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ITEM EX9

Best Value Review Report

Service area under review    Heritage Service

Service budget    £2.4m

Core review team membership  Review leader:  Martyn Brown, County Museums and Heritage Officer

Policy and Review Officer:  Neil Lawrence

Designated member: Cllr Margaret Ferriman

Independent members:
Chris Hall, Oxfordshire Local History Association

Roger Hobby, Ashmolean Museum

Simon Bennett (SEMLAC) until December 2003

Other team members: Karen Warren, Policy and Review Officer, Cultural Services

Richard Brooks, Management Trainee

External consultants: Hilary McGowan and Janet Foster

Terms of reference (taken from the Review Specification)

Key issues identified:

Performance management is a weakness within the service; clearer, outcome focused measures of performance and service standards need to be developed to ensure that service is able to assess objectively its performance

Service planning – there is a need to improve the quality and consistency of service plans and to ensure that benefits of integrated planning are achieved.

Operational budgets – are we making the best use of our resources? Are funding strategies appropriate? Are resources clearly linked to our priorities? What other sources of funding could we access?

Identification of public needs for the service, through consultation (including social inclusion), marketing and promotion, profile

Integrated working within heritage services – research, publication, exhibition, web development, consultation, storage

Integration within Learning & Culture – including developing heritage education

Information technology – content, digitisation, access, infrastructure

Staffing levels, inability to maintain core activities (cataloguing), capacity to develop

Staff morale – management development, internal communications, team working, career development

Project brief

A. Oxfordshire County Council needs to reconsider the purpose and strategic focus of the heritage service to ensure that it is clear about:

· Why it exists

· Its contributions to achieving priorities in the Oxfordshire Plan and Cultural Strategy

· Our strategic countywide role and the vision for the service

· Why the service is managed within Oxfordshire County Council – would another body be better placed to manage it? Are there other ways in which the service could be delivered?

· What should be the precise roles and responsibilities of each dision within the service (avoiding duplication) and what are their relationships to one another? What are our publics’ and stakeholders’ expectations of the service?

· How should the service develop (short, medium and long term plans)

· What are the immediate priorities and what are the priorities for improvement?

B. The heritage service needs to improve its performance management and strategic planning in order to:

· Maximise the possible benefits for users of effective partnership working and integration

· Better coordinate the work to establish and meet the needs of users

· Establish with users appropriate service standards

· Reach out more effectively to non users and to those unable to access the service

· Better demonstrate service performance and development, clearer target setting and more meaningful evaluation

· Demonstrate value for money and cost effectiveness, and whether efficiency improvements can be made

Following the above, the Review should focus on the following areas of activity:

· Acquisition policies: a clear rationale should be developed for what is acquired and by which division and this must be linked to storage needs, where a long term strategy is needed to overcome current pressures

· IT – a plan for maximising the use for IT to provide easy public access to collections and information

· Education and community services: a strategic plan for the provision of education services across all heritage areas, and libraries, with links to Cultural Entitlement

· Social inclusion: a rationale for inclusion work, outreach programme, identification of priorities and an action plan

· Needs analysis, users and non users, public consultation, marketing and promotion

· Staff development: including management development, consideration of career opportunities, continuous professional development, and recommendations for addressing staff morale

Sections of the report

1. Executive Summary

The Heritage Service comprises four sections: the County Museums Service, the Oxfordshire Record Office, the Centre for Oxfordshire Studies and the Victoria County History. It employs 64 staff and is responsible for a huge range of archaeological, historical and natural science collections, from historic manuscripts to birds’ eggs and fine art, representing the heritage of Oxfordshire.

Nationally museums in the UK receive more than 100 million visits each year; more than to all of the country’s live sporting events combined; the total number of readers in county record offices rose from 277,000 in 1990/91 to 422,000 in 1999/2000, a rise of 52% in 10 years; 37% of UK adult residents visit museums and galleries at least once a year. In Oxfordshire, similarly, the number of visitors/readers has grown, but the service has faced severe financial reductions and although much of the impact has not been fully appreciated by the public, this review has revealed severe pressures on services and staff.

Under-investment and budget cuts on the service over many years have been damaging. The public who use the service value it highly and appreciate the quality of service they receive from the staff; however the impact of the service countywide is severely limited by the lack of a budget to market it.

Key changes from the review

The review has produced a five year strategy with the aim of addressing the service pressures and turning the service into a top quartile performer. The review explains that within the existing budget of the service efficiency savings can have little impact on the severe infrastructure problems. It therefore proposes options for budget growth.

Access and Customer Service

Service to our customers will be improved by:

· Creating a ‘customer charter’ with clear standards of service

· Carrying out regular public consultation and monitoring customer satisfaction

· Creating a comfortable, welcoming environment at COS and the Museums Resource Centre

· Refurbishing and rebranding COS

Collections

The service will aim to improve the quality of collections held by:

· Reviewing its existing collections and refreshing the current acquisition policies.

· Implementing an audit of the collections to identify collections for possible disposal

· Reviewing conservation needs.

ICT and Cataloguing

Publishing the service’s catalogues and databases on the web is key to a significant change in service level as it will:

· Provide an on-line catalogue of collections for research and educational use

· Reach more users and potential users, both within Oxfordshire and beyond

· Increase income from sales of photographic images

The review has identified a need to improve the support received from Corporate ICT, particularly for public service ICT facilities. 

Storage

Storage will be improved by:

· Releasing space in the Central Library reserve stacks for COS storage

· Seeking opportunities for ORO and COS storage in the Town Hall

· Seeking external funding to build Phase 2 of the Museums Resource Centre for reserve storage for heritage

Outreach and Learning

Learning opportunities will be improved by:

· Extending learning at the key public service sites

· Supporting loans to schools

The service will meet the needs of the socially excluded by:

· Developing appropriate policies and giving staff clear responsibilities for developing and delivering services to socially excluded target groups

· Supporting the Cultural Loans and Culture Bus project to reach target groups and communities

Partnership and Community Engagement

· Existing partnerships will be continued and new partnerships developed to maximise the benefits for the service and to partner organisations

· Community heritage groups will continue to be supported

· Improved monitoring and evaluation of partnership work

People, Planning & Resources

A performance management framework will be introduced by:

· Establishing a heritage management team focusing on strategic issues

· Closely monitoring performance against targets

Other improvements:

· Working to maximise income and external funding

· Ensuring a sustainable future for Cogges Manor Farm Museum

· Offering a range of professional development opportunities for staff

2. Introduction

Oxfordshire County Council’s heritage service comprises four sections: the Oxfordshire County Museums Service (OCMS), the Oxfordshire Record Office (ORO), the Centre for Oxfordshire Studies (COS) and the Victoria County History of Oxfordshire (VCH).

The OCMS operates from the Museums Resource Centre (MRC), Standlake, where services are provided to a network of local museums throughout the county; it is responsible for archaeology, historic collections, natural history, crafts and art relating to the county. The principal public museum is the Oxfordshire Museum, Woodstock.

The ORO moved to its new premises at St Luke’s Church, Cowley, in 2000. It is responsible for acquiring, looking after and providing public access to historic documents relating to the history of Oxfordshire.

COS was established in 1991 on the second floor of Central Library in Oxford. It incorporates the local studies library, a family history centre, the photographic archives, oral history recordings, newspapers, maps and ephemera. The County Sites and Monuments Record and Archaeological Service, housed in COS, is now managed within the Environment & Economy Directorate.

