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Introduction

In commissioning this report the Holywood Arts Trust (HAT) have asked for three outputs:

· A coherent Public Art Strategy for Holywood

· A sound basis for fundraising

· Practical information to assist them in the delivery of the Strategy

I have tried to make the report as clear and user-friendly as possible. In order to do this I have presented the information first in summary form and then followed with more detail.  

The Contents page gives information about what is in each of the sections. Where information was potentially useful, or just interesting, but was more detailed than needed in a particular section, it had been included in the Appendices.

In addition to the Appendices, attachments have been included. These are items such as funding application packs, research material on Rosamond Praeger and useful information from other sources relevant to commissioning public art.

Commissioning this report is just the first step in embarking on implementing a Public Art Strategy in Holywood. The Strategy recommends a developmental approach, building on existing resources, to provide a solid foundation for introducing new artworks to the town. Part 1 gives an overview of the tasks and processes involved in commissioning public art and indicates how these could apply to the Holywood situation.

Proceeding from the idea to the reality will require long, hard, patient work on the part of HAT. They are to be congratulated on their vision and innovative thinking on embarking on this project and I wish them every success.

Una Walker

Arts Consultant

September 2003

Positioning the Holywood Public Art Strategy

In developing a public art strategy Holywood Arts Trust (HAT) has two overarching aims:

· To celebrate Holywood’s existing townscape and artworks, and to enhance their benefit as an important cultural, educational and visitor resource,

· To commission new art works which will further enhance the image of the town, contribute to the quality of life of local people and become an additional cultural, educational and visitor resource.

In articulating these aims HAT has recognised the changing place of arts and culture in the contemporary world. The Arts Council of Northern Ireland (ACNI), in its current five-year plan, Inspiring the Imagination, Building the Future (ACNI 2001), describes this change:

“The emphasis on the arts as a discrete sphere of activity is yielding to a broader conception of culture that locates it within a social and economic setting.”

Part of this social and economic setting includes the current steps towards political settlement In Northern Ireland, and accompanying this, a greater sense of economic self-reliance. 

The NI Department of Culture, Arts and Leisure (DCAL) have set out their own priorities and goals in their 2001 – 2004 strategy document Face to Face (DCAL, 2001). Their strategic goals are to:

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

2. Promote and celebrate cultural diversity and individual creativity

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

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

5. Lever resources to maximise positive social and economic impact

In seeking to develop this project with local communities and locally based businesses HAT will be delivering on many of these goals in a local context. 

HAT has also recognised the wider role arts and culture can play in the economic development of the area, especially in the area of cultural tourism.

In 1998 ACNI, the Northern Ireland Tourist Board (NITB) and other interested organisations jointly commissioned a report entitled The Cultural Sector: A Development Opportunity for Tourism in Northern Ireland. 

The brief for this report included compiling an audit of existing art-based tourist activities and defining the potential market for cultural sector tourist development. In relation to the market for cultural tourism the report identifies two approaches: developing cultural destination status; and using events and activities to enhance the visitors experience. The Holywood Public Art strategy has the potential to contribute to both of these. 

In the shorter term Holywood can use its assets as “ a means of defining a destination and adding to its overall appeal and sophistication” and “as a means of adding value to a visit and increasing customer satisfaction.” (NITB 1998) In the longer term, with the development of the art trail and associated events, especially if these are tied in with parallel developments e. g. the Ards Art Trail, it may be possible to attain “cultural destination” status.

In addition to overlapping with the aspirations of ACNI, DCAL and plans for developing cultural tourism, the Holywood Public Art Strategy also begins to address some of the issues raised in the Department of Regional Development’s Regional Development Strategy. In relation to Holywood it states, “ Further growth is restricted by the need to protect its setting.” But also raises the question “ What opportunities exist to promote the regeneration and improvement of Holywood Town Centre?” HAT sees these two issues – “protecting its setting” and opportunities “to promote the regeneration and improvement …” as being inter-related. By conserving and celebrating its cultural heritage, and, at the same time initiating innovative contemporary artworks an Arts Strategy can be an engine of regeneration.

Holywood – Background

In his book “Two Centuries of life in Down – 1600 – 1800” John Stephenson quotes a traveller in the early 19th century who has remarked that it is strange that there are no bleach greens in the parish of Holywood, 

“ though the neighbourhood of Belfast, in general, abounds with them….We have a few calico and muslin looms employed by Belfast Manufacturers. Stocking weaving, however, seems to be a more favourable pursuit. The hosiers’ looms in the Village, (Holywood) and its vicinity are at least 20 in number.”

This quotation neatly illustrates Holywood’s historical position on the shores of Belfast Lough – in the vicinity of its larger neighbour, but maintaining its own distinctive character. The town may no longer be a centre for stocking manufacture but it has managed to maintain something of this distinctive character to the present day.

The first written references to Holywood as a settlement date from the 6th century when a Celtic monastery was located in the Ballymenoch  area. Following the Norman invasion this was replaced by a Franciscan Abbey. The Old Priory is all that remains of this monastic past, the building having been substantially altered in the 15th and 17th centuries. The tower was added around 1800 and has some interesting carvings around the door and window.

Holywood, along with a large portion of North Down, was granted to Sir James Hamilton during the Plantation of Ulster in the early 1600’s. It was granted a charter as a market town and it is likely that the erection of the Maypole dates from this period.

Following the expansion of Belfast Holywood became a fashionable seaside resort. At this time, the first half of the 19th century, communication between Belfast and Holywood was by coach service. The opening of a railway connection in 1848 led to a rapid expansion of the town. The town continued to expand along the High Street – Church Road/Shore Road pattern established back in the 17th century. Among the new buildings was the Sullivan School, now the Holywood Library, built in 1862.

