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The Oxfordshire Music Service

The Oxfordshire Music Service is regarded as one of the leading music services in the country.  Rated “very good” in the Ofsted report.  Chosen as one of the pilots for the Wider Opportunities programme. Diploma of merit by the National Music Council Awards on 3 occasions (1997/8, 1999/2000, 2000/1) and an “honourable mention” on 2 occasions (2002/3, 2003/4).

The Music Service produces top quality results across the spectrum of involvement of school children.  At the top end, there are orchestras, big bands, etc, regularly chosen as amongst the best in the country, to appear at the Royal Festival Hall, often receiving “highly commended” and “outstanding” awards.  At the same time, there is ample opportunity provided to all children.  This includes not just the Saturday music schools and provision of high quality, affordable instrument tuition in schools, (approximately 7,000 children involved each year, out of a total school population of 88,530) but also initiatives such as the Foundation Course (approximately 1000 children involved each year).  The Foundation Course is a new programme, which Oxfordshire is piloting, bringing a 15-week musicianship course directly into primary classrooms, working alongside class teachers, potentially bringing music tuition and awareness to all school children at least once.  Further information on the support schools receive from the Music Service is shown in Annex 1.

Leadership and inspiration is of the highest quality.  The Director of Music (Dick Hallam) has been seconded as adviser to the DfES (2 days per week, reimbursed to Oxfordshire) from April 2003, awarded an MBE in October 2003, made an Honorary Fellow of Oxford Brookes University in September 2004, and Honorary TCL (Trinity College of Music) in October 2004.  He is ably supported by an excellent team.

During the early 1990s, funding was very tight, and many local authorities either ceased to provide music tuition at all, or outsourced it to schools, or outsourced it to a trust.  This led to significant reductions in lessons, when they became unsubsidised: prices rose by 33% when the money was devolved to schools; pupil numbers declined by a similar percentage.

Oxfordshire considered this option, but rejected it.  This is considered to be one of the most significant factors in enabling Oxfordshire to have retained not only the Music Service, but the high quality of the Music Service. 
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The Purpose of this Review

This review was not set up impartially.  (The scoping document is attached at Annex 2 and a list of witnesses is attached at Annex 3.)  The objective was not to work out whether the Music Service was worth keeping.  The objective was to work out how to keep the Music Service within the current budget setting arrangement.

The reason for this is not just the quality of the Music Service.  It is also the impact which music tuition can have on communication skills, performance and achievement in other subjects, and on engagement with the educational process generally.  Music tuition is an important part of general education, supported nationally by government moves to widen programmes such as the Foundation Course which Oxfordshire has been piloting.  

The financial background is that the Music Service, after several years of running a surplus, has recently been running a significant deficit (totalling £216,000 at the end of 2003/4, perhaps slightly more at the end of 2004/5).  In a climate of efficiency savings, it is not reasonable for Oxfordshire to continue without question to subsidise the Music Service to the tune of approximately £500,000 (the Oxfordshire contribution to Music Service revenue), the balance of approximately £1,500,000 being raised by income from classes given and government grant.

Oxfordshire has an excellent service.  It is greatly appreciated by schools, parents, and children.  The impact of music tuition – and in Oxfordshire’s case, high quality music tuition – resonates throughout the rest of the education service.  It is absolutely right that the objective of this review is to work out how to resolve issues around the operation of the Music Service, to ensure that it can get on doing what it does best.  

In the light of that objective, and in the light of the recent financial background, this review aims to identify where problems have lain, and to make recommendations for the future. 

Even with improved financial control and new sources of income generation, the House Committee (or the County Council) may sooner or later have to make choices about priorities in terms of targeting services, differential charging or a range of activities in order to arrive at a balanced budget which includes generation of an annual surplus of £21,000.  This is a question that has to be faced.  

Bedfordshire County Council undertook a scrutiny review of its Music Service in 2000 and some of the issues raised in that review are shown in Annex 4.
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Comparison of the Costs of the Service with other LEAs, in particular the "Family" of Comparative Local Authorities
Oxfordshire has one of the highest spends per pupil on Music Service provision in the country and is the highest spender of our Audit Commission statistical neighbours by some distance. The gross expenditure and income and net expenditure for Oxfordshire and our ten statistical neighbours is set out below.