The VCH Oxfordshire forms part of a national project overseen by London University; it involves researching, writing and publishing the history of the whole county.

In this review ‘the service’ refers to the heritage service as a whole, and there are many points which are common to all the sections; ‘section’ refers to any one of the four units within the service as outlined above.

Initial work on the review involved identifying key issues arising from the Review Specification and particularly the SWOT and PEST analysis carried out with heritage staff. In the process major issues were identified - acquisition, cataloguing and storage. 

In order to define exactly what action needs to be taken five working groups were created to review:

· Consultation

· Comparisons with other authorities

· Integration and cooperation

· Education and outreach/access and learning

· Management and finance

Each working group was led by a senior member of heritage service’s staff; each group included a member of the BVR team, and other members staff from each of the heritage sections. 

3. Areas of research

Despite there being five discrete working groups, the research undertaken for the review often informed more than one of these groups. For the sake of clarity, all research is listed below by type rather than work area.

A meeting was held with the senior management team of SEMLAC (South East Museums Libraries and Archives Council)

1.Comparative studies 

· Using national CIPFA data (2002/3 actuals) for record offices

· Study of BVPIs and Oxfordshire’s performance

· External consultant’s review and comments on comparative figures

· Visit to the Hampshire Record Office, Winchester

2. Public consultation 
· A group of representatives from some 25 stakeholder organisations attended a consultation session in December 2003. Following the meeting all the organisations were invited to submit further comment on the services.

· Marketing Works carried out three public consultation sessions in February 2004; these extended focus groups were selected as follows:

Group 1: Non users of OCC Heritage Services

Had not visited a museum or cultural site/building in the past 2 years.

Half were 18-45, half were 46-65

Group 2: Non users of OCC Heritage Services

Had visited a (non-OCC) museum or cultural site/building in the past 2 years

One third 18-30, one third 31-45, one third 46-65

Group 3: Users of OCC heritage Services

Had visited or used at least one OCC Heritage Service in the past 2 years

One third 18-30, one third 31-45, one third 46-65

· Marketing Works carried out further public consultation sessions in April 2004 with over 65s.

· Stakeholder organisations were invited to comment on a draft of this report in April 2004 and to consider the draft recommendations. Many of their comments and suggestions have been incorporated in this final report.

· Users comments on the services through ‘Comment Forms’, visitors’ books, and the ORO’s ‘Is this good enough?’ (user comment forms) were reviewed.

3. Heritage staff consultation exercises:

· The SWOT and PEST analysis in the BVR specification which helped to inform the review process was carried out with a cross section of staff from all the services.

· Each of the Working Groups was led by a senior member of staff and  included a range of staff from all services, as well as a representative from the BVR Team.

· The Heritage Management Team has played an active part in the review process and regularly reviewed the reports, comments and issues arising from the review.

· Other staff have had the opportunity to comment on earlier drafts through their section team meetings.

4. External consultancy:

· Hilary McGowan (museums) and Janet Foster (archives) were employed to produce an external report on the services (funded by SEMLAC)

4. Key findings

Resources

a. Heritage services experienced a 30% cut to their budgets over an eight year period up to 1999/2000; in that year an increase in budget (of £154,000) for the ORO was agreed as a requirement of the HLF capital funding for St Luke’s, to increase the staffing from 8.4 to 14 FTE. In 2003/4 additional funding of £40,000 addressed some access and social inclusion issues, and in 2004/5 funding was agreed to establish the cultural loans and culture bus outreach work.

b. Uncertainty over funding in recent years has made longer term planning difficult; although long term planning is essential to the effectiveness and efficiency of the service.

c. After the deduction of staffing, premises and fixed service costs the annual operating budgets (around which there is some flexibility) for the service are very small: OCMS £27,200 pa (2003/4); ORO £28,100; COS £ 22,200; VCH £2,400. 

d. The service is required to achieve high levels of income (OCMS £154,000 pa (2003/4); ORO £8,000; COS £24,100; VCH £800); some income targets have been raised to stave off cuts and to balance the annual revenue budget. Although managers have consistently taken action to manage these targets, some sections are very constrained financially and therefore some income targets have become annual cuts on service budgets.

e. The service relies increasingly on the support of Friends groups, the Heritage Lottery Fund, trusts and other contributors. Considerable staff time (estimated at 10% for senior managers) is spent chasing external funding. 

f. The services have been very successful in raising external funding in order to limit the impact of cuts, to maintain services and to achieve developments. In total more than £5 million has been raised over the last 7 years. The support of independent Trusts has been particularly important; the Oxfordshire VCH Trust has raised more than £350,000 over five years; and the Cogges Trust has raised over £100,000.  The Friends of the Oxfordshire Museum has contributed over £80,000 towards developments and acquisitions. However most external funding is for short term projects, so by definition services and developments have been short-lived and unsustained.

g. Comparisons with other counties and comparable services demonstrate that the Oxfordshire heritage services operate at low overall cost and low cost per user. 

h. Although users of the service generally are full of praise for the quality of the services provided and the dedication of the staff; the impact of the service across the county is limited, and there are severe pressures within the service due to the budget constraints.

i. Difficulty in fulfilling core functions and maintaining public services restricts the time available for collaborative working, for strategic planning and for staff development.

j. The Centre for Oxfordshire Studies is particularly severely under-resourced; so much so that the service is closed to the public on Wednesdays to allow staff time to do some of the essential support work necessary to operate the service.

 (The Access to Oxfordshire project funded by HLF enabled the appointment of an education/outreach officer over three years. The project brought in additional funding for an exhibition ‘Our Place’ at ORO, a creative reminiscence project ‘Drawn from Memory’, and a music and memory project ‘Words and Wings’ in partnership with Adult and Community Learning and Social and Health Care. Despite the countywide success of the project, the work collapsed when the funding ceased.)

k. Funding is currently allocated to individual sections within the service (OCMS, ORO, COS, VCH) on the basis of historic budgets with annual inflation. As a result of the low level of budgets and the consequential lack of flexibility it has proved very difficult to redirect funding to meet County Council objectives. The lack of any ‘heritage’ budget inhibits joint working.

l. The coffee shop at the Oxfordshire Museum is a visitor service and operates with a subsidy; this is being reduced as the business improves.

m. In order to maintain the current quality of service many staff work additional hours unpaid, and without the opportunity of taking time off in lieu.

Role of the service

a. Consultation with the public demonstrates that:

· The heritage of Oxfordshire is recognised as one of its outstanding assets, contributing to the quality of life of residents and an attraction for visitors. The role of the heritage services in contributing to that quality of life is not widely appreciated or understood, nor is it differentiated in the minds of the public from that of other providers (eg Oxford University).

· Despite the national interest in heritage (viz television, books, family history, adult education etc) few people seem to make the link between that popular presentation of heritage and the activities of the heritage services (which underpin any such popular presentation)

· The public have a deep concern for heritage and recognise that the role of the heritage service is essential; even those who are not users of the service want and expect the service to be there.

b. There is a perception that the services cater for only a small minority of the population.

c. The services are very poorly promoted and marketed. Many residents are unaware of the existence of the services, are uninformed about the resources and services available, and confused about what services are where and how they will be received if they visit. 

d. The service provides important information to other Directorates within Oxfordshire County Council, eg Environment and Economy, Social and Health Care; and provides information and illustrations for publications both within Oxfordshire County Council and beyond.