In 1856 the railway was extended to Bangor. This had two effects on the town – holiday makers largely made Bangor their destination of choice leaving Holywood to its inhabitants, and the railway embankment effectively cut the town centre off from the sea. 

The town has continued to expand and currently has a population of approximately 17,000. Despite its proximity to Belfast, the effects of 30 years of civil disturbance and the increasing homogenisation of contemporary building styles, Holywood has maintained its own character. In formulating and implementing a public art strategy the intention is to enhance that distinctiveness and sense of place and to share it with others.

A note on Rosamond Praeger

Northern Ireland is not noted for its sculptors and the first half of the 20th century was a particularly difficult time for artists in general in this part of the world. During this period possibly only one sculptor of note continued not only to survive, but to thrive. That sculptor was also a woman and Holywood should be proud that Rosamond Praeger based herself in the town.

Rosamond Praeger was born in Holywood in 1867 and was educated at the Sullivan School. She continued her art education in Belfast, the Slade School in London and in Paris, before returning to Holywood in 1914. She built a two story studio in Hibernia Street and continued to work there until shortly before her death in 1954.

Many Holywood residents are not aware that “Johnny the Jig”, the sculpture in High Street outside the children’s playground, is the work of Rosamond Praeger. A number of her sculptures have been donated to Holywood Library and are on display in the glass-case at the entrance. A more interesting bronze work stands beside the enquires desk. The last exhibition of Praegers work was held in the Queen’s Hall in 1975. Her work is now being reassessed and she is the subject of a biography by Joseph McBrinn. In embarking on this public art project HAT can draw on an established tradition in the town of Holywood.  

(See the Praeger attachment for further information)

Summary Holywood Public Art Strategy 

The Holywood Arts Trust’s Public Art Strategy has two principle aims:

· To celebrate Holywood’s existing townscape and artworks, and to develop their use as an important cultural, educational and visitor resource

· To commission new art works which will further enhance the image of the town, contribute to the quality of life of local people and become an additional cultural, educational and visitor resource.

The main objectives of the Public Art Strategy are:

· To develop the town’s cultural profile locally, nationally and internationally

· To enhance local distinctiveness and sense of place and through this to develop civic and community pride

· To encourage people to value their surroundings

· To enrich the cultural life of the town, improving the quality of life for local people

· To provide a focus and stimulus for visitors.

· To contribute to the process of Peace and Reconciliation in Northern Ireland.

Holywood Arts Trust will seek to achieve these aims and objectives using a developmental process over an extended period of time. They will: 

Short-term (Year 1)

· Consult with local people on the Public Art Strategy

· Promote interest in the work of Rosamond Praeger, bringing it to the attention of a local, national and international audience

· Promote interest in the history of the town, its built heritage and existing artworks 

· Commission temporary artworks which will animate selected public spaces in the town and encourage interest and debate 

Short - medium-term (Years 1 – 3)

· Commission a series of new artworks over a two year period for sites along the Belfast Road – High Street – Bangor Road axis of the town

· Organise workshops with appropriate communities of interest in association with the artists selected to make the artworks

· Organise public talks and/or exhibitions to promote the new artworks
· Amalgamate information on Rosamond Praeger, cultural and built heritage and the new artworks into an expanded town guide.
Long-term 

· On successful completion of the first series of new artworks initiate a second phase of new artworks along the Church Road – Shore Road axis of the town with the objective of reconnecting the town centre with its shoreline

· Encourage new and existing property development company’s to include artworks in any new developments or renovations
Action plan Short-term (Year 1)

Introduction

In undertaking these actions during the short term the intention is not only to achieve the particular outcomes, but also to lay the groundwork for the successful implementation of the Short – Medium term aim of commissioning new works. 

The commissioning of new work is a long process, dependent on raising substantial funding, so in addition these short term actions should encourage a sense of achievement and provide mile stones for celebration along the way. 

1. Consult with local people on the Public Art Strategy

	Point
	Action
	Partners/

Sources of

Information
	Poss 

Funders

	1.1
	Carry out a survey of local people to assess support for the Strategy’s aims and objectives
	Sample 

Questionnaire 

In Appendix I
	

	1.2
	Assess interest in taking part in artist-led workshops in relation to new artworks
	Community groups/schools

List attached
	


2. Promote interest in the work of Rosamond Praeger, bringing it to the attention of a local, national and international audience

	Point


	Action
	Partners/ Sources of 

information
	Poss Funders

	2.1
	Make an inventory of Praeger artworks accessible to the public in Holywood
	Awards for All info Pack  attached
	Awards for All

	2.2
	Commission a leaflet on Praeger’s life and work and a walking guide to associated places in town
	Info on Praeger attached
	Awards for All

	2.3
	Make leaflets available locally and through NITB offices across the Province
	NITB
	

	2.4
	Seek to have information about Praeger included in “Kingdoms of Down” and other tourist information
	NDBC

NITB
	

	2.5
	Work with Holywood Library staff to organise a Praeger related event
	SEELB contact info in

Appendix II
	Awards for All

	2.6
	Investigate compiling a Rosamond Praeger schools work-pack
	SEELB art specialist App II
	


3. Promote interest in the history of the town, its built heritage and existing artworks 

	Point
	Action
	Partners/

Sources of 

information
	Poss 

Funders

	3.1
	Commission a Holywood “Culture and Heritage” walking guide leaflet
	Holywood Res. & Conservation group
	Awards for All/NDBC

	3.2
	Make leaflet available locally and through NITB offices across the Province
	NITB


	


