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Recommendations to the decision makers 

To align with the Arts, Culture and Events Service Plan for 2022/23, it is recommended the 
Culture and Visitor Economy Overview and Scrutiny Committee agrees to: 

1. Receive a progress update report in six months’ time regarding the development of a 
refreshed Cultural Strategy for the district to provide Members with the opportunity to 
feed into its development to ensure that it delivers on corporate objectives 

2. Review future management options for the Arts and Cultural Service in twelve months’ 
time. 

3. Receive a progress update by September 2022 on the collaborative bid for 
Lincolnshire for National Portfolio funding from the Arts Council (ACE). 

http://moderngov.southkesteven.gov.uk/mgMemberIndex.aspx?bcr=1
https://twitter.com/intent/tweet?text=Meeting%20agenda%20@southkesteven
http://www.linkedin.com/shareArticle?mini=true&url=http://moderngov.southkesteven.gov.uk/mgWhatsNew.aspx?bcr=1
http://facebook.com/sharer/sharer.php?u=http://moderngov.southkesteven.gov.uk/mgWhatsNew.aspx?bcr=1


 

 
 

1 The Background to the Report 

1.1 The provision of high quality and accessible arts and cultural services is a key part of the 

Council’s vision to be the best place to live, work and visit. 

1.2 The Corporate Plan (2020-2023) identifies the following key priorities for the service to: 

- Review the arts service within the district with the ambition of providing an improved, 

efficient, and accessible service; 

- Develop and adopt a refreshed Cultural Strategy; 

- Improve and invest in the local arts and cultural venues across the district; 

- Make the best use of different funding sources to support the voluntary and cultural 

sectors within the district. 

1.3 As a review of the Council’s Arts and Cultural Service had not been undertaken for some 

time, an independent review was commissioned and took place during 2021. The review 

identified that, pre-Covid, the service required a subsidy of £1.8 million, which equated to 

11% of the Council’s total budget. Approximately £1 million of the subsidy provided 

annually, was spent on staffing. 

1.4 Whilst the Arts and Cultural Service is highly prized, it was recognised that spending of 

this level on a discretionary service, against a fragile financial position, required the 

Council to make some immediate savings. 

1.5 In conclusion, the review made several recommendations on how the performance of the 

Arts and Cultural Service could be improved including: 

- Focussing on the strategic positioning of the Service; 

- Improving financial performance; 

- Options for alternative staffing structures; 

- Identifying future alternative management options. 

1.6 Following a decision by Cabinet on 14 September 2021 to proceed with a restructure of 

the Arts and Cultural Service, a formal consultation was launched with the team on 18 

October 2021. The consultation ran for 30 days, during which time all staff were given the 

opportunity to attend team and individual meetings to discuss the proposed new structure 

and to provide feedback and alternative suggestions. 

1.7 During the individual one to one (1:1) meetings, all staff were provided with the opportunity 

to meet with representatives of the Council and an external HR consultant who was 

engaged to support the process. The meetings were an opportunity for individual 

members of the team to discuss their own circumstances and the options available to 

them. 

1.8 The aim of the restructure was to create a flexible workforce, which eliminated duplication 

of roles in individual venues, and allowed for team members to work across multiple areas 

of operation rather than one specific area. 

1.9 Throughout the consultation period, there was a high-level of engagement from the teams 

on the proposed structure and how this could be improved to meet the needs of the Arts 

and Cultural Service. As a result, some amendments were made to the final structure 

before it was implemented including: 



 

 
 

- Additional hours were added to the Duty Officer roles for Stamford Arts Centre to allow 

an in-person box office service to be provided; 

- Changes were made to the proposed technical team to ensure that there was sufficient 

resource to support the artistic programme and hired events across the artistic venues. 

- A new team was formed focusing on events, programming, and marketing across the 

arts service. 

1.10 The revised structure was presented to the arts service team on 2 November 2021, and a 

series of individual meetings commenced with all staff across the Arts and Cultural 

Service. Where there were no major changes proposed to duties, employees assimilated 

to their new roles and received a revised job description. 

1.11 In the circumstances where there was potentially a competitive process for a role, options 

were discussed with each individual team member, considering their circumstances and 

individual preferences. 

1.12 Where staff members were undertaking roles which did not feature in the new structure, 

alternative roles were offered within the Arts and Cultural Service. This was in addition to 

any suitable vacancies within the Council being ring-fenced for members of the Arts and 

Cultural Service. 

