Cultivate Case Study: Ek Rishta
Summary

What: 
Ek Rishta


Cultural Diversity and Theatre Project 

When:
2005/2007
Where:
East Midlands: Blackfriars Arts Centre, Boston; Castle Theatre, Wellingborough; Derby Dance Centre; Lakeside Arts Centre, Nottingham; Phoenix Arts, Leicester; Loughborough Town Hall; South Holland Centre, Spalding; Terry O’Toole Theatre/Arts NK, North Kesteven (Lincs).
Approach :
Aim to advance culturally diverse theatre programmes and audiences in small and mid-scale venues in the East Midlands. It was led by Momentum Arts and formed part of Arts Council England East Midlands’ Theatre and Cultural Diversity Plan.
Key features:
Venue Projects

Networking Meetings


Training Days


One-to-one Consultations


‘Go See’ Visits

Research

Links with Projects and Networks
Impact:
Desire for venues to work together through network
New contacts, relationships developed, commissions with BME artists in East Midlands

More highly skilled venue staff in area of cultural diversity

Cultural Diversity higher on venue agendas
Lessons:
Need for awareness of differing nature of East Midlands’ populations (urban and rural)

Networking/group meetings especially popular


Gaps in touring provision identified: especially BME children’s theatre


Commitment to cultural diversity at top level of venues essential


Proved necessity for arts organisations to embed cultural diversity in missions

More staff training and development still required

Raise the profile of the East Midlands as a destination for BME touring work

Funding:
£60,000 over three years from Arts Council England East Midlands
Contact: 
Jonathan Goodacre (jonathan@gusto.uk.com)

Ek Rishta
“The project has raised extra issues and shown us how far we have to go”
“This small project helped us to take a risk and backing this up with partnership working was a great step forward for us”
“It has helped us think differently about how to engage in audience development projects. The project legacy was in our minds from the start. This project helped unskilled people to think strategically about the issues”
‘Ek Rishta’ means ‘a relationship’ in Hindi, the name being chosen to symbolise the importance of relationships between venues, artists, audiences and local communities. It aimed to tackle the under-representation of Black and Minority Ethnic (BME) artists and companies within artistic programmes and of under-representation of BME populations within venue audiences. The challenging of assumptions, attitudes and values so that long-term change could be achieved was a central feature.
The project, which was led by Momentum Arts, took place during 2005 and 2006, with the participation of eight venues: Blackfriars Arts Centre, Boston; Castle Theatre, Wellingborough; Derby Dance Centre; Lakeside Arts Centre, Nottingham; Phoenix Arts, Leicester; Loughborough Town Hall; South Holland Centre, Spalding; Terry O’Toole Theatre/Arts NK, North Kesteven.

‘Theatre’ was widely defined within the project, including all aspects of dramatic performing arts activity.
Approach
· Working with venues so that the project met specific and group needs

· Building the capacity of organisations to deliver in this area by enabling skills and knowledge development through training and other mechanisms

· Providing venues with the opportunity to develop a specific area through producing their own individual project

· Providing advice, support and reflection on ideas and practices 
· Being challenging but not proscriptive

· Developing a group or network that could continue once the project was over
· Making connections with regional and national networks and initiatives

· Evaluating the project thoroughly, providing suggestions and ideas for further development

· Having its results disseminated to a wider audience on completion
Project Elements
Venue Projects:

Each venue received £3250 to develop a project which advanced their centre’s work in cultural diversity. The nature of the project was the responsibility of the venues and could have an artistic, marketing, education or organisational development focus
Network Meetings:

Representatives of each centre, usually the Director, attended regular meetings of the group. These were opportunities to debate issues, share news, hear from guest speakers and talk about venue projects.
Research:

Audiences London provided data on venues’ local populations, using box office data to analyse venue success in reaching BME communities and provide venue marketers with the tools for future audience development activity
Training Days:

Venue staff took part in training days: Diversity Equality, Islam and the Arts and Data Analysis in Audience Development
Go-see Visits:

There were opportunities to visit festivals, events and conferences in order to build knowledge. Of particular note was a visit to Decibel X-trax during May/June 2005.
Consultations:

One-to-ones took place to provide general support and advice on specific issues such as the development of Ambassador Schemes.
Venue Projects
Blackfriars Arts Centre, Boston
Audience development for Anglo-Portuguese, Polish and Russian communities: invited to events with food and socialising opportunities and film evenings in first language. Followed up by theatre programme.
South Holland Centre, Spalding
Brought in choreographer to work with Youth Dance Group to create work around themes of cultural diversity in Lincolnshire.
Terry O’Toole Theatre/Arts NK, North Kesteven, Lincoln
Worked with Yellow Earth Theatre Company: residency in local school – ‘China Week’ + visit of school students to performance at Lakeside, Nottingham.
The Castle, Wellingborough
Artistic Director worked with young people on devised poetry/theatre piece which encouraged people to explore areas of commonality between communities. This was then performed before a production by Mahhwarf Theatre Company.
Phoenix Arts, Leicester
Residency by Louise Katarega (dancer) which was an opportunity for her to develop work in venue followed by performance. Plus ‘Test Drive’ of season of work providing discounted ticketing scheme for specific communities.
Loughborough Town Hall
Introduced new dance programme, focusing on more culturally diverse work and underpinned by new audience development. This included use of resident research, and the development of new partnerships with relevant local organisations.
Lakeside Arts Centre, Nottingham
Commission and residency with Maziah Omar of work with South East Asian Dancers to enable research into Malaysian dance and music prior to performance. Plus, project with young children and carers around traditional Malaysian stories.
Derby Dance Centre
Commission and development of work by dancers in residence: Irven Lewis and Shane Shambu and support of staff (particularly technical) around this production.
Evaluation
The independent evaluator (Miranda Jacobs) made a comprehensive report and analysis of the project. These are some of the key points:
Project Model: ‘Learning through Doing’

Future projects should utilise this project model, with an expert coordinating the network and providing support, knowledge and training where appropriate, but with final decisions about the direction of the project and activities at the venues resting with the venue partners. Project designers should ensure that seeing product is high on the agenda. They should also create projects which allow flexibility within a strong structure and ensure that sufficient budget is set aside for coordination as this is key to the success of the project.

Enough time for a reflective process

Future projects need to build in enough time for a cycle of work which includes reflection, and the opportunity to build on the relationships made. This will aid understanding (for venue staff, communities and artists) and help facilitate change.

Enough time needs to be built into the project to build relationships, whether they are with artists or communities. Effective relationships are built on trust, understanding and the sharing of common ground. Achieving this takes time and commitment in terms of both time and money.

The value of the Network

A network of venues in a region can encourage sharing of skills and knowledge, especially in terms of audience development and programming. It can also encourage a pooling of resources for a specific purpose such as commissioning a piece of work and can help the region promote itself effectively as being actively committed to cultural diversity.

Arts Council Role

Discussion between the Arts Council and the project participants need to occur at periodic intervals during the project. In this way, the project can inform Arts Council practice and an exit and forward strategy can be implemented more speedily, encouraging continued momentum for the work.

Budget

Future projects could develop a more flexible budget for the venue programmes. Perhaps there could be a basic budget for each venue plus further funds to be bid for by participating venues if required.

Involvement of all staff

Learn from the success of this project about involving all venue staff in the project in order to increase understanding and commitment to cultural diversity.

Focus on learning for venues

Future projects should work with participating venues to identify the level of support required in the following areas:

· Programming – specifically learning about the range of culturally diverse work available and having an opportunity to see the work

· Education 

· Marketing and Audience Development – specifically to encourage those with positive marketing and audience development experience to speak to the network and provide mentoring support and to offer opportunities for venue staff to be supported in putting together a realistic long term marketing and audience development strategy 

· Cultural Diversity – in particular guidance on the political aspects 

· Research – into catchments and current audiences

· Evaluation and informing forward planning.

Ways in which venues might work together in the future
If partners are to work together on developing this work further, some points which should be considered include:
THE NETWORK 

· Ensure that the network has an administrative structure which will enable it to continue and grow

· Work together towards common goals

· Share skills

· Share models of working

· Share knowledge about culturally diverse work and how to programme and promote it

· Share programming knowledge

· Share opportunities for artist development

· Share education knowledge

· Ensure that marketing staff as well as directors/programmers are involved when relevant

· Ensure time away from the day to day issues in order to really concentrate on this area of work

· Encourage debate, sharing and learning about issues and opportunities 

· Bring in experts for advice sessions; specifically required at an early stage are experts in marketing to diverse audiences and in diverse work for children

· Ensure a key contact and opportunities for ongoing discussions with Arts Council England, East Midlands and the new audience development agency for the region.

