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1 Introduction

1.1 Introduction

The National Lottery Act 1998 requires all Lottery Distributors to prepare and adopt a strategic plan
outlining the policies for the distribution of National Lottery funding.

The Secretary of State for Department for Culture, Media and Sport (DCMS) requested in October
2001, through the Department of Culture, Arts and Leisure (DCAL) that the Arts Council of
Northern Ireland (ACNI) prepare a Lottery Distribution Strategy for the period from 1 April 2002 to
31 March 2006.

ACNI received the guidance note from DCMS regarding the preparation of the strategy on 3
October 2001. This guidance required the delivery of afina draft strategy to DCAL/DCMS by 31%
January 2002, providing a 16-week window to complete the strategy. The arts sector expressed its
concern at these time-scales and the impact that this had on its ability to fully contribute to the
consultation process.

The National Lottery was established by the National Lottery etc. Act 1993 to raise money for
“good causes’ through the sale of Lottery tickets. The Arts Council of Northern Ireland is charged
under the Act with responsibility for the distribution of National Lottery funds for the arts in
Northern Ireland, and is governed by the National Lottery etc. Act 1993, as amended by the
National Lottery Act 1998, and the Policy and Financial Directions that are applied to all
programmes. The Arts Council’s adherence to these Directions is measured and monitored annually
by Government.

Since its introduction in 1994, Nationa Lottery funding has made a major financial contribution to
the development and advancement of the arts in Northern Ireland. To date, the Arts Council has
made over 690 awards, representing an investment of approximately £46 million.

The 1999-2002 Lottery Distribution Strategy saw a shift away from the focus on capital funding to
more people-based projects, and further widening of access to Lottery funding towards smaller
organisations in a community context. This shift in focus can be evidenced by the following projects
that received funding during this period:

Access to the Arts - £12,632 to the Wedding Community Play for a cross-community drama
project

New Work - £44,600 to the Lough MacNean Sculpture Trail for a cross-border sculpture trail
Film - £120,000 to Y 2K Film Productions Ltd for the feature film Puckoon

Capital - £56,209 to the Indian Community Centre for the purchase of musical instruments,
stage equipment and furniture and £65,000 to the Craft Connection to refurbish crafts facilities

Audience Development - £300,000 to Moving on Music for a 3-year programme to tour music
ensembles

Awards for All - £3,726 to Blackie Community Groups Association for art classes for people 55
and over

Lottery Distribution Strategy
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1.2 Key Issues

_The 2002-2006 Lottery Distribution Strategy has been developed to take account of the following
issues:

Government Directions for the distribution of National Lottery funds

The strategic objectives of the Arts Council of Northern Ireland

The views and opinions expressed by the people of Northern Ireland

An estimate of the money likely to be available for distribution

The Arts Council is under financial pressure due to increased levels of applications, the growing
demand for revenue funding, reduced income as a result of falling Lottery ticket saes, the
introduction of additional good causes and the impact of proposed changes to gambling laws in the
UK. The financial pressures and increased competition make it increasingly important that the
existing level of funds are used effectively and that the Arts Council has a clear strategy for its
investment over the coming years.

The Arts Council, as a joint distributor of both voted and Lottery funds must ensure that the
National Lottery Distribution Strategy is aligned with the Arts Council’s Strategic Plan. This was
recognised in Professor Anthony Everitt and Annabel Jackson’s report, Opening up the Arts which
recommended the total alignment of the Arts Council voted and Lottery strategies, policies and
funding in the provision of support to the artsin Northern Ireland.

Currently, the allocation of Lottery funds and the devel opment of related guidance to distributors for
Northern Ireland is the responsibility of DCMS. Asthe Lottery is currently a reserved matter, under
the Northern Ireland Act, there is no formal involvement from the Northern Ireland Assembly. The
Department of Culture, Arts and Leisure (DCAL) is currently considering this issue.

1.3 The 2002-2006 Lottery Distribution Strategy

The purpose of this strategy is to outline the key actions and targets which ACNI will undertake in
the distribution of National Lottery funding to the arts in Northern Ireland for the next four years,
2002-2006.

The format of the 2002-2006 L ottery Distribution Strategy is set out in line with the recommended
structure outlined in the National Lottery Guidance Note 7/01 and contains the following sections:

Strategic Context

Consultation Process

Review of the 1999-2002 L ottery Distribution Strategy

2002-2006 Lottery Distribution Strategy — Key Strategic Actions, Tasks and Programmes
2002-2006 L ottery Distribution Strategy — Levels of funding

Performance Indicators and Efficiency Targets

Performance Review Mechanisms

Lottery Distribution Strategy
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2 Strategic Context

2.1 Introduction

In developing the 2002-2006 Strategic Plan, the Council has taken account of a range of factors
which influence how L ottery funds are distributed, namely

Strategies affecting Lottery distribution
Government Legidlation
Social Policy

A high-level summary of these is outlined below.

2.2 Strategies affecting Lottery distribution

2.2.1 Arts Council's 2001-2006 Strategic Plan

The Arts Council of Northern Ireland was established on 1 September 1995, and is the statutory
body through which public funding for the arts in Northern Ireland is distributed.

It istherole of the Arts Council’ s Lottery Department to effectively and efficiently manage the

assessment of applications and the distribution of National Lottery fundsto the artsin Northern
Ireland.

In January 2000 an independent review of the ACNI’s 1995-2000 Strategy - To the Millennium
was commissioned. In addition, as an extension of this study, the ACNI took the opportunity to
begin a process of independent appraisal of the needs of the arts sector in Northern Ireland and the
role of the Arts Council in meeting these needs.

Extensive consultation was undertaken which included public meetings, small-scale group
discussions with various arts sector groups and one-to-one interviews with individuals and
organisations.

The resulting report, Opening up the Arts, came to some frank, and ‘hard-hitting’ conclusions,
namely:

ACNI’s new strategy needs to be more focussed, with a small number of objectives, linked to
gualitative, quantitative targets and performance indicators. The objectives need to be linked to
commitments aready stated in the Operational Plan.

ACNI’s new strategy should make clear the boundaries within which it would function and
seek to build a consensus of expectations amongst the different interest groups in the arts
community

ACNI cannot act aloneif it wishesto achieve its aims. It must enter into wide-ranging alliances
with other cultura institutions, government, District Councils and agencies concerned with
socia and economic renewal

The future of arts development in Northern Ireland, in many ways, lies with the District
Councils, many of which have initiated arts plans and see a role for the arts in their general
development strategies

ACNI needsto be more ‘transparent’ and open to its clients, its partners and the public at large

Attention must be given to the on-going strengthening of arts organisations to ensure that large
amounts of public investment are not spent if they have little developmental benefit to the
community

Lottery Distribution Strategy
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ACNI should take the opportunity provided by the new strategy to prepare a convincing and
detailed case for additional funding

ACNI should be a more effective spokesperson and advocate for the arts, than it is at present

Further public and cross-sectoral consultation was undertaken and together with the Opening Up

the Arts report was used as the basis from which the new ACNI five-year strategy, for the period
2001-2006 was produced.

Through this strategy the Arts Council aims to make Northern Ireland “ a place where:
The arts give everyone a chance to express their own creativity and reach across community
divisions
Artists can thrive and win the respect that their talents deserve, both at home and abroad
Theatres, arts centres and art galleries flourish and become a natural focus for everyone.”

A number of priorities and objectives have been developed to support the achievement of this
vision. These are shown in the following diagram.