Collecting

a. The quality of heritage services is largely determined by the quality and range of the collections they hold and to which they provide access; the quality of the existing collections is acknowledged, although public access to material that has remained uncatalogued, due to lack of resources, is limited. 

b. The quality of the heritage collection, its breadth and depth, is a major strength of the service. The collection is a resource of unique information relating to Oxfordshire of great potential value for formal and informal learning, for leisure and pleasure.

c. The collecting policies of the three sections are in very different states; the ORO’s acquisition policy is new, written in August 2003; the museum service’s acquisition and disposal policy was re-written in 2000 and is due for review in 2005; the COS policy is outdated and needs revising.

d. The current rate of collecting is unsustainable within the resources available, if only because there is insufficient staff time to catalogue the collections. Similarly the current rate of collecting exacerbates the storage problems.

e. The photographic archive, in COS, is recognised as an outstanding collection of wide public interest (see ICT below); however there is some inconsistency in where photographs are managed and held. Photographs also appear in the collections of ORO and OCMS.

f. There are local studies collections in four major libraries; but they do not hold unique material. They are managed by the Library Service with advice from the Head of COS.

Cataloguing

a. There are considerable backlogs of uncatalogued material (and/or retrospective conversion of existing catalogues), particularly in COS and ORO; uncatalogued material is not generally available to the public. There is over 1 km of uncatalogued material at ORO, representing an estimated backlog which would take one person 70 years to clear.

b. Some of the catalogues that do exist are limited in their interpretation of the collection.

c. 75% of the catalogued material in COS is catalogued on totally outdated typed index cards and accessible only to visitors to COS.

d. Without effective catalogues neither the staff nor the public can make full use of the collections; the risk of acquiring duplicates is increased; there is an increased risk of items being mislaid or going missing (without our knowledge). 

e. COS now has 30% of its catalogue of printed, microform and electronic materials on Oxford University’s OLIS system not the Oxfordshire Libraries catalogue because the old Genesis system did not meet the needs of COS cataloguing. COS has catalogued 40% of its photographic collections on to Modes, a specialist Museum system also used by OCMS for cataloguing its collections. ORO uses CALM, another specialist system. There is no integrated access to these collections.

f. There is no receptionist in COS and the reception desk is often unstaffed while those staff on duty are assisting customers. The lack of a permanently staffed reception creates a security risk and is unwelcoming.

Access

a. TOM, MRC and ORO are good quality sites, commended by the public, recently refurbished or built, providing high standards of accommodation for users, staff and collections. COS is in a poor state of repair with a leak from the water-cooled ventilation system, poor environmental conditions for users, staff and collections. 

b. Access to the heritage service is limited and accessibility problematic for people living a distance from the three main public service sites. Although the Library Service has 43 libraries and 8 mobile libraries there is no consistent heritage presence in these service points. A programme of heritage exhibitions in libraries ceased at the time of the severe budget cuts. 

d. Some refurbishment is planned for Central Library site, including COS, with initial funding of £400,000 in 2004/5.

e. Use of the services is high compared to other local authorities (2002/3):

Oxfordshire County Museums Service          118,000 visitors/users per year 

Warwickshire County Museums Service       106,000

Buckinghamshire County Museums Service   85,000

Shropshire County Museums Service             57,000

Somerset County Museums Service               30,000

Worcestershire County Museums Service       26,000

In addition a further c300,000 visitors see the County Council’s collection in the District Council supported museum in Oxfordshire.

f. Oxfordshire Record Office and COS  22,000 visitors/users per year

Hampshire Record Office                      20,400

Buckinghamshire Record Office            13,000

Surrey History Centre                              9,500

Somerset County Record Office              8,800

Warwickshire Record Office                    8,200

Cambridgeshire Record Office                7,700

g. Outreach services have been limited by a lack of resources. The new cultural loans and culture bus service to be launched in 2004/5 will go some way towards improving this.

h. The service aims to increase access to the collections – both physical and virtual; and to reach out to new audiences.

i.The service provides changing exhibitions at TOM, ORO and COS. At TOM there are 4 temporary exhibition areas and as many as 20 exhibitions per year. At ORO there are 6 exhibitions per year. Exhibitions give access to the collections and act as a showcase for local groups, artists and craftspeople.

j. The exhibition space in COS is poor and badly equipped and dominated by the Peoples’ Network computer terminals. 

k. OCMS works in partnership with other museums in Oxfordshire and our collections are exhibited in the permanent and temporary exhibitions in 5 other museums (Banbury Museum, Abingdon Museum, Cogges Manor Farm Museum, Vale and Downland Museum and Museum of Oxford). The partnership arrangements are considered excellent by the partners, stakeholders and the consultants.

l. The services are imagined, by non-users, to cater only for specialists, and therefore to be elitist.

m. The Centre for Oxfordshire Studies is located within Central Library but operates under shorter opening hours to those of the main library; many users of the Central Library are unaware of COS on the second floor.

n. Opening hours of the service are confusing. The public are not sufficiently aware of the opening times and this leads to frustration and wasted journeys. COS is open until 7pm two evenings per week (Central Library has four late opening evenings), and is closed on Wednesdays (when the Central Library is open); ORO is open all day Saturday, closed on Monday; TOM is closed on Mondays (except Bank Holidays), and is open on Sundays.

o. Access to the museum reserve collections at the Museums Resources Centre has been extended to 6 sessions per year; however the staffing and management arrangements necessary to organise this are heavy, and further improvements to access are not recommended until Phase II is built.

Outreach

a. Consultation revealed a high level of support for outreach services. 

b. The cultural loans scheme and culture bus to schools and community groups are applauded by non-users, users and stakeholders as commendable efforts to get collections out to the wider community. 

c. Roadshows to local societies and communities, local shows etc, are welcomed.

d. The service lacks a systematic approach to outreach and social inclusion and does not always work in a collaborative way. There is little partnership working with the Library Service and Adult and Community Learning 

e. Much of the outreach activity has been funded by short term external funding and has not been sustainable.

Learning

a. The role of the service in informal education is commended in the WSI and through public consultation; ICT learning centres in each of the main public services target excluded groups and demonstrate the value of using heritage as a gateway to other learning. 

b. There are two clubs for young people (Young Archaeologists Club, and Arts and Crafts Club) based at TOM. 

c. However the service currently does very little work with schools and the potential of the service to contribute towards formal education attainment targets has not been developed, since the loss of the specialist education staff in OCMS and COS in the 1990s. Participation in learning is limited by staff availability; neither ORO nor COS have education officers; the Oxfordshire Museum Education Officer, appointed in December 2003, is funded by the Heritage Lottery Fund on a four year contract.

d. The relaunch of the cultural loans service to schools in 2004 is welcomed by schools.

e. The number of school children attending sessions at the Oxfordshire Museum is 723 (2002/3); this is very low in comparison with other museums and reflects the lack of resources (now temporarily addressed by the HLF funding for the museum education officer).

f. The Cultural Entitlement Officer is establishing links to and partnerships with the School Development Service and Youth Service. However opportunities for developing such work are limited by the lack of capacity to deliver within each service area.

g. Schools have expressed interest in Oxfordshire specific heritage content on the web for use in the classroom to meet key stage targets, but the service has no resources to create this content; projects are dependent on external funding.

h. Lectures to local societies and community groups are highly appreciated. However they rely on the goodwill of staff as they are almost invariably given in their own time without pay or compensatory leave.

