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1. Background
	The Creative Industries is a priority sector for the South West, and for Devon, in particular, and this project will respond to both demand and need in Northern Devon for a creative industries hub to raise skill levels, increase the productivity of the creative economy, retain graduates, and contribute towards the economic regeneration of an area lagging behind County and National averages.
The Art & Design, Music and Performing Arts teams within Petroc’s School of Creative Industries share a vision for a Creative Arts Centre in Barnstaple, which is driven by several factors:  the success of the College’s ‘The Factory’ music centre at the Roundswell Industrial Estate as both an educational centre and cultural and economic resource for North Devon; the success of the North Devon School of Art and Goodwin Gallery on the Pottington Industrial Estate; the ongoing successes within the College’s theatre; collaborative dance projects/performances; and the developing relationships with a wide range of external agencies.  The burgeoning numbers of learners on Foundation Degree programmes within the School of Creative Industries is testimony to the vocational relevance and customized delivery model of these courses, with long waiting lists clearly demonstrating the demand for greater capacity within the school.
The Creative Industries was to have been a key target sector for additional capacity and resources within the College’s new build project planned for the Seven Brethren site, funded by SWRDA, HEFCE and the LSC, but following the disappointment of the capital funding problems within the Learning & Skills Council, there is now an acute need for alternative urgent action to increase capacity and resources.
The availability of accommodation on the Brannams site at Roundswell, which is adjacent to some of the College’s existing facilities, presents a one-off opportunity to create the Creative Arts Centre as a vibrant educational, cultural and economic hub for the sector and for Northern Devon.


Briefly explains the context of the project and why it is needed and where the idea for the project initiated from. .Including the proposed source(s) of external funding.

2. Project Objectives
	The project will establish a world-class Creative Arts Centre within the former Brannams pottery site on the Roundswell Industrial Estate.  The Centre will bring together the College’s Art & Design, Music and Performing Arts provision into one location, which will increase capacity to deliver skills training, especially at Foundation Degree level, and will provide managed workspace and rentable facilities for local performers/artists, as well as performance areas.
It is anticipated the overall accommodation and facilities will consist of the following:
Art & Design: workshop, studio space, IT facility, staff room, co-operative rentable studio space, managed workspace, art gallery;
Music: teaching rooms, IT facilities, recording studio, rehearsal booths, managed workspace;

Performing Arts: teaching rooms, IT facilities, dance floor, theatre, changing facilities, managed workspace;
Venue: performance area, bar, box office & backstage and dressing room area;

Shared Accommodation: lecture theatre, food hall.
In terms of accommodation for training delivery through a range of Foundation Degrees, a full BA (Hons) Degree in Creative Practice, and a range of LSC funded courses in Art & Design and Music, the above development would facilitate a 30% increase in fulltime equivalent learner numbers.  The College does not currently have managed workspace or rentable studio space, so this would be an entirely new and additional resource.
In the longer term, the objectives of the project are to increase local creative industries skill levels, retain more graduates in the area, effectively engage hard to reach and disadvantaged groups in upskilling and support practitioners to make a greater economic contribution to the area.  The Vision is for the Centre to form the nucleus of the sustained development of Visual Arts, Music and Performing Arts provision in North Devon through the following:

· Becoming a regional centre for skills development for the Creative Industries, which will rapidly gain a national and international reputation;
· Developing aspirational pathways for creative learners through a Saturday Art School/Rock School/Drama and Dance School, as well as collaborative projects with schools;
· Building on successful programmes such as Arts on Prescription, which uses art to assist those with mild to moderate mental health issues, to reach out to disadvantaged members of the community and engage them in productive, creative activities leading to aspirational pathways;
· Engaging with hard to reach groups such as NEETs through the medium of creativity and encouraging creative expression as a means to encourage positive experiences of skills development (the project will link in with the Pupil Referral Unit plans to create a PACC at Roundswell);