The arts: Inspiring the Imagination, Building the Future

Increase

unities f Develop new Extend Streng:her; thte
opportunities for audiences for opportunities for capacity of arts
t(_:r(_eatlt\_/e . the arts and artists to develop Oég?msa“onft @
participation in sullE ©n e their work and eliver quality
Q the arts : experiences of
ones practice
‘5 the arts
S
-
B
‘o
13}
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n

The ACNI strategic plan, was formally signed off by the Minister of Culture, Arts and Leisure —

Mr Michael McGimpsey MLA, in September 2001. This plan forms the overall framework within
which the Lottery Distribution Strategy will be developed.

Lottery Distribution Strategy
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2.2.2 Programme of Government

Published in February 2001, the Programme for Government (PfG) identified the priorities and
objectives, through which citizens and politicians would work together, to “ make a difference to
the lives of our people, enabling them to grow as a peaceful, fair and inclusive community’.
Working in partnership with District Councils, with business and with the voluntary and
community sectors, and across other departments the Arts Council can make an important
contribution in assisting the realisation of an “inclusive, prosperous, stable and fairer society
firmly founded on the achievement of reconciliation, tolerance and mutual trust” .

The Lottery Distribution Strategic Plan meets the Executive's priorities in a number of objectives
and initiatives:
Growing as a Community e.g. promoting equality and tackling social disadvantage

Working for a Healthier People e.g. improving recreational facilities and supporting healthy
living

Investing in Education and Skills e.g. providing high quality education

Securing a Competitive Economy e.g. increasing Northern Ireland’ s attractiveness to visitors
Developing North/South, East/West and International relations

2.2.3 Department of Culture, Arts and Leisure (DCAL)

In developing this Strategic Plan, the ACNI has taken into account the strategic goals outlined in
DCAL’s 2001-2004 Strategy document — Face to Face. The key priorities identified within this
document include:

Creativity in Education
Creative Industries

Cultural Diversity

DCAL’s Strategy

Infrastructure

Support for the Individual Artist
Universal Accessibility
International | ssues

DCAL’s dtrategic goals are to:

1. Increase participation in culture, arts and leisure through enhancing access to, and quality of,
facilities and services

2. Promote and celebrate cultural diversity and individua creativity

3. Contribute to a positive image of Northern Ireland at home and abroad

4. Preserve and make available cultural and information resources, and make them available to
the widest possible audience

5. Lever resources to maximise positive social and economic impact

These priorities and DCAL’s strategic goals set the framework in which the Arts Council operates.
The Arts Council’s Strategy and associated Corporate Plan complement and work within this
framework.

Lottery Distribution Strategy
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2.2.4 Unlocking Creativity

This document was produced from a consultative process undertaken by DCAL, DEL, DETI and
DE to create a vision and strategy “to develop the capacities of all our people for creativity and
innovation, and so promote and sustain the social, cultural and economic well-being of Northern
Ireland.” Following the publication of Unlocking Creativity and the recognition that DCAL has
given to the value of culture and the arts in releasing individua creativity, exploratory discussions
have taken place with the Education and Library Boards. The overall purpose of these discussions
isto ensure full and co-ordinated provision for creative and cultural development in the curriculum
of formal and informa learning. The Arts Council will continue to support projects which
contribute to these sectors, aspiring to place the arts at the centre of the curriculum within Northern
Ireland

2.2.5 Cultural Diversity

The Programme for Government seeks a commitment ‘to create greater mutual under standing and
respect for diversity’. Cultura diversity is recognised as a cross-cutting theme, permeating every
aspect of the Arts Council’s work. In partnership with DCAL, the Arts Council will continue to
ensure that the cultural diversity represented by the communities in Northern Ireland is preserved,
expressed and celebrated. This involves ensuring,

The widest possible opportunity for citizens to express their own cultures and have access to
others
Support for the celebration of diverse cultures

2.3 Govermnment Legislation

2.3.1 National Lottery Policy Directions

The Policy Directions set out in the National Lottery Act (1998) provide a framework governing

how ACNI operates in the distribution of Lottery funds. The Government Policy Directions are
attached in Appendix A.

The following statements outline ACNI’'s commitment to operating in line with the conditions
imposed by the Directions:

ACNI understands L ottery money must be used for public good and not for private gain

ACNI assesses dl applications it receives to take account the needs of the arts sector, the need
to ensure that all parts of Northern Ireland have access to funding and the need to support
projects which address economic and social deprivation

ACNI strives to ensure that Lottery funding is used to promote art from all sections of society
and in particular to encourage youth participation

ACNI recognises the need for sustainable development and financial viability in relation to
projects it supports

Where appropriate, ACNI ensures that there is an element of partnership funding for projects
ACNI continues to examine opportunities for working with other organisations

ACNI uses its powers to solicit applications only where the normal application process has
failed to achieve a strategic objective

Lottery Distribution Strategy
Page : 6




2.3.2 Section 75 Equality Legislation

The Northern Ireland Act 1998 (Section 75 and Schedule 9) places new statutory obligations on
Northern Ireland Departments and other public bodies to carry out their functions having due
regard to the need to promote equality of opportunity and good relations in respect of religious
belief, political opinion, gender, race, disability, age, marital status, dependants and sexua
orientation.

ACNI has developed an Equality Scheme illustrating its commitment to promote the equality of
opportunity:

Between persons of different religious belief, political opinion, racial group, age, marital status
or sexual orientation

Between men and women generally

Between persons with a disability and persons without

Between persons with dependants and persons without

In addition, in carrying out its functions, ACNI shall have regard to the desirability of promoting

good relations between persons of different religious belief, political opinion or racial group. The
Arts Council is currently collecting baseline datafor al of the above groupings.

In line with the Council’s Equality Scheme al programmes identified within this 2002-2006
Lottery Distribution Strategy, will be subject to a full Equality Impact Assessment.

2.4 Social Policy

ACNI acknowledges the following policies designed to tackle social exclusion.
2.4.1 New Targeting Social Need (NTSN)

The Arts Council’ s palicies and practices are influenced by Government’ s commitment to target
available resources and efforts on the people and areas in greatest need.

ACNI recognises the need to measure the alocation of grants to areas of greatest need in society,
and uses the Robson Degree of Deprivation Index to monitor imbalances in the distribution of its
funds. Over the period of the Lottery Distribution Strategy to date, the Arts Council has addressed
socia and economic deprivation by awarding over 67% of its grants to areas considered by the
Raobson Index as being “more deprived”. Over the period of the 2002-2006 L ottery Distribution
Strategy, and under Government Direction the Robson Index will be replaced with the Noble
Index.

The ACNI isfully committed to supporting the principles of NTSN through the development of the
programmes and policies which emanate from this Strategic Plan.

Lottery Distribution Strategy
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3 Consultation Process

3.1 Overview of the Consultation Process

In order to develop the 2002-2006 Lottery Distribution Strategy, and in accordance with
Government guidelines the Arts Council undertook a consultation process. It encouraged as many
views as possible within the available time-scales. This process aimed to build on the findings
gained from the extensive eighteen month consultation completed in the development of the ACNI
2001-2006 Strategic Plan by gathering a consensus of views from across the sector.

A consultation paper was prepared to present:

the Arts Council’s assessment of its performance against its objectives as defined in the
1999-2002 National Lottery Distribution Strategy

an analysis of the fund allocations over the 1999-2002 period

the strategic objectives, actions and targets identified by the Arts Council as key to its future
strategy

The consultation paper was distributed on the 14" December 2001 to 544 key stakeholder groups
and individuals within the arts sector. The paper was a so published on the Arts Council’ s web site,
with the deadline for responses of 9" January 2002.

Meetings were held during December 2001 with two focus groups, selected from within the sector,
and with the Art Form Directors and Officers within ACNI, to review the previous strategy and
assess the needs within the sector during the period 2002-2006.