ICT

a. The current websites of the service have been constructed in a piecemeal manner as funding and staff time have allowed and this has resulted in a disjointed web presence. The OCMS collections website is hosted independently from the Oxfordshire County Council site. 

b. Oxfordshire’s heritage service lags behind other local authorities in terms of virtual access to the collections; neither the OCMS nor the ORO catalogues are available on the County Council’s website and only 30% of the printed books and related materials in COS are catalogued on line via OLIS (by a link to the Oxford University web site).

c. As a result of external funding opportunities some collections are hosted on the websites of other organisations. This results in a confusing image, and loss of kudos and income for the service, whilst others gain credit for the work undertaken by Oxfordshire (eg Henry Taunt photographs on the English Heritage site, and COS book collections on the Oxford University site).

d. VCH has developed a substantial web presence in partnership with London University, by virtue of its base in the Institute of Historical Research; however this so far excludes most already published texts.

e. There are currently 14 different digital datasets holding information on the heritage service’s resources, containing 387,000 records/items and generating over 30,000 enquiries per year. Of these data sets only 2 are available through a publicly accessible networked system, and only I is used as a primary tool for data management and online publication. Few of the systems are designed to deliver information outside of a workstation terminal.

f. The service seeks to unify the current data management of heritage collections and to enable structured enquiries by the public via a web interface. This could offer significant improvement in both data management and public access. A detailed project plan has not been written.

g. Consultation with non-users and stakeholders, and the recommendation of the external consultant suggest that high priority should be given to publishing the heritage collection catalogues on the web, including digital images of collections where appropriate. 

h. Non-users stated great potential interest in the photographic archive (OPA); and access to this on the web also creates an opportunity for income generation. This should be the highest priority for digitisation.

i. The structure of the County Council’s website is a positive hindrance to easy access to the heritage service and its resources and collections. In particular COS is not listed on the front page, and can only be accessed through the ‘museums’ section. Users unaware of the existence of COS therefore stand little chance of finding it on the site.

j. The web is now an essential marketing tool for heritage services. Other authorities (and other heritage providers) are creating very attractive web sites; the Oxfordshire web site has a strong corporate local authority identity, but is not the best way to promote these services to potential users within Oxfordshire or from outside the county.

k. There are opportunities to participate in joint ICT development projects with other heritage services for the benefit of users; however many of these opportunities require some limited pump-priming funding to attract larger sums. Oxfordshire’s heritage service lacks funding for that purpose.

l. There is a lack of ICT support for public ICT services from the Corporate ICT section, leading to public dissatisfaction.

Marketing

a. The total budget identified for marketing and promotion in the heritage service is £3,000 pa. This is pathetically small when compared to other commercial heritage sites and attractions (with which TOM in particular is in competition). There is no specialist marketing expertise on the staff, and no marketing consultancy work. As a consequence, marketing the service is practically non-existent; TOM and ORO devised marketing strategies as a requirement of their HLF funded developments, but they have been unable to sustain them due to the cut in the Cultural Services marketing budget. The impact of many excellent initiatives (exhibitions, events etc) is limited by poor marketing; so much of the effort and resources put into these things is wasted. This represents poor value for money.

b. Each section has produced leaflets but distribution is poor and evaluation limited. 

c. Branding of the service is poor. Even users of the service do not feel that the titles used by the main service sites adequately describe their function, or would attract people to use them.

d. There has been no regular consultation with users and non-users to inform the marketing work.

f. Consultation with non-users for this review revealed that the words used to describe the service are off-putting to many people – heritage, museum, records, studies. The word ‘history’ is more widely accepted.

g. Marketing and promotion are seen as important to ensure that people know about the services and a well-planned and integrated approach to outreach is seen as essential. 

Conservation

a. The conservation facilities at the MRC and ORO are good, although the capacity to carry out conservation work is limited by staffing and budgets. COS has no conservation facility, nor resources.

b. Most conservation effort is applied to preventive work.

c. Space could be made available at ORO for COS conservation work; although no staff time would be available and advice and preventive conservation measures are the greatest need.

d. Due to the different requirements for conservation in the different sections there are limited possibilities for greater joint working.

e. Conservation work in the District Council supported museums by OCMS staff raises essential income (to meet a target of £88,900); as a consequence conservation support to these museums can be at the expense of TOM.

Storage

a. Chronic storage problems have existed in COS for many years, but they have been tackled in a piecemeal fashion. The use of some rooms in Central Library for COS storage has had an impact on other services. Multiple storage sites are used, many of which are unsuitable and provide for poor management control.  

b. For OCMS and ORO storage will become an acute problem within the next few years, until Phase II of the MRC is completed. 

c. At one time, collections could be deposited with the ORO, but with the title remaining with the owner, who could at any time retrieve them with the service having no recourse; charges are now made for the permanent withdrawal of a collection.

d. A long-term plan for storage is essential.

Management and structure

a. The current management structure in which the post of ‘head of the heritage service’ is combined with that of County Museums Officer and lead professional for that section leaves no space nor time to focus on the wider leadership and management issues facing heritage as a whole – creating inefficiency and frustration. The following issues stem from this situation: 

· Currently the heritage staff do not feel that they work as one team – although there is willingness and enthusiasm to do so.

· Cooperation between the sections of the heritage service tends to be uncoordinated and reactive; cooperation with the rest of Cultural Services is limited and cooperation across the Learning & Culture Directorate has been disappointingly slow to develop.

b. COS and ORO are run as separate operations.

c. There is no overall manager at the MRC.

d. External partnerships are generally strong and the sections work closely with other providers and those working in similar areas to themselves. Further partnerships could be developed for the benefit and effectiveness of the service eg with the universities, local societies and other providers.

e. Service planning, and planning within the sections of the service, tends to be short term and uncoordinated; opportunities for joint working are lost.

f. The Library Service maintains local history sections within the main libraries at Abingdon, Banbury, Henley and Witney, but COS (at Central Library) comes under heritage.

g. External support for building management and maintenance in the Central Library site, including COS, has been poor; the leaking ventilation system and poor environmental conditions for the public, staff and collections are unacceptable in a public service site.

h. Corporate ICT support is poor for front line public services (one computer screen in TOM has been out of action for over a month, with no indication of when it will be restored to use). 

i. The Head of COS and the County Archivist spend a significant proportion of their time on basic clerical and routine work.

j. Performance management is generally weak throughout the service.

Cogges

a. During the period of this Review West Oxfordshire District Council announced that it wished to review its lease and the management arrangements for Cogges, with the aim of reducing its financial commitment from nearly £200,000 to £110,000 in 2004/5 and transferring the management of the museum back to Oxfordshire County Council from 1 April 2005.

b. The consultant has reviewed the situation and recommends that the management transfer is agreed and that a minimum five year funding agreement is negotiated with WODC.

c. Cogges is a scheduled ancient monument and therefore a site of national significance

d. The potential for educational use of the site is tremendous; Cogges has attracted 9,000 school children a year – although this number has reduced to 3,500 in recent years.

e. Cogges performance in terms of visitor numbers and cost per visitor compares very favourably with that of comparable rural museums.
5. Conclusions

Heritage affects the quality of life of everyone, residents and visitors; it adds to the sense of place of every locality, provides positive opportunities for intergenerational involvement, and helps to unite communities.