WIDER NETWORKING AND ADVOCACY

· Build the relationship between Arts Council England, East Midlands and the members of the network in order to aid discussions about planning for culturally diverse work and audiences in the long term 

· Work with the West Midlands region on initiatives such as Audiences Central’s Maximise programme which aims to instil confidence in venues. 

· Work with the Navigating Difference programme 

· Research other programmes and organisations to ensure involvement in the wider debate and forward planning

· Decide how and where Ek Rishta project outcomes are to be disseminated
DIVERSITY

· Encourage dialogue with Arts Council England, East Midlands to discuss Cultural Diversity, Race Equality and priorities for the region, and how the network can start to address these priorities

· Share the latest thinking on Cultural Diversity and the arts

· Find ways of keeping Cultural Diversity on the agenda of all staff
PROGRAMMING AND ARTIST DEVELOPMENT

· Explore co-promotion, co-commissioning and touring of work

· Explore development of venue-artist relationships and look at moving towards commissioning of work. There are real possibilities for the venues to work together on joint commissioning of artists from both East Midlands and outside
· Share programming information in order to get to know the work better, and find opportunities for network members to see the work and feedback to the network

· Work together to encourage artists to think about their audiences

· Explore ways of providing support for local and regional artists

· Find ways of raising the profile of the East Midlands as a tour destination for artists and encourage a national awareness of the venues and the region

· Explore ways of creating infrastructures for artists which will encourage them to locate themselves in the region (i.e. create a critical mass of activity)

· Explore ways of providing a coordinated approach for touring work; booking work as a group or commissioning together

· Explore further the group’s interest in work for children, young people and families

· Explore further the group’s interest in dance 

· Share opportunities for artist development

· Nurture work regionally which can then tour nationally

MARKETING AND AUDIENCE DEVELOPMENT

· Develop better audience development practice with regard to cultural diversity. For example, development of ambassadors schemes etc. 

· Work in partnership with the Maximise Programme and other relevant cultural diversity programmes and organisations 

· Work in partnership with the new audience development agency for the region

· Explore the potential for sharing audience development programmes

· Explore the potential for sharing marketing opportunities – although publicity work might be difficult given the geography of the member venues, training and research are areas ripe for shared development. Potentially, festival opportunities might give the opportunity for shared publicising of events and activities

· In the light of the findings of the Ek Rishta research, develop a forward plan for continued research, monitoring and evaluation in order to measure effectiveness over the longer term.

STAFF DEVELOPMENT

· Look at mentoring opportunities for the venues to develop long term marketing and audience development strategies which promote diversity and encourage input from and dialogue with culturally diverse communities

· Find effective ways of sharing good practice

· Find effective ways of sharing the research findings.

PROJECT WORK IN VENUES

· Each venue to look at the evaluation of individual projects and use them to inform future planning for sustainability

· Discuss the possibility of dividing into smaller localised groups for some projects

· Discuss potential shared project work.

Legacy
Six months after Ek Rishta finished, a follow-up impact assessment was made. Key findings included:
In retrospect how useful was the project?

· Most felt that it was valid – particularly:

· the high quality training 

· the opportunity to experiment

· the opportunity and space to think about this area of work

· building of confidence for programmers

· Some felt that it wasn’t large scale enough to really make a difference

· Given time (and budget) restrictions, many felt the opportunity to develop relationships with artists was more fruitful than developing relationships with audiences

· Lack of audience development was disappointing but not surprising given both the timescale and the early stage of development of most of the venues in this area

· Time restrictions meant that there was no opportunity to really bed the work in – no sustainability opportunity

Did the project change organisational understanding of Cultural Diversity (CD)?

· All felt that CD was already on their agenda

· It has helped some venues think about the balance of work in the programme

· It has helped highlight the issues for some

· Individuals have learned – but this needs refreshing as individuals move on

· For some organisations the project raised discussion of how to describe CD product to a timid audience

· For some organisations the project demonstrated how a venue can develop work with an artist

· For many, the debate in the network meetings filtered through to other members of staff
Have changes in understanding manifested themselves in practice?

· For most it has certainly helped staff understanding and commitment to the CD agenda – and for many, thinking and planning around issues of access

· For some, CD has been written more effectively into their development plans

· All agreed that CD is now high on the agenda in theory; however this has not always manifested itself in practice

What were the most useful aspects of Ek Rishta?