Two open meetings which were publicly advertised were held on the 8" January in Belfast and on
the 9" of January in Derry City and were attended by a total of 38 individuals and representatives
from interested organisations.

Following these meetings and after reviewing the written feedback received on the consultation
paper, a summary of the consultation findings was presented to the Arts Council for discussion. A
number of strategic actions were then developed taking into consideration the views of the sector,
and incorporated into the first draft of the ACNI Lottery Distribution Strategy.

This first draft of the Strategy document was distributed to all those invited to the first two focus
group meetings for review and feedback and published on the ACNI web site. Following a review
meeting with the focus group members to consolidate feedback, a revised version of the Strategy
document was created and distributed to the Arts Council Strategic sub-committee for fina review
prior to submission to DCAL and DCMS.

Lottery Distribution Strategy
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The consultation process adopted is outlined in the following flowchart:

Consultation Process

I
Internal Consultation:
Art Form Departments
12" December
2001

Sectoral
Consultations:
2 x Focus Groups

19 t and 20t
December 2001
(Tota 12 people)

Open Consultation :
Belfast — 8" January 2002
(26 participants)
Derry — 9t January 2002
(12 participants)

>

Key

Document

Process

Collate

Decision

Rl

Close

ACNI Strategy Planning
Workshop
15t January 2002

T
Focus Group follow up
M eeting (11 participants)

24™ January 2002

Strategic Sub-Committee
29 January 2002

ACNI Approval

DCMS
March 2002

<
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4 Review of the 1999-2002 Lottery Distribution Strategy

4.1 1999-2002 Lottery Distribution Strategy

In May 1999, after widespread public consultation, the Arts Council launched its Strategy for the
Disgtribution of National Lottery Arts Funding 1999-2002. This Lottery Distribution Strategy
marked a shift in emphasis from building-based grants towards project-based grants aimed at
benefiting people from all sections of society. Through the new Financial and Policy Directions,
the Council was able to solicit applications in order to positively encourage applications from
under-represented areas.

4.2 1999-2002 Key Strategic Objectives

In the 1999-2002 Lottery Distribution Strategy the following eight key strategic objectives were
identified as being common to all funding programmes. These were as follows;

1 To promote grant programmes as widely as possible whilst redistically managing
expectations of the available funds

2. Whilst taking into account Government Policy and Financial Directions, to simplify the
application process pre- and post-award

3. To influence Government policy on Lottery funding by promoting the views and
expectations of the arts sector

4, To collaborate with other funding agencies to achieve the highest support for and investment
in the arts

5. To support arts projects aimed at reducing the effects of social and economic deprivation and
addressing the needs of people from all sections of society

To support the involvement of children and young people in the arts

To seek equitable distribution of funds taking into account the demand for arts provision in
areas or sectors currently under-represented

8. To promote the development of the film and craft sectors

4.3 Summary Review of National Lottery distribution activities (April 1999 — March 2002)

During the period from 1 April 1999 to the Council meeting of December 2001, the Arts Council

of Northern Ireland awarded 263 grants plus 2 supplementary grants, and distributed £17,793,314
of National Lottery funding through a number of awards programmes.

A detailed breakdown of the awards made during this period is attached in Appendix B.

The feedback from the consultation process indicated that the general consensus is that the Lottery
Department has been broadly successful in meeting the majority of objectives outlined in the Arts
Council’s 1999-2002 Strategic Plan, although not necessarily in line with the implementation
timetable.

The key achievements during this period included:
The revision and re-issue of al the application forms and guidelines

The introduction of two new schemes and one new programme (not anticipated as part of the
Strategic Plan).

Lottery Distribution Strategy
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- Awards for All supports small scale one off projects up to £5,000 in any one year. It is a
joint scheme with all Northern Ireland Lottery Distributors and is an example of joint
working.

- Audience Development which brings new people to the arts and takes the arts to people
throughout Northern Ireland, through touring, education, outreach and marketing

- During 1999, the Council, in association with all other Lottery Distributors introduced a

programme in support of Millennium celebrations in two tranches, one for awards under
£5,000 the other for larger projects between £5,000 and £25,000.

The simplification of the pre- and post- award processes
The reduction of the average processing time.

Over the period of the Lottery Distribution Strategy to date the Arts Council has addressed
socia and economic deprivation by awarding over 67% of its grants to areas considered by the
Raobson Index as being more deprived. Further details are contained in Appendix B

The Arts Council recognises that a number of issues remain outstanding from the 1999-2002
Lottery Digtribution Strategy and these will be taken into account in the development of the new
Lottery Distribution Strategy, for 2002-2006.

4.4 Review of progress against the 1999-2002 Actions

4.4.1 Introduction

The 1999-2002 L ottery Distribution Strategy identified a series of key actions and measures which
will drive the distribution of National Lottery funding to the artsin Northern Ireland, during the
four year period. Outlined below is an assessment of how the Arts Council has performed against
these measures:

Administration
Budgets and Finance

Grant programmes

4.4.2 Administration

The Lottery Department has made significant progress in reducing the level of bureaucracy
associated with processing applications and there is general agreement across the sector that the
process has indeed been simplified. By April 2001, the average processing time for all
applicationsin all programmes had been reduced from an average of 108 working days to 87 days,
excluding Awards for All where the average processing time is 31 working days.

Specific changes in relation to administration were made during the 1999-2002 period:

New user-friendly application forms and guidance notes were introduced across al schemes by
April 2001

The availability of information sources for assistance in the pre-application and post-
application processes have now been included in all programme guidance notes

Following a review of the claims process, a ‘phased’, up-front post-award payment scheme
was introduced for the Access, Audience Development and New Work schemesin April 2001

Staffing levels within the Lottery Department were reviewed, with the replacement of one
Lottery Development Officer post with two Lottery Case Officer posts.

Lottery Distribution Strategy
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A ‘fast-track’ small grants award scheme — Awards for All, was launched on 1 April 2001

Despite these changes the consultation process identified a number of further issues in relation to

administration, namely:

Lack of knowledge and awareness amongst elements of the wider community with regard to
the actual programmes in place and the skills required to successfully apply and process a

L ottery grant

The perception that inconsistent advice is provided by ACNI on Lottery programmes

Continuing difficulties with the claims process, which is viewed as dow, bureaucratic and
unwieldy with differing advice being received from individual case officers.

4.4.3 Budgets and Finance

A breakdown of the 1999-2002 forecast budget versus actual is detailed in the table below;

Programme 1999/2000 2000/2001 2001/2002
Budget Actua Budget Actua Budget Actud to
Dec 2001
Capital —New Build 2,000,000 6,192,967 2,000,000 80,000 1,500,000 | (28,120,773
Capital — Equipment 1,000,000 353,567 1,000,000 148,130 1,000,000 122,162
New Work 1,000,000 929,971 1,000,000 623,101 1,000,000 654,245
Accessto the Arts 1,000,000 862,925 1,500,000 602,912 2,000,000 1,370,428
Film Finance 700,000 525,324 700,000 287,702 700,000 220,655
Advancement 1,000,000 0 500,000 0 500,000 0
Interim Funding Scheme 0 15,160 0 26,764 0 0
Audience Development 0 0 0 0 0 1,656,527
Awardsfor All 0 0 0 0 0 390,184
Administration 750,000 620,426 750,000 597,900 750,000 378,838
Total (1)7,450,000 9,500,340 7,450,000 2,366,509 7,450,000 12,913,812

(1) This budget was augmented by £8,419,338 carried forward from previous years' underspend,
giving atotal budget of £15,869,338 in 1999/2000.

(2) Includes 2 in-principles grants totalling £5,000,000.
The key variations from budget to actual are:

1999/2000 Capital New Build - the increase in expenditure was covered by the carried forward
underspend referred to above (1).

