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1. PURPOSE

1.1
To bring members up to date with arrangements for the future management of the facility.

1.2
To ask members to consider a number of ‘yet to be resolved’ areas to enable detailed negotiations to proceed.

1.3
Relevance to the Council’s Ambitions and Priorities:

· Council Ambitions:
  The project will make a significant contribution to protecting and enhancing the exciting environmental quality of the area.

· Community Objectives: This scheme contributes to the following community objectives:


· Access for all

· Tourism

· Education and lifelong learning

· Culture

· Thriving market towns


·         Corporate Priorities: None associated with this project.

2.
BACKGROUND

2.1
Members will be aware that, prior to the closure for refurbishment, the Council had an arrangement with Lancashire Museums Service whereby they provided curatorial support.  The Council delivered the front of house service.  In addition the Museums Service delivered education opportunities to local schools with holiday activities and special events provided jointly (refer to appendix 1).

2.2
Whilst such arrangements were adequate for the facility at the time, it was recognised that the new museum and associated facilities would require greater specialist support and much more robust management arrangements.

2.3
It was reported that such expertise did not exist within the Council and so greater support would be required from the County Museums Service if we were to deliver a service that would satisfy the requirements of the Heritage Lottery Fund.

2.4
Committee therefore agreed that revised arrangements would need to be developed in order to meet the demands of the new facility.

3.
CURRENT SITUATION

3.1
As part of the HLF bid, a management model, currently in operation between Rossendale Borough Council and the County Museums Service was used as an example for the basis of negotiations in Clitheroe. There is currently no formal agreement with the North West Sound Archive.

3.2
The key principles of the agreement are based upon the County Museums Service being responsible, through a licence arrangement, for the day to day management of the site within agreed parameters (eg opening hours), and for an agreed fee.

3.3
Before we can reach such a stage however, we need to revisit a range of assumptions that were made in order to develop a business plan to satisfy the requirements of the Heritage Lottery Fund.

4
ISSUES

4.1
Our original intention, which has already been endorsed by committee as part of the HLF bidding process, is for the County Museums Service to have an extended role to cover the operational management of the site through a licence and associated management fee.

4.2
The reason for an increased input from the Museums Service is that the Borough Council does not have the necessary experience and expertise to operate a facility that will meet with stringent criteria laid down by HLF and the registration requirements of MLA (Museums, Libraries and Archives).

4.3
Although initial estimates show that such an arrangement will result in increased revenue support, there are economies of scale which would not apply if we were to operate the facility independently:

· promotional materials and marketing

· collections management

· conservation services

· travelling exhibitions

· education services


It is also accepted that income projections were fairly cautious and these are being reviewed in order to move to a more realistic prediction.

4.4
There is an assumption by the Museums Service, which is the same in its other management agreements, that their involvement in the new facility shall be cost neutral.  In other words, all direct and support staff, activities and premise related costs, will be met by the Borough Council.  If members would like to see an arrangement whereby the financial risks were somehow shared, then it would require some negotiation at a corporate level..

4.5
Irrespective of this, there still needs to be some formal correspondence from ourselves to the County Council to confirm our intention to make changes to the current operational agreement.

4.6
Repairs and maintenance of buildings and their systems shall remain the responsibility of the Borough Council.

4.7
In terms of catering, the assumption made in the HLF bid was that the Museums Service would deliver this through the County Council’s commercial services.  Some concern has been expressed however that, using the County Council models, the catering operation generated little profit to reduce the overall operational subsidy.

4.8
To address such concerns, an approach has been made to a number of independent operators to gain a different perspective on the catering offer.  Initial feedback points towards an opportunity for catering to make a greater contribution towards reducing the overall subsidy for the site.  This initial assessment was carried out by Turner and Townsend on our behalf and documented in appendix 2.

4.9
The analysis so far has been fairly basic and so a more detailed appraisal of current and potential options would be required if members feel there is merit in exploring other models.

4.10
There will be a number of areas that may require joint working.  The two key ones for RVBC are the marketing and activity programming.  It is envisaged that an overall marketing plan will be required which will identify the activity to take place and who shall be responsible for their delivery.  It is also envisaged that the Platform Gallery will be involved in programming the temporary exhibitions space and drawing up joint plans for use of the lifelong learning suite outside the core education offer.

4.11
There are also other partners, such as the Friends Group and our Grounds Maintenance Service that will have to be factored into an overall management structure for the site.  The diagram in appendix 3 sets out draft proposals for members to consider.  It identifies a strategic management board which will manage the overall performance of the partnership, including agreement on revenue support.  A further, much wider group, will sit underneath this and be responsible for advising the board on the future direction/programming of the facility.

4.12
Members will also need to consider the issue of lead-in times.  Although the facility is due to open from April next year, staff will need to be recruited and in place, prior to the opening.  The County Museums Service have suggested that the Assistant Keeper (facility manager), should be in post from October this year, with other staff early in the new year.  This is to ensure that operating procedures, event programmes, shop stock and publicity are dealt with prior to the opening.

4.13
There is £7.570 identified in the current financial year to cover early recruitment.  Based on estimated costs this would only cover three months salary of the assistant keeper and none of the other staff.  There will also be other ‘up front’ costs such as stock purchases and brochure printing that are currently not covered.

4.14
Members should also be aware that it may be necessary to incur other expenditure prior to the opening.  This relates to the production of a marketing plan and appointment of consultants for the shop design.  Although there is a small amount of contingency remaining in the main project under consultancy, both areas are currently not identified as eligible spend.  Negotiations would, therefore, need to take place with HLF to see if they could be incorporated.  If not, then the combined costs could be up to £10,000.

4.15
The ultimate agreement would be with the County Council, rather than the Museums Service specifically. Although not directly connected to the County Council, the North West Sound Archive takes advantage of a range of their services which are then re-charged to the Sound Archive. Consideration will therefore need to be given to whether we would have one, all encompassing agreement with the County Council, or keep each arrangement separate. Within any new agreement it is proposed that the council should quantify the support it gives to the sound Archive and present it in such a way that the value of the space provided is recognised.

5.
RISK ASSESSMENT

5.1
The approval of this report may have the following implications:

· Resources
- there are several aspects of this report that have resource implications:

· The nature of the agreement with the County Museums Service

· The contribution of catering towards the overall revenue subsidy

· Lead in times for new museum staff

· Additional pieces of work needed to support future operational management.

· Technical, Environmental and Legal – a revised service level agreement and licence is required.  This should ideally be agreed six months prior to the opening.     

· Political – some negotiation, higher than each respective service level is needed to both sanction negotiations on the SLA and explore any potential capital and revenue support from the County Council.

· Reputation – the project is achieving an increasingly high profile within the county and so it is important that a positive message continues to grow.

6.
RECOMMENDED THAT COMMITTEE

6.1  Note the contents of the report and consider:

6.2 Making a formal request to the County Council to begin negotiations on a new agreement and ask them to consider future financial support.

6.3 The development of an options appraisal to consider alternative catering arrangements, as recommended in appendix 2.

6.4 Agreement on the early recruitment of the Assistant Keeper.

6.5 Delegating the Director of Community Services, through the member working group to begin direct negotiations on the Service Level Agreement.

6.6 Detailed recommendations on 6.3 – 6.5 to be brought back to July committee.

JOHN C HEAP

DIRECTOR OF COMMUNITY SERVICES

Background Papers – Appendix 1, 2 and 3

For further information please contact Chris Hughes 01200 414479
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