4. Commission temporary artworks which will animate selected public spaces in the town and encourage debate 

	Point
	Action
	Partners/

Sources of

information
	Poss

Funders

	4.1
	In association with an established event (May Day, Jazz Festival?) commission a series of temporary artworks. Suggested sites: Spafield Playing Fields, wall at junction of Shore Road and Strand Ave, grey concrete wall in Hibernia St car park
	NDBC Arts Office
	NDBC

ACNI

Awards for All

	4.2
	In association with Holywood Library organise an exhibition of working drawings etc for the art works
	SEELB

NDBC Arts

Office
	


Short - medium-term (Years 1 – 3)

5. Commission a series of new artworks over a two year period for sites along the Belfast Road – High Street – Bangor Road axis of the town

Short introduction to commissioning public art

Commissioning public art, especially as in this case where a number of works are to be commissioned, is a complex business. The following is a summary of the different tasks and processes involved, all of which must be in place in order to contribute to a successful outcome. This is aimed at giving a broad overview and at the same time applying these established practices to the plans for Holywood. Where more detailed information is necessary it is included in Parts 2 or 3,in the appendices or as attachments.

Definitions of Public Art

The term “public art” does not denote a particular type of art, rather it describes the circumstances in which the public encounters the art. Public art may be defined as works of art or craft: 

· which are wholly, or partly financed from public funds and are located in a place freely accessible to the public, e.g. a street;

· or, which are wholly or partly financed by public funds and are located in locations with limited access for the public, e.g. hospitals;

· or, are wholly financed by private sources and are located in a place freely accessible to the public.

The term Public Art encompasses many types of visual art or craft, temporary or permanent works, and works located in both internal and external sites. The Commissioners may want particular media uses in the work for aesthetic or practical reasons and if this is the case it must be clearly stated in the commission brief.

Examples of various media and approaches which may be used in Public Art programmes:

Sculpture in any medium – from traditional materials like stone to fibre-optics and light

Drawing and works on paper in any medium

Fine art print

Photography

Installation or assemblage – either temporary or permanent

Murals 

Mosaics

Glass in either 2D or 3D

Painting in any medium

Tapestry/ Fabric work

Performance art work

Resident artists programme

Video or internet projects

Aims and objectives

It is very important that commissioners have clear aims and objectives when starting the process of commissioning public art works. These assist in decision-making at every level and provide a bench-mark for measuring the success of the project. HAT has already identified its main objectives through a questionnaire and these have provided the basis for the main aims and objectives as outlined in the Summary Strategy. The full results of the questionnaire are in Appendix I.

The Short-term action plan allows for further refinement of the aims and objectives through public consultation. Any revisions to the aims and objectives should be applied to decisions made during the commissioning process.

Project Management

For a large and complex project such as this it is essential that every one involved is clear about their own role, where and how decisions are made and how information is communicated. 

Commissioners < > Public Art Steering Group < > Project manager < > Artists

Commissioners

In this case the Holywood Arts Trust Ltd will be the commissioners. Any funds raised from either private or public sources will be paid into the HAT bank account. Any legal contracts entered into with artists, sub-contractors etc will be between HAT and the other party. HAT will have overall legal and moral responsibility to oversee the implementation of the public art project, though they may delegate some or all of the decision-making for the project to a sub-committee.

Public Art Steering Group

In a large project like this it would be normal to establish a sub-committee to deal with its practical aspects. The Steering Group should consist of representatives of the Commissioners, independent artists, possibly representatives of the funders and perhaps others co-opted for their specialist professional or local knowledge. The role of the Steering Group is to see that the project runs smoothly, on schedule and to budget. The Steering Group may also play a role in the selection of the artists and could in fact double as the selection panel.

The extent of the powers of the Steering Group should be made clear from the start and be agreed by the Board of HAT. One of the roles of the Steering Group is to report back to the Commissioners, the Board of HAT. Although there may be overlap in membership of both bodies, it is advisable that the reporting be keep formal by inclusion as an agenda item at Board meetings. 

While the Steering Group may have a more hands-on role than the Board, the day to day management of the project is usually carried out a project manager who should also be a member of the SG.

Project Manager

Project managers in public art projects are often professional consultant or specially employed lead artists. In this instance the Town Centre Management Office and the Arts Officer for NDBC, have indicated their willingness to act as project managers. This arrangement has many positive aspects – they have local knowledge and the skills required to carry out the job. Not least, they are willing to undertake this role as part of their normal duties saving the cost of paying someone else. This help-in-kind can be used to offset some of the Lottery requirement for partnership funding.

The Project Manager will probably take charge of fund-raising, dealing with funding applications and liasing with relevant contacts. They will also responsible for obtaining planning permission and dealing with statutory bodies.

The Project Manager is the person who works directly with the artists. They will negotiate the contact, organise payments, and maintain ongoing communication about the project. They will liase with local community groups, schools etc who may be involved in workshops or consultation with the artist. Depending on the conditions of the contract, the Project Manager may be responsible for overseeing the installation of the finished work.

Artists

The artist’s role is to deliver the artwork in accordance with the details agreed in the contract with the Commissioners. These details will depend on the individual requirements of each commission but in all cases should include an agreement on keeping the Project Manager updated on the progress of the work. 

Selection process

There are numerous methods for selecting artists for public art commissions – an overview of these is available in Part 3. In recent years selection processes have become more flexible, moving away from two-stage open competition in an effort to match the needs of the commissioners and available artists more effectively. The selection procedure decided upon will have an impact on the budgets and briefs and may also need to be assesses in relation to requirements of funders (see ACNI Lottery information).