2000/2001 Capital New Build — the low expenditure was incurred following the introduction of
an application moratorium in order to manage the transition between the original and new
Capital programme.

2000/2001 All other programmes — During this year there were fewer applications. This was
understandabl e given that little development or promotional work was being undertaken due to
lack of human resources and that no new schemes had been introduced.
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2001/2002 Capital Equipment & Film— During this year there were fewer applications.

2001/2002 A new scheme, Audience Development, was introduced as a result of Council’s
decision to closer integrate L ottery funding with voted funds.

2001/2002 A new joint scheme with the other Northern Ireland Lottery Distributors, Awards
for All, was introduced to ease the process of applications for under £5,000 from smaller
organisations.

The consultation process raised concerns about the under-spend in budget, particularly at a time

when funding for the arts is declining. The perception within the sector is that the bureaucratic
procedures associated with Lottery funds may be discouraging organisations from applying.

4.4.4 Grant Programmes

4.4.4.1 Accessto the Arts

During the period 1999-2002, the Arts Council dedicated the Access to the Arts funding to
providing new opportunities and promoting access to the arts through a wide range of community
arts development programmes.

During the period, the Arts Council granted 68 awards totalling £2,750,161 for projects including,

a three-year programme for disabled people for training in circus skills and a world music project
exploring music of diverse ethnic origin.

Support has been provided to both community generated arts activities requiring a minimum of
external facilitation and those organisations that were providing arts development programmes for
communities as external facilitators.

The Access to the Arts scheme was revised and re-issued on 1 April 2001, to take into

consideration many of the actions identified in the 1999-2002 Lottery Distribution Strategy,
including, an increase in the maximum grant from £25,000 to £40,000.

Feedback from the consultation process on this scheme included some negative comments
regarding the application and claims process relating to this scheme, as referred to in section 4.2.

4.4.4.2 New Work

The New Work scheme is designed to take new work from any art form to people throughout
Northern Ireland. After consultation with the sector the scheme was transferred from a pilot to a
mainstream Lottery scheme on 1 April 2001, and re-launched, removing the requirement to create
acapital asset thus giving greater flexibility to applicants.

During the detailed review of the New Work scheme a number of issues highlighted in the 1999-
2002 Lottery Distribution Strategy were addressed, namely:

the re-definition of bought-in, large-scale productions as alow priority

the need to encourage education and/or community access programmes in each new work
commission

the introduction of a dliding scale for funding according to the overall project cost

the need to encourage applications to produce an enduring record of the work, accessible to
the public beyond the life of the project
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The consultation process found these changes to be largely successful, however issues still remain
regarding:

restrictions arising from the existence of an upper limit on applications

restrictions arising from the imposition of one ‘live’ application at any time

inconsi stencies with regard to commissioning processes across art forms

the proposal that projects offer education and /or community accessin al instances

4.4.4.3 Film Finance

As aresult of the 1999-2002 Lottery Distribution Strategy, and in close consultation with the film

sector, the Arts Council revised and re-issued its film guidelines. The key areas of change
included:

the prioritising of support to film involving indigenous producers, directors and writers as well
as indigenous production companies in order to increase the level of indigenous development
and production

two application points per year for the production of feature films made in Northern Ireland

the encouragement of productions with significant levels (i.e. greater than 50%) of budget
spend in Northern Ireland

the introduction of alow-budget production category

the introduction of a new category within the Film Finance programme to support the
distribution and promotion of indigenous short film to regional, national and internationa
markets

Currently funding is available through three schemes covering, Film Development, Film
Production and Short Film Distribution and Promotion.

Between 1999-2002, a number of grants have been awarded both to smaller local productions, and
to large-scale praductions primarily brought in from outside Northern Ireland. Examples of which
include, Perfect Cousin Productions Ltd which was awarded £35,000 for a documentary on The
Undertones, and Scala (Memories) Ltd. which was awarded £100,000 for Wild about Harry.

There has been on-going consultation between the Arts Council and the film sector, regarding the
future direction of the Film Finance programme.

Following the initial recommendation in Opening up the Arts, for the Arts Council to delegate
responsibility for its Lottery film budget to the Northern Ireland Film Commission, a report was
produced by the Lottery Department considering this proposal in detail. The report examined the
options, and following further consultation meetings, the Arts Council agreed that Lottery film
funding should be delegated from the Arts Council to the Northern Ireland Film Commission from
April 2002, on athree-year trial basis. The Council remains fully accountable for the funding.

This recommendation was fully supported by the sector with the proviso that the Arts Council
retain overall control.

4.4.4.4 Capital Programme (Building and Equipment)

In June 1999, the Arts Council introduced a moratorium on new building applications in order to
revise the Lottery Capital programme, which was subsequently re-launched in April 2001. As a
result of funds accumulated during the moratorium Council was able to alocate a budget of £10m
in 2001/2002 for new build/major refurbishment projects.
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The Arts Council has continued to prioritise applications for new facilities which meet recognised
gaps in the infrastructure and the funding of projects designed to enhance access for disabled
people to existing arts venues.

A number of key changes were incorporated in the Capital programme re-launched in April 2001,
namely:

A three stage application process was introduced, for separate funding of
(i) feasibility studies
(i)  project development
(iii)  building and fit-out costs.
The Council discouraged applications which duplicate facilities within the same catchment area

Applications for new projects are required to demonstrate that they will not have a negative
impact on existing facilities

The £2M limit on capital applications was removed as indicated in the 1999-2002 Lottery
Distribution Strategy

A single application deadline of 31 August was introduced for building and fit-out funding

The Arts Council is continuing its on-going exploration of funding umbrella organisations to
maintain pools of equipment which will be available to other organisations through loan or hire
agreements. Exploratory discussions were held with representatives of the Community Arts sector
to discuss a possible special initiative where funding may be provided for community access to the
internet through the provision of technical equipment.

Asindicated in the 1999-2002 Strategy a review was undertaken into the requirements for musical

instruments for bands, and new guidelines issued in November 2001. During the moratorium bands
could still apply through other Lottery programmes — New Work and Access.

4.4.45 AdvancementScheme

The Arts Council’ starget to review and re-launch the Advancement scheme for small and medium-
sized arts organisations within the period of the 1999-2002 Lottery Distribution Strategy was not
achieved, due to resource constraints and the fact that the initial grants are still on-going. The
revised target date to launch a new scheme is now September 2003.

4.4.4.6 Interim Funding Scheme

A short-term Lottery scheme operated from 1997-2000, in association with the Arts Councils of
England and Wales, to assist students attending drama, dance and stage management courses at
independent colleges. The scheme was targeted at colleges throughout the UK to assist Northern
Ireland students. Over the period of the Lottery Distribution Strategy, the Arts Council provided
support for five Northern Ireland students.
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4.45 Review of progress against the 1999-2002 Strategic Objectives

Taking into consideration the progress achieved against the measures identified within the 1999-
2002 Lottery Distribution Strategy, the Arts Council believes it has progressed as follows against
the 8 key strategic objectives.

Objective Progress

The grant programmes are promoted
through the following;
Programme guidelines
Information road shows
Programmes’ leaflet
Arts Council web site
Annual reports and budgets.

However, the sector remains confused
regarding lottery programmes and related
eligibility criteria. There is concern regarding
the under-spend against budget for all
programmes.

1. To promote grant programmes as widely
as possible whilst realistically managing
expectations of the available funds.

. Whilst taking into account Government
Policy and Financial Directions, to simplify
the application process pre- and post-
award.

. To influence Government policy on Lottery
funding by promoting the views and
expectations of the arts sector.