1.13 All employees within the new structure have been provided with refreshed job descriptions 

which clearly link back to the Council’s core values and behaviour framework. This is 

being further embedded by the introduction of Council processes including team meetings, 

1:1s, and appraisals. This will ensure there is a golden thread from the Council’s 

Corporate plan objectives, through the Service Plan, onto delivery level and all staff 

understanding the importance of their individual roles in achieving the Council’s vision. 

1.14 In addition to realising the level of salary savings previously agreed by Cabinet, the 

restructure has ensured there is now a full complement of staff across all the Council’s 

artistic venues.  As a result of uncertainty due to the pandemic, the Arts and Cultural 

Service was carrying a significant number of vacant roles, particularly at Stamford Arts 

Centre.  Following the end of consultation, these roles were advertised and recruited to - 

including a Venue Manager and Technician for Stamford, and Duty Officer roles across 

the Arts and Cultural Service. 

1.15 The independent arts review highlighted that there was some duplication of roles across 

the Arts and Cultural Service. Rather than each venue having its own team responsible for 

marketing and programming, a new team has been brought together to work on festivals 

and events, communications and marketing, and programming across the Arts and 

Cultural Service as a whole. 

1.16 The review identified opportunities for the Arts and Cultural Service to work more closely 

with corporate teams, including Customer Services and the Communications Team.  

Telephone bookings have now been successfully transferred to the Council’s Customer 

Services Team, with the Arts and Cultural Service now being available during core 

opening hours.  This represents a significant increase in the level of service provided and 

customer services staff have received full training, with ongoing support being provided by 

staff at the arts centres. 



 

 
 

1.17 The centralised sales and marketing team now meet regularly with the Council’s 

Communication Team which has facilitated a joined-up approach to any promotional 

activity and a closer working relationship. 

1.18 The impact of the pandemic has seen a major shift in the ways that customers engage 

with service providers, and the Arts and Cultural Service has been no exception to this.  

On analysis of the booking system, currently the percentage of tickets purchased on-line 

varies between 75% and 92%. Pre-pandemic on-line sales averaged 45%. 

1.19 However, it is vital that customers can engage with the Arts and Cultural Service in the 

way that is most appropriate for them. In addition to the telephone booking service and on-

line option, an in-person service will be retained at the Guildhall and Stamford Arts 

Centres. This function will be performed by Duty Officers, in addition to their other roles.  

Currently the following hours can be accommodated within the existing structure: 

Guildhall Arts Centre: 

Monday, Wednesday, and Friday 10am to 2pm 

Stamford Arts Centre: 

Monday, Wednesday, Friday and Saturday 10am to 2pm 

1.20 The hours proposed are similar to the current availability which has been in place since 

the arts centres re-opened. Additionally, the box office will open before performances for 

customers to collect tickets and book for other events. 

1.21 One of the main recommendations from the arts review was to review the artistic 

programme across the Arts and Cultural Service with a view to reducing the significant 

subsidy which was being provided. 

1.22 The arts venues in Grantham and Stamford re-opened to live audiences in September 

2021.  Since that time, a careful approach to programming has been adopted to enable 

the Council to assess the level of demand and to test how audiences responded, 

especially during the period when social distancing and other restrictions were still in 

place. Audiences have responded extremely well to this approach to programming, and for 

the period September 2021 to January 2022 the artistic programme has generated a 

surplus across both venues in Stamford and Grantham, when considering the cost of the 

performance against the income. 

1.23 It is proposed that this approach will be maintained, ensuring that 80% of the programme 

is attractive to local audiences and is booked upon preferential terms for the Council.  The 

remaining 20% of the programme budget can then be utilised to try out new programming 

ideas and opportunities which may pose more of a risk to the Council. 

1.24 This may mean a move away from providing a guaranteed fee, to adopting a percentage 

share of income approach, or increasing the number of events where performers hire the 

theatre for a fee.  The benefits of this include the ability for the Council to share the 

financial risk with performers, and it encourages them to take an active role in promoting 

their own shows or events. 

1.25 The programming strategy currently adopted includes a spread of different types of events 

across the year to ensure that events do not compete against each other and split 

audiences.  For example, historically tickets sales have been low for music events when 

there have been three performances in one month rather than spreading them out. 