Music Service – All Income and Expenditure

LEA
Gross Expenditure
Gross Income
Net Expenditure
Pupil Numbers
Net per Pupil


£000
£000
£000

£

Cambridgeshire
479
404
75



Devon
3,023
2,811
212
101,427
2.09

Dorset
396
271
125
58,636
2.15

Gloucestershire
2,397
2,340
57
91,217
0.62

Hampshire
1,763
1,085
678
184,770
3.67

North Yorkshire






Oxfordshire
2,439
1,868
571
88,530
6.45

Somerset
780
727
53
75,139
0.71

Suffolk
722
473
249
104,938
2.37

West Berkshire
207
207
0
25,343
0.00

Wiltshire
283
278
5
68,820
0.07

Music Service - Gross Expenditure/ Income excluding Standards Fund Funding

LEA
Gross Expenditure
Gross Income
Net Expenditure
Pupil Numbers
Net per Pupil


£000
£000
£000

£

Cambridgeshire
75
0
75



Devon
2,377
2,165
212
101,427
2.09

Dorset
151
26
125
58,636
2.15

Gloucestershire
1,930
1,873
57
91,217
0.62

Hampshire
678
0
678
184,770
3.67

North Yorkshire






Oxfordshire
2,025
1,454
571
88,530
6.45

Somerset
53
0
53
75,139
0.71

Suffolk
249
0
249
104,938
2.37

West Berkshire
0
0
0
25,343
0.00

Wiltshire
5
0
5
68,820
0.07

Note:  in the above tables no data available for North Yorkshire and no pupil data available for Cambridgeshire.

It appears from the figures that the statistical neighbours’ Music Services are not necessarily configured in the same way as Oxfordshire. This is an item of spend which can be delegated to schools and some authorities may have taken the opportunity to do this.  Other authorities might have possibly ‘outsourced’ the operation and put it in the hands of a third party. 

On the face of it, Devon and Gloucestershire organise themselves in a similar manner to Oxfordshire. They do, however, have greater income which keeps their net expenditure and spend per pupil down.  Some further detailed comparative work has been undertaken. The figures alone give a misleading picture. Devon had financial overspends running in to several hundreds of thousands of pounds and income targets had not been achieved. Charges for tuition were lower than those in Oxfordshire.  Increased charges led to fewer students learning and reduced income. As a result, a major restructuring of its Service took place and most of the staff were made redundant.  Gloucestershire originally devolved all of its funding for tuition to schools and the service was bought back on an hourly rate (at a rate lower than the Oxfordshire Service charges its schools, but with no controls over remissions policies, charges, or length of lessons).  Much of Gloucestershire's income (over £300,000 per annum) comes from owning a very large stock of instruments which are then hired out.  Gloucestershire also employs a very small proportion of its teachers on contract. Most of them are hourly paid.  

In addition to the above income and expenditure, authorities have specific grant funded spend on their music services. Again, figures for our neighbours are set out below. There is some variation in the amount of grant which authorities receive and whilst there are conditions attached to the grant allocations there is always the possibility that some authorities are able to use this grant for similar purposes to those which Oxfordshire puts the non-grant spend above.

Music Service - Standards Fund Funded 

LEA
Grant
Pupil Numbers
Grant per Pupil


£000

£

Cambridgeshire
404



Devon
646
101,427
6.37

Dorset
245
58,636
4.17

Gloucestershire
467
91,217
5.12

Hampshire
1,085
184,770
5.87

North Yorkshire




Oxfordshire
414
88,530
4.68

Somerset
727
75,139
9.68

Suffolk
473
104,938
4.50

West Berkshire
207
25,343
8.17

Wiltshire
278
68,820
4.04

The Director of the Music Service comments that Oxfordshire provides this quality more cost effectively than other authorities which are similarly structured.  There is no reason to suppose that this quality could be more economically delivered in any other structure.  He adds that “We could do things differently and we could do things more cheaply. What we would get would be very different. Over time, access for the people of Oxfordshire would be reduced; quality would be lost; viability of ensembles would go. The best staff would leave as other services move to regain what we have managed to hold on to, especially now, with the new national funding coming on stream.”
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Budgets for the Service
Historic Information

Historically the Music Service has concentrated on providing individual and orchestral tuition in a small number of ensembles. Although these are still its core activities from a look at the development plan for 2004/05 it will be evident that the Service is now a more complex organisation engaged in many more activities. The commitment to reach out and engage many more young people in Oxfordshire is laudable but the Group recognises that there are extra costs involved and in many cases these activities are funded centrally.