. To collaborate with other funding agencies
to achieve the highest support for and
investment in the arts.

5. To support arts projects aimed at reducing
the effects of social and economic
deprivation and addressing the needs of
people from all sections of society.

Funding programmes and procedures have
been reviewed and revised to simplify the
application process, with due consideration
of Government Policy and Financial
Directions. The consultation participants
expressed the view that further work could
be undertaken in this area.

There is general agreement that the pre-
awards process has been simplified, but

there is a need to address issues with the
post-award process.

The Arts Council has been working through
DCAL to make the case for changes in the

percentage funding made to arts bodies across

the UK. This work will continue.

The Arts Council is working in partnership
with other Lottery Distributors and funding
bodies to:

Liaise on strategies, policies and
procedures, including promotion of
grant programmes,

Discuss joint support for large capital
investments through the Belfast Capital
Infrastructure group, which currently
includes DCAL, Belfast City Council,
Laganside and Belfast Regeneration
Office

The Arts Council considers these matters in

the assessment of every award it makes and

monitors its targets on an annual basis. In
2000/01 the Council met and exceeded its
target for this area by 25%.
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Objective

6. To support the involvement of children and
young people in the arts.

7. To seek equitable distribution of funds
taking into account the demand for arts
provision in areas or sectors currently
under-represented.

8. To promote the development of the film
and craft sectors.

Progress

Supporting the involvement of children and
young people in the arts is a strategy which
influences all areas of operation and decision
making. During the period of the 1999-2002
Strategy the Arts Council set annual targets to
increase the number of awards to projects
promoting the involvement of children and
young people, which have been met.

The distribution of funding is reviewed on a
monthly basis, with management and
statistical information presented at the
Council’s monthly meeting. The information
provided includes a detailed analysis of
funding across geographic and art form areas.
Under represented areas are therefore
identified and appropriate actions taken to
encourage applications, within the resources
available.

The Arts Council has agreed a strategy for
the delegation of its film funds, refer to
section 4.4.4.3.

The Arts Council has agreed a policy to
develop the crafts sector. These will be
financed by a Lottery funded Special
Initiative programme, to

(i) Promote the work of Northern Ireland
designer/makers to a wider audience,
both at home and abroad

(i) Encourage designer/makers in
Northern Ireland to be innovative and
creative and to develop their technical
skills

(iii)  Assist new designer/makers to
establish in Northern Ireland

(iv) Develop and enhance the
opportunities for audiences in Northern
Ireland to experience and view high
quality crafts, applied arts and
contemporary design

(v) Develop and strengthen the
infrastructure of groups and networks
that support and promote crafts,
applied arts and contemporary design.
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5 2002 - 2006 Lottery Distribution Strategy

5.1 Introduction

The Arts Council of Northern Ireland’s five-year Strategic Plan Inspiring the imagination,
building the future, was published in September 2001. The preparation of the Strategic Plan
involved an eighteen month period of extensive appraisal and consultation, involving the arts
sector, government and the public, to produce a practical and focused strategic document defining
the parameters of avision for both the arts and society.

Through this Strategic Plan, the Arts Council will strive to win greater recognition of the
contribution the arts make to the cultural, social and economic well-being of Northern Ireland. By
promoting the positive contribution the arts can make to the overall confidence of the community,
and through strategic partnerships, the Arts Council will seek to ensure that the arts occupy a
prominent position in the economy, in education, in the community and in peopl€e' s lives

In order to fully implement the ACNI Strategic Plan, the Council recognises that Lottery funding
has a key role to play and it is within this context that the Lottery Distribution Strategy is set. In
implementing the strategy the Arts Council will continue to maintain its links with other regiona
funding bodies, such as the distributors of European funds, local authorities and other government
departments to ensure the underlying additionality principle of Lottery funding.

5.2 Strategic Development Guidelines

The Lottery Distribution Strategy for the period 2002-2006 must be prepared in line with:

Government Directions for the distribution of National Lottery funds (as outlined in
Appendix A)

The Arts Council’ s Strategic and Corporate Plans (as outlined below)

An estimate of the likely available funds over the period (see Section 6)

Progress on the 1999-2002 Lottery Distribution Strategy actions and the continuation of those
programmes deemed to have ongoing relevance (Section 4)

The views and opinions expressed by the people of Northern Ireland (as obtained through the
consultation process and outlined throughout this document)

5.3 The Arts Council’s Strategic Objectives

As outlined in Section 3, the Lottery Distribution Strategy has been developed within the
framework set out in the ACNI 2001-2006 Strategic Plan and shares its overall aim, priorities and
objectives. These objectives are asfollows:

Increase opportunities for the artist working to the highest standard and in innovative ways
Strengthen the arts infrastructure

Engage with community arts to increase opportunities for creative participation, to develop
new audiences and to expand the range of contexts in which artists work

Engage with voluntary arts to increase opportunities for creative participation, to develop new
audiences and to expand the range of contexts in which artists work

Increase the quality of access for disabled people to the arts
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Enhance children and young people's access to creative expression through the arts, in
contexts of their own choosing, and increase opportunities for participation as they grow and
develop

Increase audiences for the arts

The remainder of this section outlines the key actions to be completed by the Arts Council over the
2002-2006 period in the delivery of these objectives under the following headings:

Administration
Programmes
Generd

5.4 2002-2006 Key Strategic Objectives, Tasks and Programmes

5.4.1 Administration

There is acknowledgement from the sector that the applications process for Lottery funds has
improved over the course of the period 1999-2002, but there was a view that further refinement
could be achieved in this area.

The overall view is that the claims process continues to cause problems, and is seen as dow,
unwieldy and bureaucratic, particularly for smaller arts and voluntary organisations. The sector
perceives this as one of the reasons that some organisations do not apply for Lottery funding, along
with a lack of awareness amongst elements of the wider community regarding relevant
programmes and criteria.

This resulted in strong arguments for the implementation of an awareness programme covering:

the promotion of programmes through brochures, road-shows, etc

pre-application and post-award advice, guidance and training by way of simplified guidance
notes, case studies demonstrating successful applications and claim forms, interactive
workshops/training sessions, the introduction of a helpline and the development of the
web-site to provide information on Frequently Asked Questions (FAQS). It is proposed to
develop this guidance in order to assist organisations to identify practical solutions to
manage the administrative processes within their normal everyday activities

The view from the consultation process was that in order to improve the claims process and relieve
the pressure aready on the Lottery Department, the administrative budget should be increased to
employ additional Lottery staff. The fact that this might reduce the funds available for distribution
to the sector as a whole was accepted by the sector as inevitable. As outlined in the Arts Council’s
2001-2006 Strategic Plan, it was proposed that there was greater integration of the Lottery and Art
Form Departments. The outcome of this is a forthcoming review of the ACNI organisational
structure that will lead to a more streamlined process and reduce the pressure on the Lottery
Department staff.