· Providing immediate opportunities for undergraduate students and graduating students, enabling them to remain in the area and maintain their practice as artists, craftspeople, designers, musicians, technicians, actors, writers, dancers, choreographers, community artists;

· Providing facilities for post-graduate opportunities in rentable studio space, managed workspace, rentable facilities for musicians and performers, and professional mentoring and business development support;

· Learners graduating from Petroc will have an immediate impact on the emerging cultural economy of North Devon by stimulating artistic/creative activity, by becoming high quality creative practitioners, future ‘names’ and graduates with the acumen or influence to change the thinking and aesthetic of North Devon, and by generating employment and income as a result of their emerging practices;
· Providing North Devon with a centre of cultural activity for public enjoyment through the additional performance space provided by the Factory, the Goodwin Gallery, the Theatre, the Dance Studio and the Studio Cinema, where nationally touring exhibitions, artistes and ‘art’ films can be seen;
· Continuing to host and further develop the emerging Arts Forum in order to broker a collective vision for the visual arts in North Devon by bringing together the appropriate professional bodies and individuals involved, and developing its equivalent in the South West Music Forum;
· Developing staff research opportunities through hosting conferences and symposia.


Outlines the objectives of the project. What is the project intended to achieve?

3. Scope of the Project
	The main areas within the Creative sector to be covered by this project will be Art & Design, Music and Performing Arts.  These are broad categories encompassing many areas of practice including traditional crafts and local specialisms, and in addition, the Centre will address skills needs in supporting areas, such as production and technology, and develop the entrepreneurial skills and business acumen of practitioners.
The project has strong links with a wide range of agencies and organisations across the area involved in the creative industries sector, including:  North Devon Theatres, Appledore Arts Festival, Goldcoast Oceanfest, North Devon Festival, Beaford Arts, Lynton and Lynmouth Festival, the Burton Gallery, local government agencies, local businesses and local schools.
The College hosts the Arts Forum, which brings together creative organisations, professional bodies, practitioners and other relevant individuals, and is developing an equivalent South West Music Forum for the local music industry.




Identifies what is likely to be included in project, and areas not covered by the project. Which areas of work/activities will be included? Links with other projects?
4. Expected Outputs 
	The main output of the project will be the establishment of the Creative Arts Centre, which will be a regional hub for skills, economic and cultural development, fostering economic growth in North Devon through producing employment-ready graduates, new business start-ups and job creation.
The development of the Centre will facilitate a 30% increase in fulltime equivalent (FTE) learner numbers.  Anticipated numbers for the academic year 2010/11 using current facilities are 251 FTEs (144 at HE level and 107 at FE level), and once the new centre is developed, providing additional capacity, these figures are expected to rise to 330 FTEs in the first year (205 at HE level and 125 at FE Level).  These figures are considered realistic, as they are based on current levels of demand, waiting lists and numbers of learners currently on lower level courses expected to progress.
There is also the potential at the site for further development in future years to meet additional demand generated.

In addition to learner numbers, the Centre will also provide managed workspace, rentable studio space, mentoring support and taught elements of business start-up in order to support graduates and other practitioners at an early stage in their career, which will boost economic activity and job and wealth creation.



This section should describe the main outputs of the project. These are normally described as actual products delivered such as a Report or a policy or an event.   
5. Constraints
	This is a one-off opportunity which will not remain available for long.  The College needs to commit to using the Brannams site on a long term basis, or the owner will seek alternative occupiers.  The site is considered highly appropriate due to its geographical location, ease of access and co-location with a variety of other College facilities, which have been acquired over a number of years, originally as relatively short-term solutions to accommodation problems on the main campus, prior to consolidation on the Seven Brethren site, but which are now providing high quality accommodation for the foreseeable future.  If this opportunity is missed, given the College’s knowledge of a variety of alternatives, and the general lack of availability of significant capital funding, it is unlikely that another suitable venue will be found within a reasonable time frame, and the College’s creative industries provision will remain under significant constraints and will not achieve its potential.
The College does have some funding earmarked for capital developments, and is able to access some capital funding through the University of Plymouth, but does not have sufficient funding available to be able to undertake this project without additional funding.