Prior to 1999 the Service had generated a budget surplus, which had not been retained by the Service but had been returned to the overall education budget. Therefore they were unable to carry that surplus forward.

Spend against Budget – 1999/2000 to 2004/05

Year
Base Budget
b/f
Annual Budget 
Actual Spend
Variance
Variance %

1999/00
388,000
-26,000
362,000
324,000
38,000
9.8

2000/01
304,000
0
304,000
214,103
89,897
29.6

2001/02
377,400
-2,700
374,700
451,600
-76,900
-20.4

2002/03
415,900
-14,000
401,900
527,596
-125,696
-30.2

2003/04
490,400
-122,500
367,900
583,971
-216,071
-44.1

2004/05
501,900
-198,400
303,500
554,571
-233,400
-46.5

Note: this will not tie back to the figures in earlier tables; no central overheads are included.

This is the latest available information.  However, it is not currently clear whether the information is correct.  This may apply to past surpluses as well as to recent deficits.   It may even be that the total budget deficit is not accurate.

In 2000/01 actual spending was apparently still slightly below the annual budget leading the Group to assume that the fees paid to tutors balanced the income from music lessons. From 2001 to 2004 the Service was carrying forward an increasing deficit. During 2004/05 the deficit had only increased marginally. 

What changes had occurred during this time in the Service from 2001 onwards?

Salaries

The Music Service moved to a position where teaching staff were employed on permanent contracts in late 2001 to spring 2002 with pay and conditions in line with other teachers. Previously when tutors had been on hourly rates they had been paid on the basis of the actual hours they had been teaching pupils. The implications of this are discussed later but it is evident that, with the Service attempting to reach more children in a large rural county, paid travelling time and travelling cost between centres would become a significant factor.

Budgetary Controls and Income

Fees were increased yearly in line with inflation and budgets were planned in October for the following financial year by assuming 60% of the income would be achieved and adjusting figures later in the budget year when actual levels of income were known. Forecasting the actual income accurately has been difficult during this period.

If the quality of the Service deteriorates then this will affect the income. The Service therefore concentrates on providing a quality service and budgetary control may have been given a lower priority.

During the period, the Council increased the choice of instruments for which lessons were offered. Pupil hours had remained fairly constant with an increase in early 2003/04, but a fall back in teaching hours occurred throughout that year. It was evident that in 2004 there was a deficit between fees collected and invoiced.

The Review Group was also made aware that there had been some difficulties with central budgetary support during this period whilst internal finance posts were vacant.

City Schools Reorganisation

The Music Service moved from Milham Ford School to Oxford Community School and then to its new base at Bayards Hill with the consequent disruption to the administration. This was in part due to the City Schools re-organisation. At Oxford School the School had covered the premises and caretaking costs; this has not been the case at Bayards Hill where negotiations with the school are still in progress.  
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Discussion of Writing Off or Recovering Past Debts

Because the deficit in the budget has been carried forward year on year, this has placed extra pressures on accounting within the Service. To recover the past debts, the Service will have to move from a position of break even (still expected for this financial year), to a position of surplus. It would seem that the factors discussed above have been responsible at least in part for the ongoing deficit and that a break-even situation should be achievable from now on. Very strict control would have to be exercised. The Group was unsure how a surplus could be generated in the present circumstances. 