Developing the Brief

Developing the Brief for each artwork provides an opportunity for the Steering Group to pin down exactly what they want to achieve for each site. As well as containing information on background, budgets, timeframes etc, the brief should also spell out the role of the artist, the degree of community participation, workshop requirements etc. While there will be overlaps in the briefs for each site, each brief should also contain information specific to the particular site.

A full checklist for what should be included in a brief is available in Part 3.

Budgets

The available budget for the project is obviously dependant on successful fundraising. The budgets outlined here are based on a best-case scenario. 

The projected overall budget for the completion of the first phase of new artworks is approximately £140,000. This includes all costs – administration, advertising, costs of fabrication of the works, artists’ fees, installation costs, marketing etc.

A budget for artworks for each of the individual sites is listed also. 

Detail on budgets and possible funding bodies is included in Part 2.

Contracts

Every commission is different and will require a unique agreement between the commissioner(s) and the artists(s). However, while relying on sample contracts is now discouraged, there are common themes to commissions. The contract will be in 2 parts:

· Part 1 - The agreement This sets out clearly what is being agreed, who will be responsible for what and overall budgets.

· Part 2 - The schedule of work and schedule of payments. The schedule of work provides much more detail on the nature of the work, and processes and timetables for its delivery and installation. The schedule of payments is linked to the schedule of work and sets out when payments will be made and on what conditions.

Complete checklist of items, which should be considered for inclusion in the contract, is in Part 3.

While the commissioner should draft the initial document this should be seen as a starting point for discussion with the artist. It is best if the contents are negotiated and arrived at by consensus. This leads to a clearer understanding of roles and responsibilities and can help avoid misunderstanding or conflict later in the process. The commissioner and artist should be viewed as working in partnership to achieve an agreed goal.

Sites

A number of sites have been identified as possible locations for artworks. These range from the grass and shrub covered area at the junction of the Bypass and the Belfast Road to much more pedestrian friendly sites in High Street. The sites fall into two groups: 

· 2 “gateway” sites (the Bypass junction at one end of town, and at  Ballymenoch Park at the other)

· A series of sites along or just off High Street

The different sites will require different solutions and approaches from the selected artists and this should be born in mind when deciding on selection processes and writing the briefs.

	Location
	Site
	Approach
	Priority

	Junction of Bypass and Belfast Road
	Grass and trees
	This site is not accessible to pedestrians but is highly visible to passing cars. It is the main “gateway” for cars coming from the Belfast direction. To deal with the scale of this site will require a larger budget than the other sites.
	High

	Spafields
	Playing fields
	The large grass embankment bisected with steps has been identified as a possible site. This site is problematic – it is a functioning football field and is very vulnerable, and it can only be properly viewed from the Bypass. It is suggested that in the short-term it would be a good site for temporary work and its future use reassessed.
	Medium

	Queen’s Leisure Centre
	Forecourt and/or exterior walls
	There are numerous possibilities for siting artworks in this location. There is also the possibility of involving community or other groups in working with an artist.
	High

	Hibernia St 
	South Car -park and corner with Hibernia St
	There are a number of problems with this site – the neglected backs of buildings surround the car-park and the public toilets dominate the view up the street. It is questionable whether public art would solve these problems
	Low

	Hibernia St Sullivan Court
	Brick wall at junction with High St
	This large expanse of red brick wall is interrupted with windows, various signs and utility outlets. All of these would make the placing of artwork difficult. It could be used to site temporary work.
	Low

	Holywood Library
	Frontage onto the street
	The library is a listed building so it will not be possible to attach anything to the walls. However, there are various possibilities for either a free-standing work or embedding work in the pavements. This is also a good location for creating public involvement in the project
	High

	Shore Road
	Gable wall at junction with Strand Avenue
	This large expanse of wall can be seen clearly from High St. In the first instance it may be a good site for some temporary work.
	Medium

	High Street
	Front of children’s playground


	Rosamond Praeger’s “Johnny the Jig” Is placed to one side of the gates. There is a long wide frontage to the playground which provides much scope for placing art works. The association with Praeger and the possibility of working with children and young people also opens up opportunities for an artist.
	High

	1 – 7 High Street
	Front of low-rise, old peoples’ flats
	On the opposite side of the street and a little further up from the playground is a grassed over area in front of these flats with the Old Priory to one side. This area and perhaps the exterior walls of the flats offer various opportunities. This site also presents the possibility of involving the elderly in the project.
	High

	Junction of Bangor Rd, Bypass and Croft Rd
	Grassed area at junction
	This area mirrors the “gateway” at the other end of town. However it has some problems – it is the main footpath along the Bangor Rd and there are crossing lights etc. This could be the site of the other “gateway” or,
	High?

	Bangor Road
	Gateway to Ballymenoch Park
	The Park fronts onto the Bangor Road as it approaches the Bypass. The gates are clearly visible from the road. At present there are grey stone gate posts with some rusted metal at the top. This gate could be replaced with an interesting and exciting “gateway”.
	High?


Remarks on the prioritised sites

	Site
	Site owner
	Remarks

	Junction of Belfast Rd and Bypass
	Roads Service
	Assuming agreement is reached with Roads Service, it would be wise to have a survey of soil type, drainage etc before proceeding with the commission as deep foundations may be required.

In negotiating use of the site see if Roads Service will agree to carry out site preparation and landscaping after installation of the work.

	Queen’s Leisure Centre
	NDBC
	In negotiating use of the site see if NDBC will agree to carry out site preparation and landscaping after installation of the work.

	Holywood Library
	SEELB
	The wide frontage to the pavement may be owned, along with the building, by SEELB. In negotiating use of the site see if SEELB will agree to carry out site preparation and landscaping after installation of the work.