There are no other constraints on the project of which the College is currently aware.


This section identifies any constraints on the project. This may include time, resources, budget, national standards that need to be adhered to and any llegal requirements.

6. Business Case
	6.1 Strategic alignment
The project clearly supports a wide range of local, regional and national strategies, as follows:
The development of the Creative Arts Centre is part of the Property Strategy recently agreed with the College Governors, after consultation with staff and learners, following the collapse of the plans for a £125m new build in Barnstaple.  The development will also help the College achieve its Vision to be ‘an outstanding College at the heart of an outstanding learning community’;
Devon County Council’s Strategic Plan 2009-13 has as a priority the improvement of knowledge, skills and productivity, helping to ensure everyone, especially those who are disadvantaged, have the opportunity to gain the knowledge and skills they need to reach their full potential.  This project will contribute towards achieving this priority, as it will provide additional opportunities for training and skills development, and will reach out towards those who are disadvantaged and provide aspirational pathways.  The Plan also has supporting local business and tourism as a priority.  The Creative Arts Centre, as well as being an educational resource, will act as a cultural hub, which will be widely marketed to contribute towards increasing tourism in the area.  Through its support for graduates and other practitioners in terms of entrepreneurship and business start-up, and through retaining graduates in the area, the Centre will generate additional economic activity and increase the contribution of the creative industries to the local economy.
The Devon Economic Strategy 2008 (Devon economic Partnership) identifies Torridge, North Devon and West Devon as the three weakest economic and socio-economic performers in the County.  It highlights the knowledge economy as a key economic driver, and one of the three priority sectors identified as providing opportunity for development is the creative industries.  Five of the priority communities identified fall within the immediate catchment area of the planned Centre:  Barnstaple, Bideford, Ilfracombe, Westward Ho! and parts of Torridge.  The Centre will contribute towards four of the six priorities: tackling worklessness and economic exclusion; providing co-ordinated support to unlock the economic potential of our most disadvantaged communities; developing and harnessing skills to achieve a competitive economy; encouraging business start-up and growth by promoting enterprise and improving productivity through promotion of innovation and development of the knowledge economy.
The project also supports the University of Plymouth Corporate Plan.  The University is committed to engaging in targeted strategic partnerships, especially with its partner FE colleges (of which Petroc is one) through the University of Plymouth College (UPC) network.  UPC seeks to expand the provision of higher education across rural areas in response to local need.  The UPC network responds to local business needs with an immediacy and local knowledge that would not otherwise be possible.  The University is committed to widening participation in HE, engaging with business and industry, and strengthening opportunities for FE/HE progression.
The project is in line with the South West Regional Economic Strategy, as it will target one of the priority sectors identified as requiring support:  creative industries.  In addition, it will contribute to the strategic objectives of the RES by widening participation in Higher Education, stimulating an increase in higher value added jobs, encouraging collaboration between business and the knowledge base, and helping to develop a culture of innovation in the region.
The project is also in line with the priorities of the South West Regional Skills Partnership by developing enterprise skills, innovation and creativity and ensuring the availability of progression routes.

In February 2008, the Government published its strategy, ‘Creative Britain:  New Talents for the New Economy’, which details its commitment to supporting creative industries.  It acknowledges the importance of the creative sector to the economy, which has grown at twice the rate of the economy over the last decade, but also identifies major challenges ahead, and states ‘to face this, our creative industries need the best possible business support structures in place and an abundant pool of talented people with the right skills to meet the needs of an expanding creative sector’.  The strategy recognises the important role played by colleges in providing creative education, with many of the country’s leading artists having begun their training at their local college.  It also stresses the need to ensure a greater emphasis on business and entrepreneurial skills as part of creative courses.