Resources

a. There is a profound mismatch between the ambitions of the Authority and the resources available in the service to achieve those ambitions. The service has the potential and ability to be a top performer, but it can not meet that aspiration without adequate resources.

b. There are limited opportunities for income generation.

c. The high regard users have for the service masks the limited reach of the service and a number of critical pressures within the service.

d. The service has responded to cuts made to its revenue budgets through the       1990s; but the impact of some of those cuts has remained hidden from users (eg cataloguing backlogs, storage crises, lack of digitisation). Many of the service’s pressures can be related directly to the lack of money, and this must be resolved if the Authority wishes to achieve top quartile performance in all areas.

e. The service currently operates at a level which scarcely maintains the current level of public service; the lack of staff time for documentation and cataloguing means that backlogs are developing, and access to some collections is not possible.

f. Much of the limited impact of the service and limited awareness about it is the result of the low level of marketing.

g. If the Council fails to increase resources for heritage, then whilst some efficiency savings may be identified, these will not be of an order to resolve the longstanding infrastructure problems.

h. As it is uncertain whether the Council will be able to reinvest in the service existing resources and efficiency savings may therefore have to be redirected to part fund the changes needed and/or the balance of expenditure between public services and support services must be reviewed. Given the low level of resources available, any such redirection will inevitably reduce public service.

Role of the service

a. Until the severe infrastructure problems of the service are addressed and resolved, the service will not be able to operate efficiently and effectively.

b. The sections within the heritage service must work more closely together, to assist the public in understanding their complementary functions, to maximise efficiency, to avoid duplication and to share resources and expertise.

c. The service must establish a stronger marketing identity and ensure that information about the service is widely distributed.

d. The role of the service in supporting other areas of activity within the County Council (eg planning, social and health care) and beyond (eg publications, television) should be more actively acknowledged.

e. The role of the heritage service in relation to the Library Service should be more explicit; the Library Service should act as a ‘gateway’ to the heritage service by promoting the heritage service and by enabling access to the catalogues (through ICT) and collections (through exhibitions).

f. Greater effort should be made to link the service outcomes with the objectives of Oxfordshire County Council – particularly raising educational attainment, support for foundation stage learning and social inclusion – all areas where heritage can play a significant role.

g. The service must find a better balance between public services and support services to ensure that backlogs do not continue to grow.

Collecting

a. The acquisition and disposal policies of the service must be reviewed to be relevant for 21st century; and the COS policy must be revised as a priority. An overarching statement must be prepared to explain the distribution of the collections between the different divisions.

b. A stock editing process is needed to identify collections for possible disposal (eg bulk archaeology, newspapers). However to be done properly this has resource implications which must be ranked against other priorities.

c. Any disposal of original collections which relies on preserving information through electronic media must be supported by sufficient resources and commitment from Corporate ICT to maintain the integrity of the electronic data and the hardware to access it.

d. The acquisition policies must clearly identify and distinguish active and passive collection activity. 

e. Future collecting must be in accordance with the revised policies; and decisions about acquisitions should not be made by individuals. Adherence to the acquisition policy must be monitored by the head of service.

f. Contemporary collecting policy and actions must involve the public and ideally should involve elected members.

g. In order to improve the selection process for contemporary material, a collaborative acquisition methodology is recommended whereby the service could focus on a locality or a theme – and all sections could work together on recording and collecting material to illustrate that.

h. COS must be the gateway to all photographic collections and their documentation

Access

a. Attention must be given to marketing the services more actively and to improving the image of the services, particularly to non-users.

b. High priority must be given to publishing collections on the County Council’s web site, catalogues and digital images where appropriate. There should be cross-searchable access to the full range of heritage and library resources, and such databases as the Sites and Monuments Record (now managed within the Environment and Economy Directorate).

c. Libraries should act as gateways to the heritage service and help to promote it.

d. Continued  support and development of the cultural loans service and culture bus to provide access to heritage collections in schools and communities is essential.

e. Consultation, planning and delivery of services to target groups and/or minority groups must be integrated and coordinated across all the heritage sections.

f. Partnership arrangements with the District Council funded museums must be supported and maintained.

g. The reception and exhibition areas in COS in particular require improvement and a receptionist should be appointed so that the reception desk can be staffed at all times.

Outreach

a. The service should adopt a clearly structured and targeted plan for outreach activity, with the sections working together and in partnership with the Library Service, and other services within Learning & Culture.

b. Cultural loans scheme and culture bus must be supported by all sections and will work in partnership with the Library Service’s two community vehicles (and with external partners including the District Council supported museums and Oxford University museums).  

c. Partnerships with the District Council supported museums should develop to included integrated planning for outreach work.

Learning

a. The service should adopt a clearly structured and targeted plan for education activity, with the sections working together and in partnership with the Cultural Entitlement programme, other sections and services within Learning & Culture, especially the School Development Service and Adult and Community Learning. 

b. Partnerships with the Oxford University Department for Continuing Education, WEA and other providers should be encouraged.

c. A clearer commitment to Cultural Entitlement is needed within Learning & Culture.

d. Learning and education services must be high priorities for budget growth – to allow the heritage service to contribute fully towards improving education attainment across Oxfordshire and to facilitate joint working between culture and learning.

e. To get best value out of the service there needs to be an additional investment particularly in staffing to provide formal learning opportunities for schools to access the resources and collections.

ICT

a. High priority must be given by Corporate ICT and the heritage service to creating and publishing catalogues (and enhanced records) of the collections on the County Council’s web site and to digital imaging of selected collections to improve public access (the photographic archive to be the highest priority). 

b. The project to integrate access to all heritage collections on the web should be developed and a project plan prepared; it must be implemented within Learning & Culture and supported by Corporate ICT.

c.The County Council website must be reviewed and improved to give a clearer picture of the range and services available through the heritage service.

d. The service should create web content suitable for school use in partnership with the School Development Service.

e. A service level agreement for support from Corporate ICT is required to improve the response time to urgent needs.

Marketing

a. Without effective marketing much of the effort of the service is wasted as information is not reaching potential users; and if information from potential users is not reaching the service then it is impossible to know whether our efforts achieve the right outcomes. A larger marketing budget is a necessity and a strategy must be developed.

b. The web site must be developed as part of a programme to improve the marketing of the service.

c. The opportunity to use the principal libraries as gateways to promote the heritage service must be maximised.

d. The opportunity for some refurbishment should be used to rename, re brand and rejuvenate COS.

Conservation

a. An audit of conservation needs in COS must be carried out and resources identified for necessary work.

b. A review of curatorial practice at the MRC is needed to ensure that conservation resources are used efficiently.