 

 
 

1.26 Stamford Arts Centre has a more traditional core cultural following and a successful film 

programme which will be maintained. For the Guildhall Arts Centre and Bourne Corn 

Exchange, there is already more reliance on performers hiring the theatre or space.  The 

performance of the artistic programme at each of the venues will be kept under review 

monthly to ensure that adjustments can be made, and future opportunities incorporated. 

1.27 The Council currently receives National Portfolio funding from Arts Council England (ACE) 

as part of a consortium that includes the arts centres in Grantham and Stamford, the 

Riverhead Theatre in Louth, and the South Holland Arts Centre. This arrangement was 

originally set up by Lincoln Drill Hall and was novated to South Kesteven District Council 

when the Lincoln-based venue closed.  Under the terms of the grant, the Council are 

responsible for drawing down the funding, providing evidence of achievement of the grant 

terms and conditions, and transferring the appropriate share of the funding to the other 

two organisations. 

1.28 This arrangement was originally due to end in March 2022.  However, due to the impact of 

Covid-19, ACE decided to extend their National Portfolio funding arrangements for one 

year to cover financial year 2022 to 2023. The Council have submitted the relevant 

documentation to secure the extension year funding and are awaiting confirmation. 

1.29 The next round of funding for National Portfolio funding will be for the period 2023 to 2026 

and the deadline for applications is 18 May 2022. ACE has recently revised their 

investment principles and an initial conversation around opportunities for future funding 

took place in March 2022. 

1.30 It is clear from early conversations, that ACE is expecting a further collaborative bid to 

come forward for Lincolnshire, potentially to include other venues. Therefore, it is 

extremely unlikely that the Council would be successful if a stand-alone bid were to be put 

forward. Conversations continue with organisations across Lincolnshire, with the aim of 

shaping and submitting a collaborative bid before the May deadline. 

1.31 As part of the budget proposals agreed at the meeting of Council on 3 March 2022, the 

budget for festivals and events has been slightly reduced to £80,000 per year.  The team 

are currently pulling together feedback from events held previously and are working up 

proposals on how the available budget can be best utilised, taking into account resources 

and the associated economic benefit. Opportunities presently being considered include 

developing potential funding bids and utilising part of the available budget as match 

funding, or whether to continue with the smaller scale events and outreach activity which 

has been very successful since September 2021. 

1.32 Two other significant recommendations from the arts review were the development of a 

refreshed Cultural Strategy for the district and identifying potential alternative management 

structures. Although these recommendations were for the medium to long term, it will be 

important to set the foundations of these key pieces of work during the forthcoming year. 

1.33 During 2022/23 it is proposed that work commences on the development of a refreshed 

Cultural Strategy and that this work is added to the workplan of the Culture and Visitor 

Economy Overview and Scrutiny Committee.  It will be key for the Committee to consider 

the key priorities and outcomes of the strategy and be able to feed into its development to 

ensure that it delivers on corporate objectives. 

1.34 Whilst good progress has been made, there is much work to do during 2022/23 to fully 

embed the changes implemented to date. Therefore, the Arts and Cultural Service is 



 

 
 

currently not in a position where alternative management options can be seriously 

considered. However, early work can be undertaken to explore smaller scale 

opportunities, for example opportunities around developing a trust arm for festivals and 

events.  Again, the results of any work undertaken will be reported to a future meeting of 

this Committee. 

2 Consultation and Feedback Received, Including Overview and Scrutiny 

2.1 The independent arts review has been given thorough consideration at the two meetings 

of Culture and Visitor Economy Overview and Scrutiny Committee held on 3 August 2021 

and 8 September 2021.  As a result, the Committee recommended that Cabinet approve a 

restructure of the Arts and Cultural Service team. 

2.2 At the meeting of Culture and Visitor Economy Overview and Scrutiny Committee held on 

8 September 2021 Members further agreed: 

- That the Committee, over the next year, reviews the three centres (Bourne, Grantham 
and Stamford), with a view to determining a future operating model to enable the 
Council to decide on the direction of the arts, culture, and events service in terms of 
objectives, who to target and the development of key performance indicators. 

- For Officers to return to the Committee during the next year with more detail regarding 
the different ways the arts, culture and events services would be delivered in the 
future. 

- At the appropriate time, that the Committee supports the preparation of an amended 
Arts and Culture Strategy to clarify exactly what it is the Council wishes to achieve. 

2.3 At a meeting held on 14 September 2021, Cabinet considered the recommendations 

made by Culture and Visitor Economy Overview and Scrutiny Committee and approved a 

revised structure for the arts and cultural services team. 