There is a range of possible action for Oxfordshire to take with regard to future funding for the Music Service:



Increase
Increase
Leave
Reduce
Cut
Cut


significantly
slightly
as it is
slightly
significantly
entirely

There is a range of possible action for Oxfordshire to take with regard to writing off or recovering past debts for the Music Service:



Charge
Charge
Charge
Charge
Charge


Nothing
over 10 yrs
over 7 years
over 3 years
all in 1 year



£21k/yr
£30k/yr
£70k/yr
£210k

Advice from Matt Bowmer was that it would be legal for the existing debt to be written off.  This is different from other budgets such as schools, where this would not be legal.  Also worth observing that there is a recent precedent – debts for closing schools in the Oxford School Reorganisation were written off.

It is important to note here that operating surpluses during the 1990s were not rolled forwards, whereas operating deficits in the last few years have been.  It is possible to empathise with this as being inequitable.

Penalising the Music Service too heavily by imposing repayments of the debt too rapidly would be likely to prejudice future service levels.  However, the Group considers that writing off the debt would send the wrong message to the Music Service, and to other services.

The Group therefore proposes that the funding from Oxfordshire should remain at roughly the same level (Leave as it is option), and that the debt should be repaid over 10 years (£21k per year operating surplus required of the Service).  (These have been highlighted by shading in the above diagrams.)  Budgets should be set accordingly, and both managed closely within the Service and monitored closely from within the Directorate, to ensure that actual expenditure matches projected expenditure.  This is in addition to the improvements in attracting additional revenue identified below.

There is doubt in some quarters that the Music Service’s debt has been accurately calculated and that it is responsible for the level of debt shown in the Table in the Budgets for the Service Section.
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Budget Management Changes
Problems highlighted by the Service

The Service highlighted problems it had had monitoring its budget and the accuracy of financial information to date.  These include:  

· the period when the Service was based at the Milham Ford School site and it had had no on-line facilities and the Children’s Service Section had undertaken the processing of its invoices for it.

· there had been a discrepancy of £30,000 one month on the salaries’ budget.  An overspend of this size could have had serious budgetary implications if it had continued month-on-month.  

· £8,000 recharges for the Legal Section which the Service was not expecting and for which no provision had been made in the budget.

· a direct debit which had been attributed to the wrong account (were there others?). 

· the budget had not included information for increases in national insurance when it had been set. 

The Service is still awaiting clarification on some of these issues.

Problems on the collection of income were highlighted which could arise from the incompatibility of the computer it currently uses for invoicing but which cannot be used for processing direct debits.  This may cause problems for the Service in collecting income from December 2005 onwards.  

Accuracy of Financial Information

The Director of the Service emphasised the importance of accurate central financial support on the budget and of the timely provision of information when requested.  This included support on balancing budgets and with discrepancies and mis-codings.  However, the Music Service had experienced difficulties in obtaining adequate central assistance.  

Financial Systems

The Music Service’s budget is not currently part of the Council’s main financial system and there needs to be an interface between it and the Council’s main financial systems.  The County Council is now revitalising the Standard Accounting Package (SAP) system as its new financial management system.  SAP will also provide information on personnel services.  SAP will now interface with the EMS (the Music Service’s new financial system).  During the transition, invoices will be run on both systems to test the new system.  The new system will be tested in the summer and operational from the autumn.  

The Service had its own finance officer but the post-holder was on long-term sick leave.  A new finance officer (Stephen Quartermain) is now in post and he started on 4 January 2005.  There are still issues over enabling this new finance officer to get sufficient training on SAP.  The central accountant’s post was also vacant for a period of time and was filled in November 2004 (Stella Igweh).  On the Audit side within the Learning & Culture Directorate, Georgina Paton is now working on documenting financial procedures.  The Music Service’s leadership is strong on the quality of music but the Learning & Culture Directorate needs to ensure that appropriate financial back-up is in place.

Monitoring Arrangements

The Service found that monitoring/managing the staffing budget had improved now that music teachers were on contracts (previously they had been paid on an hourly-basis).  There were still differences month-on-month which needed to be monitored although this might be due to travelling expenses differing month-on-month.  

Changes in Place

The Group recognised that proper financial monitoring needed to be improved and sustained if the Music Service were to be able to operate its budget within the 1% accuracy which the Council wanted.  Financial information therefore must be more robust and better reconciliation undertaken to enable this to be achieved.  