Storage

a. A process of editing the reserve book stock in Central Library will release space for COS collections.

b. COS must work in partnership with ORO to use storage space made available in the Town Hall (as a result of the transfer of the City Archives).

c. Any risk of duplication of collections among the sections of the heritage service must be resolved as a priority.

d. COS must complete its catalogue conversion, deal with backlogs and compare with ORO before disposals of printed and related materials can be undertaken. 

e. Each sectionn of the heritage service must review its collections thoroughly and attempt to identify collections for possible disposal. Any such disposal must be carried out with due regard to the professional and ethical guidelines of each division. (eg museums, archives) and with full consultation with those likely to be affected.

f. Where microform or electronic copies of collections are held, decisions must be made about the need to retain originals (eg newspapers, photographic prints and negatives). The resource implications of keeping data in up to date electronic formats with appropriate hardware must be agreed with Corporate ICT.

g. Phase II of the MRC must be achieved within 5 years

Management

a. The Head of Heritage must be separated from direct involvement with any one of the heritage sections – a new post of head of museums (based at the MRC) is therefore needed.

b. The operation and management of ORO and COS should be coordinated in order to promote closer  working  to avoid the risk of duplication and to ensure that the public are clear about what resources and services are available from each site

c. Stronger performance management needs to be put in place.

d. The heritage sections must work more closely together to maximise efficiency and impact, avoid duplication; better integrated service planning (including medium term planning over say 5 years) is essential.

e. A heritage budget is needed, if necessary by top slicing existing budgets, for joint marketing, outreach, education and exhibitions.

f. The roles and work of the librarians and assistants in COS must be reviewed to ensure that work is focused on key priorities.

g. Monitoring, evaluation and reporting procedures across all sections must be improved.

h. Further opportunities for external partnerships should be explored to maximise benefits to users and the care of heritage throughout Oxfordshire. 

i. Opportunities for work shadowing, visits to other authorities etc and other training opportunities to be sought, in order to maintain continuous professional development for all staff.

Cogges

a. The consultant has reviewed the situation and recommends that the management transfer is agreed and that a minimum five year funding agreement is negotiated with WODC.

b. A business plan and development plan are needed to direct the future strategy for the site.

6. A Five Year Strategy

The following vision describes what the service should aim to be like in five years time:

· The service should be relevant to the communities it serves, creative and imaginative in the way it is presented, and modern in terms of how it is run. It should actively seek collections to best illustrate the history and natural history of Oxfordshire and its diverse communities, and regularly review these to ensure that they remain relevant.

· The collections should be fully documented, and all collections and associated information should be easily accessible to the public. They should be stored in good facilities that meet national standards and provide for long-term preservation, and allow for timely access. The collections should be cared for adequately to preserve them for future generations.

· The service should make effective use of information technology to give easy access to our collections and present them in a way that encourages greater interaction with heritage.

· The service should devise and publish service standards that meet with the expectations of our customers, and regularly review our performance against these. We should provide a welcoming, comfortable atmosphere where the public are encouraged to engage actively.

· We should seek to attract new audiences through a targeted outreach programme and through greater involvement with schools; work in partnership with other heritage service providers and support communities and local societies to access and preserve their heritage. 

· We should provide a cost effective and well managed service, offering excellent value to the people of Oxfordshire

Resources: 

In order to be a top-performing service this vision needs to be achieved; however it cannot be achieved within existing resources. The key findings in the above report indicate that the service is already over-stretched, there are significant backlogs and unresolved pressures. 
The BVR team has considered carefully how to respond to the key findings and conclusions in this report and how to recommend progress towards the vision. 

Three options are presented in the table below:   

Option a: essentially this option leaves the service as it is. The service will seek external funding to try to address the digitisation and cataloguing shortcomings identified in the report; and will identify efficiency savings to fund the salary increment necessary to establish an existing post as ‘manager’ of the OPA.

Option b: this option meets most of the recommendations from the report and identified by the external consultant and through public consultation. Whilst it will not achieve the vision within 5 years, it will make a substantial difference, and address areas of highest need. Above all it will give ‘better value’ to the current level of investment and address the fundamental infrastructure problems. Service improvements will include a digitisation programme, a lifelong learning programme in the Oxfordshire Record Office and Centre for Oxfordshire Studies, improvements in the reception area at COS, a museum service manager, a programme to tackle the backlog of cataloguing, new outreach and marketing initiatives, and securing the future of Cogges Manor Farm Museum. The total increase in budget of £340,000 per year represents a 14% increase for the heritage service.

Option c: in order to achieve the vision within five years this is the level of investment that is required to address fully the weaknesses in the service and in the current revenue budget. Option c has the benefit of speeding up and/or enhancing many of the objectives listed under b; it also allows the programme of disposal of archaeological material to be undertaken, releasing space at the Museums Resource Centre; provides a fund of matching money to support bids to external funding agencies; and improves the conservation capacity of the service. The total increase in budget of £614,000 per year represents a 25% increase for the heritage service.

Activity area
Option a
Option b
Option c

Digitisation programme

a. temporary post

b. 1FTE

c. 3FTE
£20,000 pa for 2 years*
£20,000 
£60,000

Access and Learning

a. Joint post in ORO/COS

b. 2 FTE

£32,000 
£64,000

COS reception

a. Security/clerical 1.5 FTE

b. As above: 2 FTE

£28,000
£37,000

Museum service manager MRC (see pages 17 &24)

£51,000
£51,000

 OPA 

a. additional to current salary to create a manager

b.New post

c. New post +assistant
£3,500 from efficiency savings
£29,000
£49,000

Cataloguing staff

a. temporary post

b. 1 FTE

c. 3 FTE
£25,000 pa for 2 years*
£25,000
£75,000

Archaeological disposal

Short term contracts 2 FTE (2 years only)


£48,000 pa

Heritage partnerships budget

£25,000
£25,000

Service budget for outreach/marketing

a. 50% need

b. 100% need

£30,000
£60,000

Conservation

a. COS 0.5 FTE

b. OCMS 1 FTE


£15,000

£30,000

Cogges

New partnership with WODC

£100,000
£100,000



TOTAL GROWTH
0

*external funding bids
£340,000
£614,000

7. Action Plan – Key Points

In order to achieve the following Action Plan Option c funding will be required; however good progress can be made towards the plan (described by the bullet points below) over a longer time period with Option b funding:

1.  Be relevant to the communities it serves, creative and imaginative in the way it is presented, and modern in terms of how it is run.

· A consultation process will be implemented to inform service improvements and programmes 

· Refurbishment of the reception and entrance area to COS will be included in the Central Library/COS refurbishment project 2004/5

· COS will be renamed and rebranded as part of that development

· A forward plan will be developed and implemented for Cogges Manor Farm Museum

2. Actively seek collections which will best illustrate the history and natural history of Oxfordshire and its diverse communities, and regularly review these to ensure that they remain relevant.

· A heritage service acquisition statement will be drafted by the Heritage Management Team for consultation with partners, elected members and the public.

· The COS acquisition policy will be rewritten by the Head of COS  for consultation as above.

· An initial audit of collections will be carried out  to identify possible areas for disposals and to make recommendations to the Executive on the resources needed to implement those recommendations.

· An acquisition plan for late 20th and 21st century collections will be prepared by the Heritage Management Team for implementation in 2005.

3. Fully document all our collections, and ensure that all collections and associated information are made easily accessible to the public.

· Priority will be given to publishing the Photographic Archive on the County Council’s web site, including an online ordering system

· Cataloguing will include enhanced records in order to extend interest in the collections.

· A review of work practices will be carried out in COS by the Head of COS with the aim of releasing additional staff time for documentation work.

4. Store their collections in good facilities that meet national standards and provide for long-term preservation, and allow for timely access.

· A storage strategy will be prepared 

· External funding for Phase II of the Museums Resource Centre will be sought by the CMHO, aiming for completion within 5 years.

· Urgent attention will be given by the Director for Learning & Culture and Director of Resources to the building maintenance and environment in Central Library and COS to stop the current leak and improve environmental conditions.