	Children’s Playground
	NDBC?
	The wide frontage onto the pavement may be owned by NDBC. In negotiating use of the site see if NDBC will agree to carry out site preparation and landscaping after installation of the work.

	High St Old Peoples’ flats
	NIHE
	Similar flats further down High St are in the process of renovation. It may be worthwhile approaching NIHE to see if an artwork could be incorporated into the renovations. In negotiating use of the site see if NIHE will agree to carry out site preparation and landscaping after installation of the work.

	Ballymeoch Park Gates
	NDBC
	In negotiating use of the site see if NDBC will agree to carry out site preparation and landscaping after installation of the work.


The number of locations that can be included in the project will depend on funds raised and obtaining access to the sites. 

6. Organise workshops with appropriate communities of interest in association with the artists selected to make the artworks.

Workshops can range from an “art class” model, where the artist introduces interested people to new materials or techniques, to the involvement of communities in the origination and fabrication of the art work.

The Commissioner must decide the level of community involvement they wish to see in some or all of the commissions. This decision may arise out of the level of interest expressed (Short-term action plan, Point 1.2)

This decision must also be weighed against the criteria or conditions of funding bodies. As well as providing an opportunity for involving people who live in the locality it may also be possible to include people who work in Holywood. This may be significant if funding is sought from Arts and Business to match sponsorship from businesses in the area.

Any commitment to running workshops and the objectives of the workshops must be made clear in the artists’ briefs.
7. Organise public talks and/or exhibitions to promote the new artworks.

8. Amalgamate information on Rosamond Praeger, cultural and built heritage and the new artworks into an expanded town guide.

Both of these actions could be described as marketing and as such should be aimed not only at a local audience but also national and international audiences.

Part 2 – Budgets and Funding

This section of the Report deals with the budgets and possible sources of funding for commissioning the new public art works. 

Raising the funding to deliver the aims and objectives of the Strategy will not be easy. One of the most difficult jobs for the Project Manager will face is persuading possible private funders of the worth of the project. This will be matched in difficulty in attempting to conform with the many criteria and objectives imposed by funding sources in the public sector. Achieving the aims and objectives of the strategy will require flexibility, but the Public Art Steering Group and the Project Manager must have a clear vision of what it is they want and be prepared to fight for that. 

Before any funders are approached it is necessary to have a clear idea of how much the project is going to cost. All aspects of the project must be costed, even those which will not require cash but will be covered by “in kind” support. This helps provide a realistic budget and also helps identify the costs being bourn by HAT which can count as partnership funding when approaching funding agencies.

Advantages of Charitable Status

Holywood Arts Trust is a not-for-profit company and has applied for charitable status. There are a number of advantages in obtaining charitable status and these should be investigated fully in relation to fund-raising for the public art project. This is a brief summary of the advantages. For more detailed information contact the Northern Ireland Council for Voluntary Action (NICVA), Appendix II.

· Relief from Capital Transfer Tax

· Relief from Capital Gains Tax

· Relief from Stamp Duty

· Probable rates relief on premises

· Recovery of Income Tax on covenants

· Charitable organisations are eligible to receive grants from charitable trusts

· The general public usually has more confidence in a body which is formally recognised as a charity

Draft Budget

This budget breakdown is for the commissioning of a series of new public artworks for Holywood as outlined in Public Art Strategy. It is based on commissioning 6 new works.

	Overall Project Budget
	Cash/

In kind
	Amount
	Running 

Total

	                   Item
	
	
	

	Project management
	
	
	

	Project management, at current pay-scales, based on 2 working days per week for a 2 year period.  
	In kind
	20.000
	

	Overheads – use of premises, heat, light etc
	In Kind
	
	

	Administration – office expenses etc
	
	
	

	Public consultation
	In kind
	100
	

	Acquisition of sites*
	
	
	

	Obtaining planning permissions
	
	
	

	Site preparation and repairs**
	
	
	

	Professional fees (legal, engineers etc)*
	
	
	

	Documentation
	Cash
	500
	

	Evaluation
	Cash
	2000
	

	Marketing
	Cash
	
	

	
	Subtotal
	
	

	
	
	
	

	Selection process
	
	
	

	Advertising costs x number of calls @ 
	Cash
	500
	

	Printing and postage of commission information
	Cash
	300
	

	Selection panel expenses
	In kind
	200
	

	Fees for short-listed artists - 18 @ 250
	Cash
	4500
	

	
	Subtotal
	5500
	

	Overall commission fees for 6 new works

(See breakdown of items to be covered by commission fees)
	100,000
	Cash
	

	
	Subtotal
	100,000
	

	Contingency
	
	
	

	Long-term maintenance and repairs
	
	
	

	Public Liability insurance
	
	
	

	
	
	
	


* It is unlikely that HAT will be able to buy sites. However, they may be gifted to HAT, or a joint agreement for use of the site may be entered into with the owners. There will be legal costs involved in this. In negotiating the use of a site the ownership of the artwork and the responsibility for maintenance and insurance should be clear.

** If the site owners are in a position to help with site preparation and landscaping after installation this could constitute a substantial “in kind” contribution to the project. The alternatives are that HAT must raise further funds to cover these items, or, that the money comes from the commissioning fee cutting down on the amount available for the artwork.