· Sharing ideas and knowledge – peer learning - informal sharing continues between some venues. Inevitably the least experienced venues gained the most here

· Meeting the other ER venues, especially for the less experienced

· Developing contacts

· Developing staff

· Some initial introductions to specific local communities

· For some, the opportunity to see work at Decibel
· The training - specialist speakers at network meetings, race equality, Islam and the arts and research data and ethnicity 

· The supported environment in which to learn

· For some, it demonstrated how hard it is to get audiences for CD work and helped them reflect
Are there aspects of Ek Rishta that didn’t work?
· Most felt that the project was well designed

· Concerns:

· The timescale – no time to develop relationships with audiences

· The time input – despite the popularity of network meetings, the issue of travel to meetings put many off

· Research too late to influence projects

· One venue mentioned the lack of collaboration on projects

· Uncertainty over next stages

Are venues working more closely with each other?

· Many are

· A number are connected to Lakeside through an interest in their work for children and Whispering Dragons 

· Many see each other through other networks/meetings. Getting to know each other through ER has resulted in informal sharing/advice – particularly from those venues who are most interested in partnership working

What has collaborative working meant to your venue?

“It’s the life blood for our organisation”
“Cultural Diversity is about diversity of opinions, approaches and methodologies – it’s implicit in the work”

Have venues altered the mix/proportion of CD work?

· Most felt that they already had a good balance of main stage work. Some measure this and others do not

· Some felt that they had (and will) increase the amount of outreach and workshop activity

· All agreed that quality comes first and the lack of quality CD children’s work was cited as a particular issue

· Most now feel confident to programme CD work – the issue for most now is about attracting audiences

Has staff awareness/ understanding changed?
· Most felt that staff awareness and commitment had improved

· Some felt that regular training was required, particularly as staff turnover tends to be high

· One venue felt that some front of house staff had a negative impression of CD work because of the low numbers attending

· One venue expressed regret that cross venue CD training – although discussed – did not happen

Have venues measured changes in BME audiences?

· Most venues have not

· Some venues cited anecdotal evidence which suggests increases

· Some venues found the mapping reports very useful. However, a number of venue directors had not seen the research

Has there been an impact on budgets?

· Most programme main stage CD work from central programming budgets

· Associated work with artists and in the community is expensive and venues feel this is only possible with additional support

Recommendations
· Continue sharing through the network  

· Access the latest thinking on CD and the arts

· Find ways of keeping CD on the agenda for all staff and venues

· Explore opportunities for supporting artists

· Develop better marketing and audience development practice

· Develop forward plan for research and evaluation

· Explore fundraising for projects

· Explore mentoring for marketing staff

Working with Artists - recommendations
· Increased opportunities for development of quality local artists and infrastructure to support this – possibly utilising venue partnerships

· Development of these artists’ relationships with audiences and communities – a three way relationship

· Continued programming of quality CD work

· Increased opportunities for showcasing of artists and for venues to attend these showcases – not only ‘pigeonholed’ at decibel

Working with each other - recommendations
· Increased scope/opportunities to do more joined up programming – with a likely special interest in dance and/or children’s work
· Increased opportunities to share training – and for joint training for frontline staff in all member venues

· Increased opportunities to share discussions about development of practice

· Further opportunities for venues to develop and share case studies demonstrating best practice and learning opportunities

Working with Communities - recommendations
· Investment in a long term (at least 3 year) programme of outreach. Perhaps a shared Ambassador programme?

The Ek Rishta Network – Support it or lose it?

· Most felt that there was a value in the network, particularly in terms of peer learning, but concerns that venues were at varied stages of development

· There was a strong feeling that ACE and Cultivate could play a role in helping nurture potentially fruitful relationships

· All felt that if the network continued, it would only work if there was a relevant project involved

· A number wondered if Cultural Diversity could sit well as a sub group of an existing group (such as Cultivate’s Venues Forum)

· Many felt that there was a need to discuss with ACE the big picture in terms of initiatives such as Maximise, the Three Cities network and Cultivate’s Venues Forum in order to agree where the Ek Rishta network fits within this
Ends
Act 





Research and Plan 





Review and Analyse


(What happened and what we might do differently


i.e. critical reflection)