It appears that most of the people, systems and structures are now in place, or are being put into place (e.g. the documentation of financial procedures, the testing of the link between EMS and SAP), and the future financial management of the Music Service should be significantly more robust.
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High Cost Areas of the Service
Permanent Contracts for Music Teachers

(Staff costs account for 91.53% of the total budget)

It was thought necessary for recruitment and retention of quality staff – during a time of national shortage – to pay staff on STPC (School Teachers Pay and Conditions).  This means that travel time is paid at the same rate as teaching time (which has implications in providing a service to rural areas).  Travel expenses are also paid.  Entitlement to Performance Management is included as is staff training (as required by Investors in People which the Service has obtained.)  There are staff responsibility posts for areas of management.  The Service has 10 area managers, each of whom has 25% of their time for management, has a team of 10 people, runs an area music school and covers approximately 35 schools.  It also has 3 senior managers, each of whom has 75% of their time for management.  Given the complexity and range of activities the Service offers, the Director of the Music Service advises that this is as lean as it can be, especially as he is currently only giving 40% of his time to the Service.

Over the past two years, steps have been taken to increase efficiency by:

· insisting on a minimum of one hour's tuition; 

· offering tuition on a central basis, 

· accepting voluntary redundancies, 

· introducing area based management.

Some other counties use hourly-paid staff, self employed staff or locally determined pay and conditions.  This could result in no tuition for some instruments, less access than at present, loss of tuition when a teacher leaves, teachers leaving Oxfordshire, loss of staff morale and motivation.  Under the present system Ofsted identified  "enthusiastic and committed teachers" as important.

Workforce Remodelling

By September 2005 all STPC teachers (full time or part time) must receive 10% non-contact time for preparation, planning and assessment. This is a legal requirement.  The Music Service's Learning and Teaching Policy includes guidelines on these areas, so some non-contact time is already in place.  Under workforce remodelling, with approximately 1100 hours per week of teaching time, the Service would need 110 hours of additional teaching for no change to the numbers of pupils taught.  This equates to 4 full time teachers at approximately £30,000 per teacher and additional costs of £70,000 in 2005/06 and £120,000 in a full year.  Some extra finance should be made available for some of this as for schools.  However, this is an extra budget pressure.  The Music Service needs to address this without reducing teaching hours or student numbers, for example by increasing student numbers thereby reducing travel time or part-full classes.

Costs are a problem facing all music services.  A national conference on 3 March addressed these issues.  The national conference found no agreement on pay and conditions, but a paper presented at the conference is to be considered further and revisited at another conference in May.  The National Remodelling Team presented an update on the Workforce reform situation for centrally employed teachers.  This is also still being considered but the assumption for the Music Service is that all music teachers will be treated in line with other centrally employed teachers on STPC.  

Foundation Courses

This is an excellent service for those schools which receive it.  It is at present a "pilot" scheme and does not contribute to revenue funds.  There is some chance of National funding in the future.  If the funding is not forthcoming, there would need to be charges for this service. 
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Opportunities for Additional Revenue

Hiring Out Premises

The Music Service has a splendid new concert hall at Bayards Hill (off the Headington Roundabout), paid for by a government initiative: "Sports and Arts".  This hall is currently under used, particularly for performances, but also for use of the recording studio facilities.  

The premises would in addition be suitable for conferences, for County Council conferences and in-house training, and for school partnership meetings and events.

The Review Group has already encouraged the Pegasus Theatre (which will be without a permanent base for 18-24 months from September 2005, during its re-modelling) to discuss possible collaborations and co-locations.

The greatest drawbacks are parking (though there is ready access by direct bus from the city centre, and from the Sandhills Park and Ride, via underpass, or via shuttle), and the lack of adult toilet facilities.  An investment in suitable toilet facilities and publicity could release a great source of new revenue.  This might be realised through establishing links with theatre, music ensembles, and other possible performance groups.  Perhaps other groups might want to use the facilities for recordings (perhaps ask Gaz Coombes from Supergrass – based at Wheatley – if he could come and advise on what would be needed for bands like Supergrass to want to use the facilities for their recordings).