	6.2 Options available to deliver the project
The following options are available:
The proposed option of establishing a £1m Creative Arts Centre at the former Brannams site on the Roundswell Industrial Estate;

A smaller version of the proposed option focusing purely on skills provision;

A larger version of the proposed option, providing significantly increased capacity;

Continue with the status quo of the College’s creative industries provision being dispersed between the North Devon School of Art at Pottington, The Factory at Roundswell and limited facilities on the College’s main site;
Identifying land for a purpose built creative arts centre.



	6.3 Benefits to be achieved with each option

The proposed option has the benefit of bringing together all of the College’s creative arts provision to generate a vibrant hub of educational, cultural, economic and social activity.  The co-location of all of this provision will facilitate collaboration between practitioners of different genres, promoting innovation and joint business start-up.  It will also generate economies of scale and flexibility to respond effectively to demand, whilst providing significant additional capacity and specialist facilities with good value for money.  The ability to provide managed work space and rentable studio space on the same site has the added benefit of facilitating and inspiring knowledge transfer between learners and practitioners.
A smaller version focusing purely on skills, whilst providing a cheaper option would not specifically generate the economic benefits of managed workspace and business start-up support.  In addition, the benefits to learners in terms of being within a community of creative practitioners would not be achieved.  Although the option would be slightly cheaper, many of the resources being provided to graduates and local practitioners are required for the effective delivery of FE and HE courses, and therefore the option would not provide as good value for money.
A larger version of the proposed project would clearly have the benefit of providing space for significant growth in future years.  This option would, however, be significantly more costly at a time when capital funding is in short supply, and there would be a greatly increased risk that the necessary targets for learner numbers and occupants could be achieved, which would compromise the long term financial viability of the Centre.

The main benefit of continuing with the status quo is the significantly reduced cost, as only ongoing maintenance would be required for each site.  This would not, however, provide any additional capacity for FE or HE provision – the current facilities are already operating beyond ideal capacity, and without creating additional capacity, waiting lists would remain long and individuals with the potential to generate jobs and income for the area may leave to pursue their careers elsewhere.  In addition, the College is unable to provide any managed workspace or rentable facilities within its existing premises, and therefore, the potential economic benefits of such provision would not be realised.
At this point in time, identifying land and embarking on a new build project is not an option.  This option would be considerably more expensive than the proposed option, and there is currently no prospect of the College being able to secure sufficient capital funding to be able to consider this.


	6.4 Costs of the project

The anticipated total cost of the overall project is £1,000,000.
The College is in the process of identifying approximately £700,000 of funding, which it is able to allocate to the project.

In order for the project to be realised, however, an additional £300,000 will be required.  The College is seeking to secure approximately £50,000 from alternative sources including sponsorship, fundraising, Leader 4 and professional arts organisations.
The College is therefore seeking a contribution of approximately £250,000 from Productive Skills for Devon in order to ensure that the project can go ahead, additional funding can be levered in, and the economic, cultural and social benefits can be achieved.



	6.5 Achievability
The College considers this project to be very achievable.  The College has undertaken smaller scale projects in the past to develop creative industries facilities, with considerable success.  These include the North Devon School of Art on the Pottington Industrial Estate and The Factory teaching resource and music performance venue at Roundswell.  The College possesses considerable expertise in project managing significant capital developments as a result of a number of new build and customization projects to address accommodation issues at the main site and offsite venues.
The proposal is also a shared vision across the College’s School of Creative Industries with considerable support from the staff and learner bodies.  A facility of this kind would have been incorporated within the new build planned for the Seven Brethren site, and ever since the national problem relating to LSC capital funding became apparent, the School has been working towards developing plans to provide an alternative facility to address its acute accommodation issues and generate a positive economic, social and cultural impact.