	Site
	Commission fee
	
	

	Junction of Belfast Road and Bypass
	£30,000
	
	

	Holywood Library
	£12,000
	
	

	Queen’s Leisure Centre
	£14,000
	
	

	Playground
	£12,000
	
	

	Old peoples’ flats
	£12,000
	
	

	Park Gates
	£20,000
	
	

	                                Total
	£100,000
	
	


To be included in the commission fee

· Origination / Design / Artist’s fee

· Materials

· Fabrication costs – services

· Fabrication – labour 

· Site preparation*

· Lighting if required

· Installation costs – hire of plant and equipment

· Landscaping after installation*

· Insurance – all risks during fabrication, public liability during installation

· VAT

· If not covered by HAT or site owner

Possible Funding Bodies

Likely funding sources are:

· Businesses – large businesses established or seeking to establish in Holywood – either as sponsorship or as part of Arts and Business NEW Partners programme

· Smaller local businesses

· Holywood residents – patrons of the Arts

· Public sources 

· Arts Council of Northern Ireland Lottery Fund

· Art and Business

· North Down Borough Council

· EU Peace & Reconciliation Fund

· Local Strategy Partnership

· Charities and Foundations with an interest in the arts

· “In Kind” assistance from statutory bodies re sites – NIHE, Roads Service

Application packs and guidance notes for Arts and Business, Awards for All and ACNI Lottery are included as attachments. A list of various foundations and charitable trusts that make awards for public art projects is also included.

Section 3 - Practical information 

1. Examples of selection processes for commissioning public art

2. Checklist for Briefs

3. Contracts

Selection procedures:

· Direct Purchase

· Direct invitation

· 1 stage open competition

· 2 stage open competition

· Limited competition through a panel of artists

· Selection from openly advertised registration of interest

Direct Purchase

Depending on the type of artwork required, existing work may be purchased directly from an artist or through a gallery. This may be an option when funds are very limited or when they become available late in a project.

Pros

The purchasers know exactly what they are getting.

A purchase can be made in a very limited time frame.

There are no advertising and selection costs.

This may be a reasonable alternative for some interior situation.

Cons

The purchasers would need to do research into suitable and available work from which to make their selection.

The work may have little relevance to the location where it will be exhibited.

There is little room for meaningful consultation with communities of interest.

Not advertising may save money but also cuts down on an opportunity to inform people about your project.

This is not a good option for exterior work where something site-specific is required.

This may not be a process that meets the requirements of public funding agencies.

Direct invitation

In this model the commissioners decide, based on previous work, on the type of work, or the artist, they think is most suitable. In the case of the type of work, they may approach an artist to produce work similar to previous commissions. In the case of wanting a particular artist the attraction may be in previously employed working processes that have proved successful. In either , or both cases, the commissioner may want a high-profile name associated with their project.

Pros

Most successful artists are busy people who don’t want to send time on long-drawn out selection processes. It may be possible to secure a big name through a direct approach.

By approaching an artist at the beginning of the project a more creative partnership is possible.

There are no advertising costs.

Direct invitation will probably take less time than other processes.

Cons

The commissioners would need to develop through thorough research, a clear understanding of what type of work/artist they want. 

Not advertising may save money but also cuts down on an opportunity to inform people about your project.

This may not be a process that meets the requirements of public funding agencies.

1 stage open competition

In this model the commissioner advertise the details of the competition, usually providing a detailed brief including site details, budget, special requirements etc. Artists are asked to submit fully worked out ideas in the form of drawings, models etc. They are also asked for explanatory notes, budget break-down, and details of previous work. 

A selection panel – usually made up of representatives of the commissioners, artist experts and other interested parties – selects a submission from those received and awards the commission.

Pros

The commissioner can view the visuals and worked up ideas at an early stage.

Following the preparation of the brief(s) the time-table from advertising to selection may be relatively short (6-8 weeks).

Open competition is perceived as open and fair. 

Cons

Artists are asked to invest a great deal on an all or nothing basis.

For many reasons the quality or quantity of submissions may be poor leading to selecting sub-standard work or re-advertising.

Established artists are unlikely to apply unless there is a very large budget.

Even working from detailed briefs it may not be possible to anticipate all eventualities and budgets etc may be unrealistic.

2 stage open competition

2 stage open competition is initially the same as a 1 stage competition. However, the selection panel short lists from the initial submissions, rather than making the final selection. The short-listed artists (3 – 5) are paid a fee (£200 - £500) to work up their ideas in much more detail. This might involve consulting with structural engineers, foundries, etc re fabrication, and also providing a much more detailed budget. 

The selection panel meets for a second time where the worked up submissions are presented and may also interview the artists. On the basis of the submissions and interviews a final selection is made.

Pros

The commissioner can view a range visuals and worked up designs at an early stage.

The short listed artists are paid for putting additional time into the project which may make it more attractive to established artists

The worked up submissions provide an improved basis on which to make an informed decision.

Open competition is perceived as open and fair.

Cons

2 stage competition is a lengthy business (min 12 – 16 weeks)

It is expensive – advertising + selection panel costs for 2 meetings + design fees.

Even with the incentive of design fees in the second stage established artists may not apply.

Limited competition through a panel of artists

In this model the commissioners are looking for interested artists rather than designs in the first instance. General information about the project is advertised and artists are asked to submit a CV, details of previous work including images, and a statement of interest. From the submitted material the selection panel selects a number of artists whom they believe to be competent to carry out commissions. The range and number of artists depends on the type and number of commissions available.

The briefs for particular commissions are circulated among some or all of the panel and designs selected on the basis of their submission.

Pros

This model is particularly suitable when a number of commissions are to be carried out over a period of time.

This is less costly and time consuming than advertising each commission as it arises.

It is possible to involve artists in the early stages of the commission and allows greater flexibility than preceding models.

The initial submission requirements are not onerous and may encourage established artists to apply.

The limited number of people on the panel increases the chances of gaining a commission and makes it attractive to artists.

Because of the open nature of the initial advertising this model is perceived as fair and open.