2.4 As a result of a thorough consultation exercise with the staff, some improvements to the 

structure were identified. The Chief Executive, in consultation with the S151 Officer, the 

Cabinet Member for Culture and Visitor Economy, and the Chair and Vice-Chair of Culture 

and Visitor Economy Overview and Scrutiny Committee, considered and approved the 

amended structure by way of an Officer Delegated Decision. 

3 Available Options Considered 

3.1 The work undertaken is in accordance with the agreed approach recommended to Cabinet 

by Culture and Visitor Economy Overview and Scrutiny Committee. 

4 Preferred Option 

4.1 Culture and Visitor Economy Overview and Scrutiny Committee have previously agreed to 

receive further reports and to continue to shape the implementation of the findings from 

the arts review. 

5 Reasons for the Recommendations 

5.1 To ensure that Members are updated on progress made with the implementation of the 

arts review and can influence future work streams to ensure that these meet the needs of 

local residents and the Council’s objectives. 

 

 



 

 
 

6 Next Steps – Communication and Implementation of the Decision 

6.1 The work in relation to the development of a refreshed Cultural Strategy and the 

identification of future management options has been included in the Arts and Culture 

Service Plan for 2022/23. 

6.2 As this work develops further reports and information will be considered by Culture and 

Visitor Economy Overview and Scrutiny Committee. 

7 Financial Implications 

7.1 The initial phase of the findings of the arts review has now been implemented and a full 

restructure of the team has been concluded.  This has generated an annual saving, 

included in the budget for 2022/23, which was approved by Council on 3 March 2022.  

This saving has made a significant contribution towards reducing the Council’s operating 

costs in the medium term. 

7.2 The financial outlook remains very challenging for the Council and the arts review 

recommended further phases of the review to be implemented with the aim of driving 

further service efficiencies. This included a review of opening hours and the artistic 

programme at each arts venue.  Whilst this work is ongoing, early signs are that this will 

deliver additional savings.  Both these areas will need to be kept under review to ensure 

that opportunities to reduce the Council’s subsidy, are maximised. 

7.3 An options appraisal in relation to future operating model for the Arts and Festival services 

may further produce financial efficiencies and service improvements. At the appropriate 

time it will be important for the Committee to assess the merits of any options identified. 

Financial Implications reviewed by: Richard Wyles, Chief Finance Officer 

8 Legal and Governance Implications 

8.1 In carrying out the restructure of the team, independent HR advice and support was 

secured to ensure that the restructure followed due process and complied with 

employment law. 

8.2 Further legal advice may be required to support the options appraisal around future 

management options and Officers will need to commission this at the appropriate time. 

Legal Implications reviewed by: Mandy Braithwaite, Legal Executive 

9 Equality and Safeguarding Implications 

9.1 The Council’s arts and cultural service is a vital part of the local community infrastructure, 

providing many opportunities for residents to increase their wellbeing and social 

interaction.  It will be necessary to ensure that any future plans for service delivery take 

account of this and the service is maintained as being accessible for all. 

9.2 All events and performances across the district and carried out in strict accordance with 

the Council’s Safeguarding Policy. 

10 Risk and Mitigation 

10.1 The 2022/23 Service Plan for Arts and Cultural Services includes an assessment of any 

risks and how these can be mitigated. 

 



 

 
 

11 Community Safety Implications 

11.1 It is considered that there are no community safety implications as a result of this report. 

12 How will the recommendations support South Kesteven District 

Council’s declaration of a climate emergency? 

12.1 The restructure has aligned appropriate staffing resources with the delivery of the 

Corporate Plan.  Further work is required to embed a culture of prioritising climate action 

into the core operations and functions of the arts service. Through 1:1 meetings and 

appraisals, the team will be tasked with bringing forward and developing creative solutions 

and initiatives to promote and achieve carbon efficiencies. 

13 Other Implications (where significant) 

13.1 None. 

14 Background Papers 

14.1 Arts, Culture and Events Services – Service Review and Staffing Restructure, report to 

Culture and Visitor Economy Overview and Scrutiny Committee, published 8 September 

2021, available online at: 

http://moderngov.southkesteven.gov.uk/documents/s30759/Arts%20Restructure%20Repo

rt.pdf 

14.2 Arts, Culture and Events Services Review, published July 2021, available online at: 

http://moderngov.southkesteven.gov.uk/documents/s30546/Appendix%201%20Arts%20C

ulture%20and%20Events%20Service%20Review.pdf 
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