It will also be important to check the level of separation from the school, particularly for events held during school hours.

Oxfordshire Recordings

The Director of Music has hopes that the new facilities will enable recordings to be made of performances, which will be made available for sale.  Schools in Oxfordshire might want to use the facilities for their recordings.

The Music Service’s Musical Arrangements

It may be possible for the Music Service to make its arrangements available to schools, perhaps for a small charge – particularly through the internet, for micro-payments.

Charging for Concerts

Charges are already made for attendance at concerts at the Town Hall.  Perhaps charges ought to be introduced at other events, where this will not prejudice against parental – and wider community – involvement.

More Pupils

Clearly with any system, there are always inefficiencies caused by servicing smaller numbers rather than larger numbers – more travelling, smaller numbers in each group, etc.  The Music Service provides a good service, and hopes to increase the numbers of school children it can support.  This will be made significantly easier by the provision of suitable accountancy and tracking software, once the SAP and new EMS systems are properly installed and supported.  The Service needs to be very clear to schools about what is available and how schools/pupils can enrol.  Where numbers dip during a year, students from waiting lists could be offered opportunities. 

More Services – Roll Out of Foundation Course

Oxfordshire has been involved in piloting the Foundation Course.  This has been a net cost to the Service.  Roll out nationally should attract extra funding.

It is possible that schools should consider using the Music Service Foundation Course provision to provide space for teacher PPA time for their own staff.

Government Funding

Since 1998 the national funding regime for music services has simply been rolled forwards based on the (already inequitable) funding formula which was in place at that time.  There are now moves to sort this out: there is possible new funding under the Standards Fund - £30m extra (though it would require an estimated £100m extra to sort out all the inequities) coming in by 2007/08.

Sponsorship 

There is every reason to suppose that the Music Service should be able to attract commercial sponsorship of its different activities, particularly the leading orchestras, bands, etc., and for particular events.  

For example, BMW might sponsor the Jazz Band, in return for up to 4 performances by the Jazz Band at BMW functions.  Mr Kassam might sponsor a marching band in return for regular performances at the Oxford United stadium every other Saturday afternoon – a good source of income for schools in North America.

This will require work to attract the sponsorship, and support and coordination from the Learning & Culture directorate in terms of ensuring that the right level of funding is sought from each potential sponsor, and that there are no conflicts with other funding initiatives (e.g. fund raising for the Pegasus Theatre).

Revenue Threats include:

Music for Schools Foundation (MSF) (www.mfsf.org.uk)

This organisation offers musical instruments for hire purchase at £16-£26.50 per month (available for purchase after 24 months for 50p), with tuition provided at £39 for 10 lessons if you are purchasing an instrument (or £46 if you are not), for 30 minute lessons in groups of 4-5 students.  Various schools in the west of Oxfordshire are already taking up this option.

Perhaps the Music Service could turn this threat into an opportunity: examine adopting some of their practices – e.g. bring their hire purchase arrangements in-house, adopt similar lesson pricing structures for students who are purchasing their own instruments (as a way of reducing the quantity of instruments which the Music Service needs to retain).

As far as the Music Service is aware, the MSF only teaches wind and brass instruments.  If, as is likely, the numbers of pupils learning will increase threefold over the next five years, then it will need to retain its existing stock to support students who cannot afford an instrument and any future purchases for its own stock need to be the instruments that would otherwise not be learned but which are nonetheless necessary for groups to play together.  The great number of guitars and keyboards that are now taught are all taught on privately owned instruments.

The Director for Music advises that the Music Service has monitored closely the Music Schools Foundation work and their practices.  The main differences in their costs are:  self employed teachers and therefore there are no on costs; teachers covering wind and brass instruments (whereas the County provides specialist instrument teaching), limited teaching in secondary schools where smaller groups might be needed depending on standards and very limited ensemble opportunities.  
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Recommendations for the Music Service

The essential message here is that what the Music Service delivers is valuable to Oxfordshire children.  The objective should be to continue to do the good things, but to keep the delivery structure closely monitored and controlled.

R1
The Music Service should look at possible sources of extra funding including the suggestions in the section on Opportunities for Additional Revenue.