Cons

Commissions may be spread over a period of time and not all of the artists on the panel may be available to submit for every one.

The panel may prove too limited for the range of commissions as they develop.

This selection process may not fit with some funding application processes.

Selection from openly advertised registration of interest

This may be the most flexible model when a number of commissions are to be developed over a period of time.

General information about the project is advertised and artists invited to register their interest. They are asked to submit a CV, images of previous work and a statement of interest. Unlike the artist’s panel model, all of the artists who respond are kept on file. For each of the commissions the Project Manager draws up a long-list of suitable artists. The files for all the artists on the long-list are presented to the Public Art Steering Group (or other selection panel) who short list a smaller number (3 or 4). These artists are then paid a fee to develop ideas for the particular site and the final selection is made from these.

Pros

This model is particularly suitable when a number of commissions are to be carried out over a period of time.

This is less costly and time consuming than advertising each commission as it arises.

It is possible to involve artists in the early stages of the commission and allows flexibility.

The initial submission requirements are not onerous and may encourage established artists to apply.

Including all artists who have submitted material on the register gives greater scope to the selection panel.

Because of the open nature of the initial advertising this model is perceived as fair and open.

Cons

This selection process may not fit with some funding application processes.

Project briefs

Briefs serve two functions:

· they concentrate the minds of the commissioners and help them to clarify what they want to achieve by initiating the project and how they see both their own role and that of the selected artist;

· They are usually the main source of information about the project and provide the basis on which artists make their proposals or statements of intent.

Artists are made aware of your project through advertisements, which should give a brief overview of the project, eligibility and closing dates. It is usual to provide a more detailed brief by mail or e-mail or by referring interested artists to your website.

The brief should contain the following items:

· Aims and objectives of the overall project/particular commission (as appropriate)

· The background to the project/commission 

· Information about the commissioners, project management 

· Information on the location, history of the area etc

· Maps, drawings, special features etc

· Description of the site and any special requirements or limitations

· Degree of community participation expected

· Workshops or other community involvement which is integral to the project

· Any other form of consultation where the artist is expected to participate

· Durability and maintenance requirements

· Review period or other special conditions

· Artist’s copyright position, ownership of the work

· Timetable for project

· Budget – clear outline of what the budget covers (artist’s fee, fabrication, installation, site preparation, workshop costs, travel, VAT, insurance etc)

· Description of the selection process – timetable, material to be submitted, list of selectors etc

· Any special criteria to be met

Contracts

Every commission is different and will require a unique agreement between the commissioner(s) and the artists(s). However, while relying on sample contracts is now discouraged, there are common themes to commissions and these have been included in the following checklists. Items should be added or discarded as appropriate. 

Depending on the selection process it may be necessary to have more than one contract. If short-listed artists are paid a fee to develop designs they should issued with a simple contract stating what is being agreed, the payment, the time frame and the ownership of the designs. If the commission involves an artist working with a community group to develop ideas and designs for the artwork the contact may be in two parts: the first covering getting to the point of having a finished design; and the second approving the design and agreeing on fabrication etc of the work.

While the commissioner should draft the initial document this should be seen as a starting point for discussion with the artist. It is best if the contents are negotiated and arrived at by consensus. This leads to a clearer understanding of roles and responsibilities and can help avoid misunderstanding or conflict later in the process. The commissioner and artist should be viewed as working in partnership to achieve an agreed goal. 

Further information on contracts is included in Appendix III. An example of the Agreement part of a contract is included as an attachment.

Contract Checklists

· Part 1 - The agreement This sets out clearly what is being agreed, who will be responsible for what, overall budgets and conditions.

· Part 2 - The schedule of work and schedule of payments. The schedule of work provides much more detail on the nature of the work, and processes and timetables for its delivery and installation. The schedule of payments is linked to the schedule of work and sets out when payments will be made and on what conditions.

Part 1 The Agreement

Checklist

· Parties to the agreement – the commissioners – HAT and the artist (Possibly also site owners, funders) Addresses for all involved

· Outline of the commission, the design stages, brief and commission fee

· What is included in the commission fee – origination/design fees for artist, fabrication costs, materials, delivery and installation, site preparation and finishing, insurance etc

· What costs are covered outside the commission fee

· Responsibilities of the artist – design, fabrication, installation etc

· Responsibilities of the Commissioners (Project Manager) – obtaining planning permissions, preparation of sites etc

· Acceptance and completion of the work

· Delivery and installation of the work

· Insurance

· Ownership of the work

· Guarantees and repairs

· Expected lifespan of work, review period

· Copyrights – reproduction rights, moral rights etc

· Changing the agreement, disputes, termination

Part 2 The schedule of work and payments

Design

Depending on the selection process this section may include details of the origination and design, design fees, timetable, presentation of design, acceptance etc. If the contract is being drawn up after the designs have been completed and accepted this is not necessary.

