is aimed at intenders, BMEs and families combined with initiatives developed through the consortium and product development through redisplays.

PA2: The priority is to sustain Front of House development.

PA3: The priority is to strengthen collections care as a means to underpin reinterpretation and redisplay, and to strengthen the collections at senior management level.

THMAG: PA1 – The priority is to continue to develop the level of outreach and schools’ activity. There is also an important opportunity to work with Cumbrian Museums to strengthen provision for schools in the county. Charging remains an important factor in audience development at Tullie. Family programmes seen as key to building new visits.

PA2: The priority is to sustain the impact of THUD (Tullie House Understanding Days), which has successfully brought front, and back of house staff together; and to use this to inform induction processes. 

PA3: Increasing collections access through digitisation is a priority and represents an opportunity to work with the Harris. Strengthening links with the development of Hadrian’s’ Wall are also an opportunity – perhaps to build a partnership with the NE Hub.

WAG: PA1 – The priorities are: strengthening schools’ provision so that the venue has the capacity to respond to the LEA post; building a bespoke service for schools; and developing the post-16s service for educators. Increasing capacity is crucial for strategic audience development. The priorities here are converting school visits into family visits; attracting young people 16-25s by converting formal education visitors into informal visitors.

PA3: The priority is to strengthen curatorial support to develop links between collections and users, and make stronger connections between programmes and participation.
	

	5. Implications of the Business Plan: Balance, Recruitment, Risk assessment

TB – Programmes show coherence and user-led focus.

Innovation in collections management comes from the contexts in which they are used. Allowing the users’ voice into collections will create innovation. The step change required to deliver programmes will have an impact on management; need to retain flexibility within the programmes.

Need to be explicit about level of management of risk.

SG – clear links and synergies are appearing across the programmes.

There are risks in recruitment of so many posts; need for convergence of pay scales; tensions between core posts and project-funded posts.

Need for more explicit guidance from MLA re: contracts, etc.

SH Need for team structures, within education and other sections, that allow for movement and development: with posts at different levels, including entry level posts etc, to help encourage staff to stay within organisations.

KF Important to look at the relationship between posts and budgets – is it possible to do more with fewer people.

MLA North West perspective:

· Strong evidence of joint working and big themes

· Recognise the complexities of working together, particularly ensuring effective planning at all levels.

· Opportunities to look to future joint storage projects i.e. resource units, storage etc.

· Need to map out programmes that delver Renaissance at local, individual venue level against those that are managed to deliver cross-hub, sub-regionally and regionally.

BH asked meeting to set plans for proposed Business Plan against the Regional Strategic objectives.

· Proposals meet following objectives well: -

· To improve the relevance, impact profile and quality of all our services and assets.

· To diversify and increase the number of people who enjoy and learn from the region’s collections.

· To work collaboratively to deliver the Renaissance agenda.

· Still more work to do: -

· To work in new ways to develop and transform our services

· To work in partnership with other organisations to develop the reach and influence of Renaissance

· To sustain the benefits of Renaissance into the longer term. 

· To maximise the contribution that our services make to the wider economic, social and cultural development of the North West.
	

	6. Implications of the Business Plan: Lead Responsibilities and Governance.

· BH presented meeting with model for future governance of the NW Hub and for the delivery of the Regional Renaissance Plan Objectives for developing governance are: -

· To establish collective responsibility and accountability for performance management

· To establish collective responsibility and accountability for financial management

· To engage the wider museum community and other partners more effectively

· New governance and consultation arrangements could operate on three levels

Executive Group: a small decision making body comprising Hub lead, 6 Hub venues, Chief Executive MLA North West, Hub Project manager responsible for:

· Delivering the Business Plan

· Advocacy

· Financial management

Hub Directors/venues have lead responsibilities as follows:

MCG: Reaching more schools (5-16), reaching more people – Strategic Audience Development.

University of Manchester: Reaching more children 0-5 (MM) and young people 17-19 (WAG)

Working with specific communities (THMAG)

Organisational/cultural change (BMAG)

Putting users at the heart of the collections: Collections Care (WAG), 

Reinterpretation of display (MM)

Lead responsibilities will mean:

· Taking an overview of co-ordinating and developing the work package

· Overseeing the development and delivery of the work package through sub-committees or working groups

· Reporting to the executive group on issues relating to delivery of the work packages

The six Hub venues will also delivery strategic partnerships across the region as follows:

MCG, WAG, MM with the Manchester Museums’ Consortium –PHM and MSIM

BMAG with the Greater Manchester Museum group – (Touchstones, Stockport, Bury, Oldham, Tameside, Wigan)

HMAG with the Preston Forum – National Football Museum and Museums of Lancashire (LCMS) (to respond to the prioritisation of Preston’s regeneration by the RDA Regional Economic Strategy).

THMAG with the Cumbrian Forum (to respond to the prioritisation of the Lake District and Hadrian’s Wall as Attack Brands and Signature Projects in the RES). 

Strategic Level:

Sub-regional consortium and fora to deliver benefit to the wider museums’ sector. Some of these networks are steered/supported by Renaissance through MLA NW. i.e. those listed above are strategic partners for delivering Renaissance with the NW Hub.

Advisory Level:

The museums’ Advisory Group takes on responsibility for providing an advisory function on Renaissance to MLA NW and the Hub. 

The meeting accepted the principles of this proposal and BH was asked to write up this model for Hub governance and renaissance delivery.

Financial management

The meeting discussed options for future financial management of Hub funding to achieve the objective of collective responsibility and accountability.

Option 1: MLA has funding agreement with Hub Lead who has “Funding contracts” with each venue

Option 2: MLA has funding agreements with each of the Hub venues.

The meeting did not reach agreement on changing or retaining current system.
	

	7. Next steps

EA went through the Hub Business Plan Template ad explained what each venue was required to do and the deadlines.

The draft Business Plan is to be signed off at the Hub Directors’ meeting on Monday 26 September.
	EA to re-circulate amended version of template

	8. Any other business

EA explained that a proposal would be drafted for the RDA structured around the key themes presented to Steve Broomhead: - 

· Increase the contribution to the NW Tourism economy by developing the workforce and cultural product.

· Enhance the region’s nationals and international reputation by focussing on innovation and quality

· Invest in recognised centres of excellence; enhancing ability to deliver high profile events and exhibitions, increasing profile through promotion and marketing at a national, regional and sub-regional level, ensuring consistent high standards of customer care and services delivery.

· Respond to the Northern Way through a programme of work with the North East and Yorkshire.

The first draft of the proposal will reflect the ambitions and plans outlined in the Hub planning templates that were originally submitted
	

	9. Date and time of next meeting

10.30 – 4.00pm, Monday 26 September, Manchester Museum
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