R2
Some past budget recording and charging need to be clarified.  There is doubt in some quarters that the Music Service’s debt has been accurately calculated and that it is responsible for this level of debt.  It may be past, but it is important to ensure that the good will of staff within the Music Service is entirely engaged with future plans, not distracted by unresolved issues from the past.

R3
The budget deficit should be re-paid by the Music Service, over 10 years, at the rate of £21k per year.  Central funding from Oxfordshire should remain roughly constant, subject to suitable performance, increased income levels, and a realistic operational budget being put in place.

R4
Budget setting and management both within the Music Service and within the Directorate needs to be much tighter.  This applies both to budget setting – which should include a realistic operational budget worked out from a zero budget base, not just a rolling forwards of budget headlines – as well as tracking income and expenditure.  Provision for monitoring now appears to be just about in place.  However, the Directorate will need to continue to support the Music Service in the process of setting an operational budget for the coming year.

R5
The Music Service House Committee is described (Annual Report of the Music Service 2002/3) as being like a Governing Body for a school.  However, all the issues explored by this review should have been identified long ago by a Governing Body.  The House Committee needs to be charged with the same obligations (e.g. for financial management, checking policies and procedures) as a school Governing Body.

R6
The Music Service House Committee should consider this report.  It should request a series of interim reports from the Director and from the Directorate financial staff on progress towards implementing these recommendations.  The Director’s report should be accompanied by a commentary from the Director for Learning & Culture.
Recommendations for the Executive

R1
To continue to budget for and support the Music Service in providing the valuable high quality service.

R2
To look at the accuracy of the deficit and to recommend that the Service repays the debt over 10 years (£21,000 per year operating surplus required of the Service).

R3
To ask that the accounts for the Music Service be reviewed to establish the level of the Service’s debt and, in the light of the review, to consider writing off debts that are the subject of dispute.

R4
To require the Music Service to follow up the recommendations set out in the above section.

The Group wishes to thank all the participants who helped with the review.

Councillors Andrew Brown, Mrs Dee Bulley and David Laver and Mrs Sue Matthew

Members of the Review Group
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ANNEX 1
FURTHER INFORMATION ON SUPPORT PROVIDED BY THE MUSIC SERVICE

Almost 6000 students are taught each week.  The Service’s teachers visit 200 schools each week and the numbers range from 3 to 134 pupils in each school.  

Some children, who are in a school where viable groups cannot be made up, attend 'Centre bases' around Oxfordshire usually for after-school lessons where they have tuition with children from other schools.  There are 26 centres around Oxfordshire and there are 2 home visits.  

All primary schools (3000 children) are invited to attend the Schools Concerts held twice a year (4 performances).  34 schools chose to have ensembles provided by Music Service staff during ensemble week.  22 primary school partnerships take advantage of singing workshops for their KS1 or KS2 children annually.  This is particularly beneficial for small schools.  

Some schools choose to have concerts afterwards and these are usually in partnership with the area music school i.e. Didcot, Abingdon, Witney, Excellence in the Cities cluster, Chipping Norton.  8 of the special schools took up the invitation of a joint musical morning at the Centre for Music with their children and there are plans for more activities like this.  

Both primary and secondary schools were invited to a number of Multi-Cultural workshops during the Opening Season.  Some have had these workshops in their schools e.g. African Drumming.  A number of schools access the service by having weekly recorder clubs in their schools and some have a specialist music teacher delivering the National Curriculum.  
ANNEX 2

Scope of the Review

Review Topic

(name of review)
Music Service (focussing on the budget)

Study Group Members

(Cllr’s involved)
Andrew Brown, Dee Bulley, David Laver, Sue Matthew (co-opted member of Learning & Culture)

Officer Support 

(Scrutiny Review Officer lead)
Relevant finance officer from Learning & Culture (Matt Bowmer)

Relevant officers from the Music Service

Rationale

(key issues and/or reason for doing the review)
· The Music Service is providing an excellent service

· The Music Service is over budget

Purpose of Review/Objective

(specify exactly what the review should achieve)
(1) try and establish why the funding is so problematical;

(2) to explore whether it is possible to find funding solutions which will obviate the need to raise prices in the future;

(3) be able to demonstrate to other councillors, and
in particular the Executive, why it is such a valuable service to the community.