The Council introduced a process of delegated decision making in 2001/2002 dependant on the
amount of the award. Decisions on awards up to £25,000 are made by officers;, awards from
£25,000 to £50,000 by the Lottery Committee; and, all decisions over £50,000 are made by
Council. The impact of this should be a reduction in application processing time however the
effects of this have yet to become apparent.
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In order to address these issues the Council will take the actions outlined in the following table:

Improved processing timesfor applications and payments
Improved and simplified application and claims processes
Reduced queriesin relation to pre and post award submissions

Improved capacity within the sector to deal with the administrative
element of Lottery funding

Actions Key Targets Timing
Year 1 Year 2 Year 3 Year 4
2002-03  2003/04  2004/05 2005/06

11 Review and revise application and m

claims processes ) — ]
- Review application and claims ‘

processin light of:

- other funders, including other
lottery distributors, in order to
identify best practice

- the recommendations made in
the QUEST report

- Develop revised Lottery processes 0
accordingly

- Test these revised processes with ‘
the sector ‘

1.2 Review Marketing and Publicity ;:

of the L ottery Schemesand
develop arevised strategy in this - Review & develop strategy ‘
areatoraise awarenessand ) )
knowledge of programmes - Implement strategy which will
incorporate:
- Pre- and post- application ‘
guidelines
development of case study
examples
training and awareness sessions
regarding pre and post award
processes
the establishment of a helpline
for client organisations

improvementsto the Arts
Council web-site

- Implement revised processes

Review strategy annually 0 ‘
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Actions

1.3 Develop internal communications
within the Council to ensurea
consistent messageis provided to
clients

Key Targets

- Contribute to ACNI’sre-

structuring process to ensure closer
working between the Lottery and
Art Form Departments

- Hold aseriesof internal

meetings/workshops to ensure
ACNI staff, Lottery Committee
and Council have acommon,
comprehensive understanding of
L ottery programmes, eligibility
criteriaand Government
Directions

Timing
Year 1 Year 2 Year 3
2002-03  2003/04  2004/05

Ll
0

0

Year 4
2005/06
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5.4.2 Grant Programmes

There was general agreement throughout the consultation process that the current Lottery
programmes are meeting the overall needs of the arts sector. Consequently, the following
programmes will continue for the duration of the 2002-2006 strategy:

Access scheme

Advancement scheme
Audience Development scheme
Film Finance programme
Awards for All scheme

Capital Programme

The consultation process highlighted a number of general issues affecting the above programmes,
including:

The need to consider providing Lottery funding to enable client organisations to
continue with current activitiesin light of declining funding from other sources

The need to consider the provision of funding within a grant to cover the increased
administration burden arising from the Lottery grant

The need to review the programmes over the life of the strategy. While the exact

nature of the review will depend on the specific scheme being reviewed, each will be
completed in line with the following process:

i. Review programme to date to evaluate take up, impact, budgets and other
issues.

ii. Consult, review and re-launch if necessary
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The specific actions to be completed in order to address these issues are highlighted in the
following table.

Reduced pressure on client organisations asaresult of
administration burden in relation to L ottery funding

Agreement on appropriate grant limitswithin the full range of
L ottery programmes

Actions Key Targets Timing
Year 1 Year 2 Year 3 Year 4

2002/03  2003/04 2004/05 2005/06

i

2.1 Consider the potential to increase

funding within a grant to cover the .

administrative costsassociated with * Review current programme

processing the grant guidelines and budgetsin light of ‘
overall objectives.

Specific issues and actions relating to each individual programme are outlined in the following
sections.
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5.4.3 Access to the Arts

The consultation process identified a number of issues that have had both a positive and negative
effect on the Access to the Arts scheme.

Recipients felt that the post-grant administration process was difficult and in need of refinement as
it imposed burdens on the skills and manpower of small organisations.

Specific actions to be taken in the period 2002-2006 in relation to this programme are as follows:

_ Access to the Arts scheme
_ - Development of a mor e efficient Access Scheme

Actions Key Targets Timing
Year 1 Year 2 Year 3 Year 4
2002/03  2003/04 2004/05 2005/06

22 Review the Access to the Arts

sheme GEmoedrcs g4 4§
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5.4.4 New Work

The arts sector welcomed the fact that the New Work scheme became a mainstream programme in
April 2001.

A number of concerns were raised that the limit of £50,000 for each new work could be restrictive,
particularly for large production-based projects, which in all other ways meet the objectives of the
programme.

There was criticism of the proposal that all projects within the programme offer education and/or
community access as this may force organisations to dilute their projects in order to meet this
criterion. In addition to this there would be some circumstances where specific art forms/projects
could not be adapted to meet these criteria. However in light of the Government’s policies on
socia inclusion, lifelong learning and Lottery Directions to promote knowledge of and
appreciation of the arts by children and young people the arts sector continues to realise the need to
encourage these elements where appropriate.

Concern was aso raised regarding the perceived inconsistencies between the art forms in terms of
“commissioning” and the low level of priority given within the programme to large-scale bought in
productions.

Specific actions identified in this area are:

- - Development of a mor e efficient New Work scheme

Actions Key Targets Timing
Year 1 Year 2 Year 3 Year 4
2002/03  2003/04  2004/05 2005/06

2.3 Review, revise and re-launch the

New Work scheme
- Complete an assessment of the ‘

commissioning process within
New Work across al art forms

- Evaluate the New Work scheme ‘
- Revise and re-launch the New
Work scheme ‘

- On-going review of theNew

Work scheme ‘ ‘
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5.4.5 Film Finance Programme

Following theinitial recommendation in Opening Up the Arts and further consultation with the arts
sector, responsibility for the Film Finance budget will be delegated to the Northern Ireland Film
Commission (NIFC) for a pilot three year period from April 2002.

The consultation conducted for the purpose of this review agreed that the NIFC was best placed to
alocate, manage and monitor funding for Film within NI. There was widespread agreement that
the Arts Council should remain involved in defining programmes and have overall responsibility
for funding.

Future actions under the Film Finance programme are;

Delegation of responsibility for Film tothe NIFC

Ongoing input to Film related grant programmes by ACNI

Actions Key Targets Timing

Year 1 Year 2 Year 3 Year 4
2002/03 2003/04 2004/05 2005/06

2.4 Delegateresponsibility for Film to

theNIFC
€ - Delegate responsihility for

Filmto the NIFC ‘

- Approve Film grant ‘
programmes
- Review progress against
agreed objectives with NIFC ‘ ‘
annualy

- Assess success of Film
programmes and overall NIFC
delegation ‘
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5.4.6 Capital programme

Given the limited funds available, the Arts Council will not be in a position to fund large-scale
capital projects for the whole of the 2002-2006 strategy period. The consultation document
proposed focusing the capita funding available towards minor works, refurbishment and
equipment in a way that achieves a reasonable geographic and art form spread across Northern
Ireland from 2004. There was general agreement with this proposal in recognition of the funding
constraints.

Within the ACNI’s Strategic Plan access for the disabled was identified as a strategic objective. In
light of this and the requirement for arts organisations to comply with the Disability Discrimination
Act (DDA) 1995, work on disability access is to be given priority within the Capital programmes
for 2002-2006.

Included within the proposed Capital programme is the provision of funding support of £500,000
per annum over the period of the Lottery Distribution Strategy for musical instruments for bands.
A number of concerns were raised in relation to this proposed programme and the level of funding
made available for such a discrete area. However, in light of the moratorium that has been in place
since 1996, and the level of demand identified through consultation, the arts sector accepted that
this programme should proceed with the proviso that there is an annual review of the budget.

Actionsto be completed in this area are:

- Improvement to disability access within arts venuesin NI
- Equitable allocation of capital funds across NI

Actions Key Targets Timing

Year 1 Year 2 Year 3 Year 4
2002/03  2003/04 2004/05 2005/06

2.5 Establish Capital Programme

priorities - ]
- Publicise Capital programme ‘
priorities
- Review the current guidelinesto
assist existing organisationsin ‘

introducing improved disability
access

- Ongoing review of the Capital ‘ ‘ ‘
programme
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5.4.7 Business Support Scheme

There was widespread agreement of the need to launch a Business Support scheme to assist small
and medium sized arts organisations to become creatively and financialy sustainable. The scheme
should include areas such as training, skills development, fund raising, marketing and mentoring.

The need for a comprehensive exit strategy to be incorporated as part of the programme was
identified in order to manage the transition from grant support to non-grant support over the course
of the programme.