· With the Library Service space will be made available in the ‘stacks’ in Central Library for COS material 

· COS and ORO will work jointly on the opportunity to use storage space in the basement of the Town Hall

· If the opportunity arises to consider the relocation of COS, then high priority will be given to ensuring that adequate storage space is provided for those collections that require immediate access.

5. Ensure that their collections are cared for adequately to preserve them for future generations.

· The refurbishment of Central Library/COS in 2004/5 will include improvements to the security of the collections in COS

· A receptionist will be appointed for COS to ensure that the reception desk is constantly staffed (for security and to provide a welcome). 

· A review of conservation needs in COS will be carried out by the Head of COS, with support from the conservation officers at ORO and OCMS

6. Make effective use of information technology to give easy access to our collections and present them in a way that encourages greater interaction with heritage.

· High priority will be given to publishing the service catalogues on the County Council’s we site in partnership with Corporate ICT

· The service will work with Corporate ICT to provide integrated access to the catalogues 

· High priority will be given to publishing the photographic archive on the County Council’s web site

· A review of the heritage service section of the web site will be carried out in partnership with the corporate web team by December 2004

· A service level Agreement will be drawn up with Corporate ICT to establish response times to ICT issues.

7. Devise and publish service standards that meet with the expectations of our customers, and regularly review our performance against these.

· Following consultation with users, service standards will be published 

· Customer comments will be reviewed regularly by the heritage management team and CSMT

8.Provide a welcoming, comfortable atmosphere where the public are encouraged to learn and be inspired.

· Refurbishment of the reception and entrance area to COS will be included in the Central Library/COS refurbishment project 2004/5
· A  receptionist will be appointed for COS to ensure that the reception desk is constantly staffed (for security and to provide a welcome). 

· Phase II of the MRC will include a more welcoming public reception area

9. Seek to attract new audiences through a targeted outreach programme and through greater involvement with schools.

· The service will prepare an audience development plan which will identify target groups for development work, including: pre-school children (TOM and Cogges), school-age children, people with disabilities, people from minority ethnic communities, older people, people who are rurally isolated. The plan will necessarily be limited by the resources available and may have to be spread over a long period of time, or focus on one or two groups per year.

· In all the above instances individual members of staff will be identified to lead the work with each target group. The staff will work closely with the Library Service staff similarly identified.

· As good practice, the DCMS six-point methodology for social inclusion will be followed and the appropriate published guidelines and reports identified, studied and applied. Barriers to access and use will be highlighted and solutions for their removal identified. Regular consultation will take place with representatives from the various groups and there will be improved joint working with other agencies, County Council directorates etc.

· The service will work with SDS and schools to develop content for the County Council’s website with Corporate ICT support 

· Cultural loans service to schools (including material from all the heritage sections) will be launched 

· The services will aim to attract new audiences by using their collections in creative and imaginative ways. Activities, demonstrations, events, lectures, workshops etc will be organised to meet the needs of target groups and promoted widely.

· In order to interpret the collections to as wide an audience as possible and to use the collections to explain history or to tell ‘stories’ and fire imagination each service point will provide changing exhibitions. These will be planned to attract a wide range of audiences.  Exhibitions will present  themes and relevant subjects in a lively and challenging way to stimulate thought and discussion.

10.Work in partnership with other heritage service providers 

· Heritage service will continue to work in partnership with other heritage providers and develop relationships with Ruskin College, Oxford University, Oxford Brookes University and others.

· OCMS will strengthen the partnership with the District Council funded museums in Oxfordshire through the Museums Joint Working Group, continue to work with the Thames Valley Museums Group and South East hub and to work closely with OMC

11. Support communities and local societies to access and preserve their heritage.

· The service will continue to work with the Oxfordshire Local History Association, Family History groups, local history societies and other specialist groups

· The service will continue to support independent museums throughout Oxfordshire

· The service will seek funding to support outreach advisers on heritage matters to local communities and societies

12. Provide a cost effective and well managed service, offering excellent value to the people of Oxfordshire

· The senior management of cultural services is being reviewed by the Head of Cultural Services. The Head of Heritage will be separated from operational involvement in any one section of the heritage service. 

· Within that review a head of museums post will be established, based at the Museums Resource Centre

· A new Heritage Service Management Team will be in place by November 2004

· Heritage Service Management Team will improve the integrated planning of the heritage service by longer term planning and involving all staff in the planning process.

· There will be improved systems for providing appropriate management information to all managers and for its monitoring.

· Continuing efforts will be made to maximise income, especially external funding opportunities which meet the priorities of the service.

· The new management team will instil a culture in the organisation that encourages staff to work together, to be innovative and bold.

8.  Service Improvements

The Key Service Improvements described in the tables below are based on funding in Option b.

Glossary of Terms

CIPFA     Chartered Institute of Public Finance and Accountancy

CMHO     County Museums and Heritage Officer

COS        Centre for Oxfordshire Studies

HLF         Heritage Lottery Fund

MLA        Museums Libraries and Archives Council (formerly Resource)

MRC       Museums Resource Centre, Standlake (formerly Oxfordshire Museum Store)

MUSE     Museum User Survey Evaluation

OCMS     Oxfordshire County Museums Service

OLIS        Oxfordshire Library Information System

OMC        Oxfordshire Museums Council

OPA         Oxfordshire Photographic Archive (based in COS)

ORO        Oxfordshire Record Office

SDS         Schools Development Service

SEMLAC  South East Museums Libraries and Archives Council

TOM         The Oxfordshire Museum

TVMG       Thames Valley Museums Group

VCH          Victoria County History

WODC      West Oxfordshire District Council

WSI           Whole Service Inspection (Audit Commission)

Key Service improvements



High priority for implementation

1


Access and Customer Service

2


Collections

3


ICT and Cataloguing

4


Storage

5 


Outreach and Learning

6


Partnership and Community Engagement

7


People, Planning & Resources

2. Action Plan

Service improvement 1
Access and Customer Service

Description
· Establish a consultation process to inform service improvements, work programmes and customer standards, and monitor customer satisfaction

· Create good facilities for the public at COS

· Achieve improved facilities at Phase 2 of the Museum Resource Centre

Objective


· Devise and publish service standards that meet with the expectations of our customers, and regularly review our performance against these.

· Provide a welcoming, comfortable atmosphere where the public are encouraged to learn and be inspired.