Indicators of Success

(what factors would tell you what a good review should look like)
1) An evaluation of the current work of the Music Service

2) An evaluation of the Music Service budgeting processes

3) An action plan for budget management and other related activities

Methodology/Approach

(what types of enquiry will be used to gather evidence and why)
· Discussion(s) with finance officer from Learning & Culture to explore current position and future options

· Meeting(s) with Music Service personnel (including the head of the music service?) to explore their ideas and thoughts

· speak to some of the different kinds of users, e.g. the
schools, the students. 

· visit some of the less well known and less 'elitist' activities such as Music Service staff teaching the Foundation course in many of our primary schools, the big bands, etc. (the highly skilled work that is done with the very talented classical musicians is vital but equally important is the work that is done to widen opportunities for all sorts of people in the county to make all kinds of music). 

· check the details of what other authorities are doing, and what they are including their accounts (section 52) and whether there are any lessons to be learned (work delegated to Matt Bowmer and his team – useful induction work for new team member).

Specify Witnesses/Experts

(who to see and when)
· Dick Hallam (3 November)

· Dick Hallam will be able to suggest people to talk to
and Liz Stock, the assistant head of the service, is very involved with what is going on in schools and centres across the county.

· Dave Green, as chair of the Music House Committee (the equivalent of their board of governors)

· Matt Bowmer and Stella Igweh on accounts (30 November)

· Others to be identified, other than as listed above

Specify Evidence Sources for Documents

(which to look at)
· Music service accounts and business delivery plan

· Council's own policy objectives (Oxfordshire Plan?) and see how the service is contributing to them.

· DfES Section 52 information from other authorities, and ensure that like is compared with like

Specify Site Visits

(where and when)
Possible visit to the Music Service base at Barton

Specify Evidence Sources for Views of Stakeholders

(consultation/workshops/focus groups/public meetings)
· To be identified

Resource requirements

· Person-days

· Expenditure
· Member time and effort, officer time in preparing for and attending meetings

Barriers/ dangers/ risks

(identify any weaknesses and potential pitfalls)
· Learning & Culture officers will have considered many of these issues already; they are not fools; there may be nothing new to add.

· Important to try to maintain (as much as possible) of the quality of the delivery of the Music Service, even while exploring whether there are acceptable adjustments

Projected start date
October 2004 
Draft Report Deadline
14 Dec 05

Meeting Frequency
1 planning meeting (28 October)

Other meetings to be arranged
Projected completion date
22 Feb 05

ANNEX 3

LIST OF WITNESSES

Dave Green (Chair, Music House Committee)

Richard Munro (Head of Cultural Services)

Dick Hallam (Director of the Music Service)

Liz Stock (Deputy Director of the Music Service)

Matt Bowmer (Acting Head of Finance (Education))

Tom Morter (Music Service)

MEMBERS OF THE REVIEW GROUP

Councillors Andrew Brown, Mrs Dee Bulley and David Laver and Mrs Sue Matthew

ANNEX 4

SOME OF THE ISSUES RAISED IN THE SCRUTINY REVIEW UNDERTAKEN BY BEDFORDSHIRE COUNTY COUNCIL IN 2000

Running deficit

Outdated computer systems

Music teachers employed on teachers' conditions of service

7.6% children nationally learn instruments 

Need for funding to be guaranteed for more than a year ahead to allow for sensible planning as the Council year and the school year do not coincide

Expect the service to keep accurate accounts and to be accountable for its money

Expect the service to need County Council/Government subsidy if full-time staff employed

Set target for the percentage of the cost of the service it should raise from parents

Federation of Music Services’ surveys find that the costs of the music services are funded by parental fees at between 25-75% of the cost of the service (Bedfordshire County Council recovered about 20% of the cost of the service from parents)

Extra support for Music GCSE/A level compared with other curriculum subjects

Relative spend by the authority on music compared with sport

Closer the fee levels set to the cost of private music lessons, the more parents will choose private lessons.