Key actions to be completed with regard to a new Business Support scheme are:

_ New Business Support scheme

L aunch of scheme prioritising small to medium-sized
organisations

Provision of support to improve longer term sustainability for
client organisations

Actions Key Targets Timing
Year 1 Year 2 Year 3 Year 4
2002/03  2003/04 2004/05 2005/06

2.6 Launch a new Business Support ! g

Scheme prioritising small and . BElEEGTET ANET T
medium sized or ganisations. scheme. ‘

- Develop and launch new
Business Support scheme.

- Evauate theimpact of the new ’
Business Support scheme ‘
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5.4.8 Audience Development

The Audience Development scheme was introduced on 1 April 2001 and was designed to bring
new participants to the arts and to take the arts to people throughout Northern Ireland.

The overall objectives of the scheme are broadly defined and from the consultation process it was
suggested that this be reviewed in order to bring more strategic focus to the overall development of
participants and audiences.

There was general opposition to the suggestion that funding be ring fenced for research to identify

the key barriers to attendance/audience development. This has been taken into account by the Arts
Council which proposes to complete this research internally from its administrative budget.

Key actionsin relation to this programme are:

_ Audience Development scheme
_ I ncreased audiences and participantsfor the Artsin NI

Actions Key Targets Timing

Year 1 Year 2 Year 3 Year 4
2002/03 2003/04 2004/05 2005/06
2.7 Review, reviseand re-launch a

more strategically focussed

Audience Development scheme - Review Audience Development ‘
scheme, in light of ACNI

base-line data

- Revise Audience Development ‘
scheme

- Re-launch revised scheme ‘

- Ongoing review of Audience ‘ ‘
Development scheme
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5.4.9 Awards for All

Awards for All is ajoint awards scheme set up to help small groups in Northern Ireland. It involves
the Arts Council, the Community Fund, the Heritage Lottery Fund, the New Opportunities Fund
and the Sports Council for Northern Ireland. The aim is to fund projects which involve people in
their community, bringing them together to enjoy a wide range of arts, sports, heritage, charitable
and/or community, environmental and health related activities.

This scheme has been successful to-date and is viewed by the arts sector as being wholly
appropriate with “model” processes which could be used for other Lottery programmes.

Key activitiesin thisarea are:

_ Awards for All scheme

- - Increase accessto L ottery fundsfor small projects

Actions Key Targets Timing
Year 1 Year 2 Year 3 Year 4
2002/03 2003/04 2004/05 2005/06

2.8 Confirm Arts Council commitment Q

to Awardsfor All - Agree partnership for further ‘
three years

- Review the Awardsfor All ‘
scheme
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5.4.10 Special Initiative Schemes

In order to address under developed areas that are of strategic importance to the arts sector the
consultation paper identified a number of Specia Initiatives which are to be undertaken in the
following areas:
. Digtrict Councils' arts devel opment

Artsin schools

Community Arts and the Internet

Crafts, Applied Arts and Contemporary Design

Architecture

Dance

A Northern Ireland on-line box office network

The consultation process identified broad consensus for the development of initiatives in each of
these areas. However the sector also expressed the need for the Council to consult more widely
with it on their development.

Key activitiesin this area are:

I Special Iniiatives

To develop initiatives to address specific strategic gaps within the
arts sector in NI

Increase financial support to under represented strategic areas

Actions Key Targets Timing
Year 1  Year 2 Year 3 Year 4
2002/03 2003/04 2004/05 2005/06

E =

2.9 Develop Special Initiativesin

conjunction with the sector
! Develop and launch new scheme

to implement pilot creative
initiativesin each ELB

Develop and introduce a L ocal
Government Challenge scheme

Introduce a scheme to support
community arts and the internet

oo @

Launch new crafts, applied arts
and design support initiative

policy, strategy and support
initiative for the sector

Establish aNorthern Ireland on- ‘
line box office network

Establish a dance development ‘

Develop and launch support ‘
initiative for architecture

Lottery Distribution Strategy
Page : 31




5.5 General

Throughout the consultation process there was widespread recognition of the constraints within
which the Lottery Department operates, specifically the impact of declining income and the need to
meet Government Directions.

The genera view is that the Lottery Department has done an excellent job in light of these
constraints but that there is a need for increased advocacy by both the Arts Council and the sector
at large to try and address these issues.

Key actionsidentified in this area are:

Relaxation of Gover nment Dir ections

Increased L ottery fundsfor the arts

Actions Key Targets Timing
Year 1 Year 2 Year 3 Year 4
2002/03 2003/04 2004/05  2005/06

E 3

3.1 Advocate to Government the
need for changesin funding
allocation and Gover nment
Directionsfor Lottery funding - In conjunction with the sector, ‘
for the Arts seek areview of Government
Directionsfor Lottery fundsin
NI

In conjunction with the sector,

advocate to Government the

need for parity of allocation ‘
for theartsin NI with that of

other NI Lottery distributors

who have been recognised as

working within areas of social

and economic deprivation
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5.6 Delivery of ACNI Strategic Objectives

As outlined in Section 2, the Lottery Distribution Strategy has been developed in line with the
overal objectives of the Arts Council as a whole. The following table outlines the relationship
between the grant programmes identified above and these objectives, and indicates the Lottery
programmes that best meet the ACNI Strategic objectives

Special

Initiatives

Programme/
Objective

x o B
= (&)
s | &s
g | 29
<
< (m)

Film Finance
Awardsfor All
Advancement

Increase opportunities v
for the Artist
Strengthen the Arts v v v v
Infrastructure

Community Arts

Voluntary Arts

Access for Disabled v
People
Children & Young v
People
I ncrease Audiences v v
for the Arts

ANERNENEN
ANERNENEN
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5.7 Delivery of Government Objectives

All programmes (other than Special Initiatives) are required to address all Government Directions.

The table below indicates the programmes that best meet particular Government Directions.

Special

Initiatives

Programme/
Direction

~ o B
= O
s | &s
3 3T
<
< o

Film Finance
Awardsfor All
Advancement

The need to distribute
monies to projects v v v v v v v
which promote the
public good
The need to distribute
funding:
: In line with the
needs of the sector v v v v v v v
Across NI
So as to reduce
economic and socia
deprivation
The need to promote
access to the arts from v
al sections of society
The need to promote
knowledge and
appreciation of the arts v v v v
by children and young
people
Need to further
objectives of
sustainable v v
development
To develop Film v

To develop Crafts v

The need to support
the long term financia v v
and managerial
viability of
organisations
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6 Level of Funding

6.1 Introduction

This section provides an outline of the total Lottery funding available for artsin NI over the 2002-
2006 period along with an outline of how these funds will be spread across the proposed
programmes outlined in Section 5.

6.2 Forecast Lottery Funding

The most recent estimate of the Lottery funds available for distribution by ACNI over the 2002-
2006 period was provided by DCMS in June 2001. In line with guidance received from DCMS on
the preparation of this Lottery Distribution Strategy the medium range forecasts have been used,
resulting in an estimated total income of £28,980,000 over the four-year period of the strategy.
Thisis broken down as follows:

2002/03 - £7,610,000
2003/04 — £7,330,000
2004/05 — £7,140,000
2005/06 — £6,900,000

These forecasts will also be supplemented by any unallocated funds available at 1 April 2002.

6.3 2002-2006 Budget Allocations

A draft budget allocation based on forecast income figures for the 2002-2006 strategy was
circulated as part of the consultation process.