· Be relevant to the communities it serves, creative and imaginative in the way it is presented, and modern in terms of how it is run


Proposed service improvement targets


Completed by

1
Initial refurbishment and rebranding of COS
May 2005

2
Customer standards agreed and in place
July 2005

3
90% satisfaction with COS & ORO (customer comments)
March 2006

4
Visitor numbers for heritage increased from 140,000pa to 150,000pa 
March 2007

5
Customer satisfaction increased from 58% to 60% (museums)
March 2007

6
100% achievement of customer standards
July 2007

Costs

Refurbishment and rebranding of COS to be funded from a proportion (to be agreed) of the initial £400,000 for Central Library site 2004/5

Option b funding: COS reception 1.5 FTE £28k pa

Risk assessment

Other demands for expenditure within Central Library site

Ability to release staff time from front line/public service duties to work on the plan and these targets

Issues to consider – areas that will be affected by implementation

Rebranding and refurbishment of COS could increase numbers further and place greater pressure on staff 

Inconsistencies in data and comparability

Relocation of Peoples’ Network computers

Implementation plan

To be developed by: December 2004



Service improvement 2
Collections

Description
· Refresh the acquisitions policies of the Service in consultation with partners, Members and the public

· Audit current collections and dispose of superfluous items

· Review and accommodate the conservation needs of the Service



Objective


· Ensure that their collections are cared for adequately to preserve them for future generations

· Actively seek collections which will best illustrate the history and natural history of Oxfordshire and its diverse communities, and regularly review these to ensure that they remain relevant

· Be relevant to the communities it serves, creative and imaginative in the way it is presented, and modern in terms of how it is run


Proposed service improvement targets


Completed by

1
New acquisition policies agreed and in place
December 2004

2
All conservation needs identified
July 2005

3
100% adherence to new acquisition policies
March 2006

4
Initial audit of collection completed
March 2006

5
Disposal of items completed
March 2008

Costs

Option b funding: ORO/COS cataloguing staff to identify disposals £25k

Option c funding: Archaeological disposal staff £48k pa for 2 years

Risk assessment

Uncertainty about the volume of collections for disposal

Difficulty of assessing collections and checking for duplication

Offer of outstanding heritage collection of great significance to Oxfordshire

Issues to consider – areas that will be affected by implementation

Public interest and involvement in acquisitions may increase pressure on service



Implementation plan

To be developed by: March 2005



Service improvement 3
ICT and Cataloguing

Description
· Provide an on-line catalogue of collections for research and educational use

· Implement the integrated access project in partnership with Corporate ICT

· Publish the photographic archive on the internet and enable online purchasing

· COS printed books catalogue computerised and on the web

· Improve public access ICT facilties through a service level agreement with Corporate ICT

Objective


· Fully document all our collections, and ensure that all collections and associated information are made easily accessible to the public.

· Make effective use of information technology to give easy access to collections and present them in a way that encourages greater interaction with heritage.

· Be relevant to the communities it serves, creative and imaginative in the way it is presented, and modern in terms of how it is run


Proposed service improvement targets


Completed by

1
ICT issues resolved within 5 days of reporting
December 2004

2
90% public access ICT facilities working at all times
December 2004

3
OCMS, ORO and COS catalogues available on the web
March 2005

4
10% of the photographic archive available online
March 2006 

5
Income from photographic sales increased by 10% pa
March 2007 onwards

6
Website hits (visits) increased from 60,000 to 70,000
March 2007

7
100% COS book catalogue on the web
March 2007

Costs

Option b funding: 1 FTE cataloguing staff £25k pa

                             1 FTE digitisation staff £20k pa

                             1 FTE manager of OPA £29k

Risk assessment

Cooperation and support from Corporate ICT

Reliance on ICT

Possible fall in visitor numbers if enquiries and research can be met over the web

Issues to consider – areas that will be affected by implementation



Implementation plan

To be developed by: December 2004



Service improvement 4
Storage

Description
· Develop and implement a comprehensive storage strategy for the Service

· Plan for further development at the Museum Resource Centre and a new location for the Centre for Oxfordshire Studies

· Increase current available storage space through increased efficiency

Objective


· Store collections in good facilities that meet national standards and provide for long-term preservation, and allow for timely access.

· Obtain external funding to build Phase II of the Museums Resource Centre


Proposed service improvement targets


Completed by

1
Achieve storage opportunity in Town Hall for ORO and COS
December 2004

2
COS storage in Central Library reserve stacks
March 2005

3
1500sqm of additional storage space created
March 2009

4
100% of storage meets national standards
March 2009

Costs

External funding: Capital costs of Phase II of MRC c £1.5m

Option c funding: Archaeological disposal staff £48k for 2 years

Risk assessment

Library stock review releasing space

External funding for Phase II of MRC

Staff time to prepare external funding bids

Town Hall development may reduce storage area available

Issues to consider – areas that will be affected by implementation

Possible West End development and new Central Library, including COS – opportunity to integrate storage in the new premises

Implementation plan

To be developed by: March 2005



Service improvement 5
Outreach and Learning

Description
· Implement an audience development plan in cooperation with other services 

· Establish a cultural loans scheme to schools

· Adopt a planned, coordinated approach to more creative displays, exhibitions and activities

Objective


· Seek to attract new audiences through a targeted outreach programme and through greater involvement with schools

· Be relevant to the communities it serves, creative and imaginative in the way it is presented, and modern in terms of how it is run


Proposed service improvement targets


Completed by

1
95% audiences respond positively to displays and events
March 2006

2
100% of target schools reached by the Culture Bus
March 2006

3
Education programmes reaching 2000 pupils and adult learners in COS and ORO
March 2006

4
100 schools reached by cultural loans scheme
March 2006

5
5000 first time visitors using the Service
March 2007

6
BVPI 170c (pupils visiting museums) increased from 1857 (2003/4) to 2600 (2006/7)
March 2007

Costs

Option b funding: 1 FTE access and learning post (ORO and COS) £32k pa

                            Outreach and marketing budget £30,000



Risk assessment

Schools’ willingness and ability to organise and fund visits

Staff time to assist with education work



Issues to consider – areas that will be affected by implementation

Difficulty of collecting data



Implementation plan

To be developed by: March 2005



Service improvement 6
Partnership and Community Engagement

Description
· Continue successful partnerships, and develop new partnerships to achieve economies of scale and efficiencies

· Work closely with local groups and societies to meet their needs

· Increase joint funding opportunities

Objective


· Work in partnership with other heritage service providers

· Support communities and local societies to access and preserve their heritage

· Be relevant to the communities it serves, creative and imaginative in the way it is presented, and modern in terms of how it is run


Proposed service improvement targets


Completed by

1
Community heritage outreach officer(s) in post to help coordinate local heritage initiatives (HLF funding)
September 2005

2
90% satisfaction rating with stakeholder and partner organisations
March 2006

3
80% funding bids successful
March 2006

Costs

Option b funding: Heritage partnerships budget £25,000

                            Outreach and marketing budget £30k pa

Staff time to prepare bids

Risk assessment

Conflicting demands of user groups

Changing criteria for grants and trusts

Time demands on senior staff

HLF funding for community outreach officer(s)

Issues to consider – areas that will be affected by implementation



Implementation plan

To be developed by: July 2005



Service improvement 7
People, Planning and Resources

Description
· Establish a revised management structure and instill a culture of cooperation, innovation and boldness amongst staff

· Maximise income and external funding opportunities

· Improve service planning and performance management

· Develop and implement a 5 year strategy for Cogges Farm Museum

Objective


· Provide a cost effective and well managed service, offering excellent value to the people of Oxfordshire

· Be relevant to the communities it serves, creative and imaginative in the way it is presented, and modern in terms of how it is run


Proposed service improvement targets


Completed by

1
New Heritage Management Team in place
November 2004

2
Cogges future secured
March 2005

3
Integrated service planning in place
April 2005

4
All targets in service plans met
March 2006

5
Staff morale significantly improved
March 2006

Costs

Option b funding: Museum service manager £51k pa

                            Cogges – new partnership with WODC £100k pa

Risk assessment

Staff morale difficult to measure and affected by factors beyond our control

WODC funding and support for Cogges

Issues to consider – areas that will be affected by implementation



Implementation plan

To be developed by: December 2004
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