Outlines the reasons why the project is needed and how it fits with Devon County Council’s priorities and strategies. The business case must also include a high-level cost-benefit analysis. What will it cost to set up and run the project? What are the financial benefits? What are the non-financial benefits? (These should be measurable). It should also identify different options for undertaking the project and meeting the business need, identifying a preferred option. The business case should consider the affordability of the project. Is a budget in place? Will it be available for the duration of the project? 
Critical Success Factors
	The key critical success factors, once the facility has been opened, will be the numbers of learners on FE and HE courses (anticipated 30% increase), success rates for these courses, the number of start-up businesses using the managed workspace, the turnover of these businesses, and occupancy rates of rentable facilities.
The project will be delivered within the College’s Quality Improvement Strategy.
The project cannot be delivered within existing organisational budgets, and the funding requested will support the subcontracting of capital works to (local) businesses with the relevant expertise.  The College has managed this type of project previously, and has the processes and expertise to ensure effective delivery.


This outlines what needs to happen for the project to be judged a success. What are the customer needs and how can they been met? What are the quality requirements of the deliverable/outcome? Have business benefits been identified and how will they be measured? Can the project be delivered within existing organisational capacity and capability? If not, how can capacity and capability be acquired?
Known Risks
	The main potential risks are as follows:
Site conditions delay programme:  the probability of this happening is low, but the impact is potentially high.  Proper assessment and investigations at the outset will help to minimise this risk;
Inaccurate cost estimates:  the probability of this happening is medium, with a high impact.  The College has considerable expertise in costing such projects, and the experience of delivering similar capital projects such as the North Devon School of Art should help to minimise this risk.  In addition, the project will be split into a number of phases, with relatively discrete elements, to ensure that if costs start to rise unexpectedly, the phase in progress at the time can be completed and put into use, whilst additional funding is sought.  The potential to secure additional funding will be kept under constant review;
Time overrun:  medium probability with high impact.  Careful planning, with contingency included, together with penalty clauses for subcontractors will help to minimise this risk;
Post-contract specification creep leading to cost increase:  medium probability with high impact.  Time will be taken to ensure the pre-contract specification is absolutely correct and there are no areas of doubt or flexibility.  Contingency will be included.
Learner numbers and occupancy rates are lower than expected:  low probability with high impact.  The learner growth estimates are considered conservative and are based on current demand.  The required occupancy rates for managed workspace and rentable studio space are based on numbers of HE learners due to graduate from Petroc in the coming years and the demand identified during discussions with current HE learners and arts organisations.



A list identifying risks that could impact the delivery of the project. Include any plans to reduce or mitigate risks. 
Project Plan
	Project planning phase:  April – July 2010;
Implementation Phase:  August 2010 – March 2011;

Final stages of internal decoration and installation of equipment: March – July 2011;

Opening of Creative Arts Centre:  September 2011.

The funding requested from Productive Skills for Devon will be defrayed prior to March 2011


This gives brief information on the scheduling of project, but should be expanded where necessary (e.g. using a Gantt chart).
Start Date

	01/04/2010


Completion Date

	31/03/2011


Milestones

	Milestones are key activities in the project.  What are the key actions? When will they happen?
See Project Plan above


Review and Reporting
	At the outset, an overall project manager will be agreed, together with a team of expertise from within the College and including external representatives where appropriate.  This team will hold a monthly Project Monitoring Meeting, at which reports on progress against milestones, budgets and outcomes and risk evaluation will be tabled and discussed.  The team will be responsible for addressing any issues of slippage, cost overrun etc and will agree actions.  The team will also produce reports for consideration by the College Senior Management Team and the College Governing Body, which will take overall responsibility for the delivery of the project.
In addition, regular reports will be submitted to Devon County Council regarding progress against agreed budgets, milestones and outcomes.


How will progress be reported? What you will report, to whom, by when and in what format. Reported using Progress Report template. A Risk Log and an Issue Log must be kept and regularly updated.
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Relevant Programme Sponsor signs off the Project Proposal. (Include date and version) thereby authorising application development
	Original filed on project file
	

	Copy to Directorate External Funding Finance
	

	Copy to External Funding Finance Manager
	richard.hayman@devon.gov.uk
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