A number of concerns were raised about the funding allocation against specific programmes being
lower than required but no consensus could be reached on which programmes the required funds
could be reallocated from. In light of thisthe general view was that the allocations against
programmes should remain with annual reviews of these budgets being undertaken to ensure
monies are being directed to NTSN and areas of greatest demand.
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Key actions to be completed with regard to budgets and finance are as follows:

I T
_ - Allocations of fundsto NTSN /areas of greatest demand

Timing

Actions

4.1 Review budget allocationson
an ongoing basis

Key Targets

Review budget allocations annually

Adopt aflexible approach to budget
allocations to ensure funds are
directed to areas of greatest strategic
need

Year 1 Year 2
2002/03 2003/04

Year 3
2004/05

Year 4
2005/06

¢
¢

¢
¢

¢
¢

¢
¢
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Lottery Fund Draft Budget for 2002-2006

Budget Budget Budget Budget
Note 2002/2003 2003/2004 2004/2005 2005/2006

Estimated Income

Lottery Proceeds (based on DCMS medium income forecast June 2001) 7,610,000 7,330,000 7,140,000 6,900,000
Forecast underspend under Special Initiatives and Advancement c/f 1 4,750,000
Total 2 12,360,000 7,330,000 7,140,000 6,900,000

Estimated Expenditure

Capital:-

New Build/major refurbishment 1,000,000 1,000,000 0 0

Minor build/Equipment/Feas/Design Comp 877,306 1,046,458 1,000,000 1,000,000

Musical Instruments for Bands 500,000 500,000 500,000 500,000
New Work 856,440 736,648 800,000 800,000
Audience Development 856,440 736,649 800,000 800,000
Access 900,000 800,000 800,000 800,000
Film 3 1,085,984 952,900 928,200 897,000
Awards for All 750,000 750,000 750,000 750,000
Business Support scheme 4 1,500,000 0 0 0
Special Initiatives - on-line box office network 4 750,000 0 0 0
Special Initiatives - District Councils 4 1,000,000 0 0 0
Special Initiatives - Education & Library Boards 4 500,000 0 0 0
Special Initiatives - Community Arts & the Internet 4 120,000 0 0 0
Special Initiatives - Craft 4 500,000 0 0 0
Special Initiatives - Architecture 4 190,000 0 0 0
Special Initiatives - Dance 4 190,000 0 0 0
Provision for Special Initiatives 0 0 730,235 496,488
Administration 5 783,830 807,345 831,565 856,512
TOTAL 6 12,360,000 7,330,000 7,140,000 6,900,000
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Notes:

(2) Provision made for schemes in 2001/2002 carried forward - see note 2

(2) The budget for 2002/2003 will be augmented by the underspend at 31 March 2002 .
This underspend will be alocated across al programmes.

(3) Film allocation based on 13% of projected income. 2002/2003 budget includes the unall ocated
budget and receipts to date.

(4) The budgets allocated to Specia Initiatives and a Business Support scheme
will be awarded during 2002/2003 and grants paid out over the following years as necessary
(5) Based on 2001/2002 budget + annual 3% inflationary figure
(6) Funds unallocated at the end of each financial year will be carried forward and budgets
reviewed on an annual basis
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6.4 NATIONAL LOTTERY DISTRIBUTION FUND BALANCES

There is concern in some quarters over the amount of funds held in the National Lottery
Disgtribution Fund (NLDF) and all Lottery Distributors have been asked to examine ways of
reducing their individual balances within the Fund.

At 1 April 2002 the Arts Council will have reserves of approximately £32M in the NLDF. These
reserves exist for anumber of reasons.

A large number of ACNI Lottery Awards have been made to capital projects. There are lengthy
planning and construction phases to such projects and funds can only be paid out as the project
progresses on site. A large proportion of these reserves (approx £14M) are committed to these
projects but are as yet not drawn down for payment.

In addition the Arts Council has a small budget in comparison to many other Lottery distributors.

This creates a threshold problem and means that ACNI must “save”’ income over a number of years
if it is ever to have sufficient funds to make large capital awards.

Since April 2000 the Arts Council has offered an increasing number of Lottery programmes which
give applicants the opportunity to apply for 3-year funding. These awards can only be paid out
over the life of the 3-year project.

Another option available to the Arts Council to reduce NLDF balancesisto over commit. Thisisa
method by which the Arts Council could make awards to applicants in excess of its actua income.
This is obviously a high-risk strategy and could only be undertaken if DCAL and/or DCMS were
to underwrite any over commitments that could not be met in the event of reduced income levels or
loss of status as a Lottery distributor.

The Arts Council will continue to monitor its NLDF balance and take appropriate measures to keep
it to an absolute minimum.
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7 Performance Indicators and Efficiency Targets

7.1 Performance Indicators and Targets

In accordance with the Financia Directions and in agreement with Government and other Lottery
Didtributors, the Arts Council has identified the following performance indicators and measures:

Performance Area Perfor mance I ndicator /M easur es
Administration - Level of pre- and post- processing administration
time

Number of applications processed

Average cost of processing each application
Average time taken to process each application
Rate of conversion from application to award

New TSN Requirements - Percentage of projects which promote under-
represented art-forms and geographical areas

Locations of project delivery

Children and Young People | - Percentage of projects which promote the
involvement of children and young people

Numbers of children and young people benefiting

Socia Inclusion - Percentage of projects which impact on socia and
economic deprivation reduction

Grant Programmes - Number of awards made by programme, art form
and geographic break-down

Vaue of awards made by programme, art form and
geographic breakdown

Value of awards paid

Number of applications received by programme,
art-form and geographic breakdown

Value of applications received by programme, art
form and geographic breakdown

Under Represented Areas - Percentage of projects which promote film, craft,
architecture and dance
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Baseline data for all the above was collected as part of the 1999-2002 strategy and al of the
proposed indicators will be given a target against this. All targets will be reviewed and set for the
incoming year, every March.

The Council has recently introduced a voluntary monitoring form for al applicants to collect
information relating to groups covered under Section 75 of the Northern Ireland Act 1998.
Basdline data established as a result of this exercise will assist the Council in formulating
performance indicators and equality of outcome.
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8 Performance Review Mechanisms

The implementation of the Lottery Distribution Strategic Plan is the Lottery Department’ s key task
for the 2002 — 2006 period.

This plan underpins the ACNI Strategic Plan, highlighting the increased integration between
Lottery and voted funds for the arts sector in Northern Ireland.

The Arts Council recognises that it cannot act alone and only through working in effective
partnerships will it be successful in the delivery of its objectives. It will have to work with a wide
range of other organisations including government departments, agencies, NDPBs, voluntary and
community groups and the private sector. In particular, the Arts Council regards the District
Councils as key strategic partnersin the delivery of a comprehensive cultural infrastructure.

In order to achieve what is committed within this plan the Arts Council will utilise baseline data to
develop its key performance targets against which success can be measured.

To monitor progress against the plan, the Arts Council will enhance its management information

systems by developing its knowledge databases, financial systems and consultation processes so
that information is readily available to assess progress.

It is vital that progress against the Lottery Distribution Strategy is reviewed rigorously and
regularly. The plan will be reviewed on a quarterly basis by the Council’s Strategy sub-committee
resulting in the reporting of progress against key targets in the Arts Council’s Annual Report.
Given the rate of change within the arts and culture sector it may be necessary to revise the plan,
fine tuning and tailoring actions to ensure they continue to be relevant and appropriate.

In light of thisthe Arts Council will continue with its regular consultation with the arts sector,
other agencies, successful and unsuccessful applicants, to establish the success or otherwise of this
Lottery Distribution Strategy. This consultation will take the form of focus groups and
guestionnaires, the outcome of which will be fed back into the process.

It is intended that consultation on future Lottery Distribution Strategies will be incorporated into
the overall Arts Council strategic planning process, building in sufficient time to conduct full
sector consultation.
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