Detailed description of the work being commissioned with reference to the designs accepted:

· Theme/subject matter

· Materials or medium

· Approximate size

· Method of fabrication

· Environmental/ structural requirements

· Lighting

· Other specific requirements

Fabrication

· Fabrication fee and associated costs 

· Fabrication materials

· Method of fabrication

· Guarantees re material and fabrication from artist

· Guarantees by any sub-contractors used in the fabrication

· Arrangements (if any) for the commissioner to view the work during the fabrication

· Completion date

· Acceptance of finished work

Installation

· Who is responsible for the delivery of the finished work to the site

· Dates for the delivery of the work

· Access to the site and dates

· Preparation of the site and dates

· Installation of the work – plant and equipment – who is responsible etc

· Health and safety aspects of the installation

· Landscaping the site after installation and dates

· Signage for the work

· Costs of site preparation, delivery, installation, landscaping, signage and insurance – what is included in the budget for individual art works and what is paid by the commissioner

· Method and manner of payment of costs and any fees

Maintenance

· Recommendation from the artist re maintenance of the work

· Health and safety/ maintenance surveys of the work – how often and by whom

· Preparation of a maintenance manual by the artist

· Arrangements for the artist to be consulted if maintenance or renovation is required

· Clear responsibilities of the owners of the work and owners of the site

· Responsibility for cost of maintenance

· Public liability insurance situation

Schedule of payments

Break down of payment stages and conditions attached

e.g. 4 stages

· On signing contract

· At agreed point during fabrication

· On approval of the installed work

· Final payment after an agreed length of time after installation to allow for the emergence of any hidden defects

Appendix I

Results of survey on aims and objectives

Holywood Public Art Strategy – possible objectives 

Seb = Social and educational benefit

Evb = Environmental benefit

Cb = Cultural benefit

Ecb = Economic benefit

Results of survey:

Highest scores 

35 – 40 points

· Develop the town’s cultural profile locally, nationally and internationally  (38) Cb
· Develop civic pride and help enhance the distinctive image of the town (37) Cb
· Aid regeneration by developing a positive identity for an area and improving its image (36) Evb
· Create local distinctiveness and a sense of place (36) Cb
· Create a sense of local identity and community pride (36) Seb
· Increase revenue to local businesses through an increase of visitors to the town (36) Ecb
· Enrich the cultural life of the town, improving the quality of life for local people (35) Cb
· Provide a focus and stimulus for tourism (35) Ecb
· Encourage people to value their surroundings  (34) Evb
Mid range 

29 – 34 points

· Develop people’s sense of ownership of their environment (33) Seb
· Result in innovative high quality works of art designed for a specific place or site (33) Cb
· Giving the impression of social, cultural and economic confidence, thereby stimulating economic growth (32) Ecb
· Contribute to the local economy by creating employment opportunities for artists and associated businesses. (32) Ecb
· Encourage debate about art (31) Cb
· Ensure a cultural legacy for future generations (31) Cb
· Connecting sponsors with creative projects which form positive community relationships and provide unique marketing and promotional opportunities  (31) Ecb
· Enhance the environment making a real difference to the quality of life of the inhabitants  (31) Evb
· Encourage debate about the changing uses of public space (30) Cb
· Strengthen a sense of community and social cohesion (29) Seb 

· Develop people’s interest in, and understanding of the arts (29) Seb
Lowest scores

Less than 29

· Broaden access to contemporary art and encourage the understanding and appreciation of the visual arts (28) Cb
· Contribute to a reduction in vandalism and fear of crime and create a healthier and safer environment (28) Evb
· Create social inclusion through learning (26) Seb
· Extend social skills and self-confidence  (25) Seb
· Develop people’s creativity (24) Seb
Appendix II

Contact Addresses

South Eastern Education and Library Board

Ms Sharon Gregg

Culture Team Librarian

Holywood Library

Sullivan Building

86-88 High St

Holywood

BT189AE

Tel 028 9042 1480

Fax 028 9042 4194

E-mail sharongregg@hotmail.com 

Deidre Quail

Visual Art Specialist

CASS

C/o SEELB

Grahamsbridge Road

Dundonald

Belfast

BT162HS

028 9056 6200

Friends of Holywood Library

VOLUNTARY ARTS IRELAND- 
PO BOX 200,  DOWNPATRICK,  BT30 6WE.  Tel 028 44 839327

 

NICVA

Charity Advice Service

61 Duncairn Gardens

Belfast

BT152GB

Tel 02890877777

Fax 02890877799

E brid.mckernon@nicva.org
E denise.mccann@nicva.org
   
Appendix III   Further contract information

See an example of a Commissioning Contract in the attachments

Contracts: Public Art Commissions – Good Practice

A paper by Henry Lydiate is available on the Public Art South West website 

www.publicartonline.org.uk/practical/contracts/goodpractice.html
It is recommended that contracts should have provision for a review of the continued suitability of the work at a set future time. The following is the advise from PASW:

-----Original Message-----
From: maggie.bolt@artscouncil.org.uk [mailto:maggie.bolt@artscouncil.org.uk]
Sent: 18 August 2003 15:32
To: mail@artireland.freeserve.co.uk
Subject: RE: Life span for public art works
Dear Una,

 

Thanks for the enquiry.  We tend to think along the lines of a ten year period before the work is reviewed to see if it is still appropriate in terms of context, materials etc.  Sometimes this may need to happen earlier if the work is utilising new technology (that of course ages a work dreadfully!) or later if it is a more traditional piece – which may have more symbolic meaning and therefore if the context doesn’t change greatly will still have a resonance.

 

We tend to look at reviews for integrated works, as many areas are redeveloped twice over in that kind of time frame.  For further info on it I suggest you look through the public art policies we have on our site – some contain a bit of information about the intention to review/evaluate work after a while.

 

With regard to de-commissioning – this is not always an automatic outcome of reviewing the appropriateness of a piece of work.  However, if work is to be de-commissioned it has to be done with the full agreement of the artist and decisions made as to whether they will be asked to do another work, whether there will be nothing, or whether it is an opportunity to commission a different artist.  We also suggest that all reviews should be done with the artist – if possible.

 

You may wish to make contact with Lesley Greene (she is on our list of consultants on the website) as she has worked on this area for Gloucestershire County Council.

 

I hope this answers your query – but please don’t hesitate to contact me should you wish to discuss anything further.

 

Nice to hear from you – hope all is well with you.

 

Bests,

Maggie 

 

 Maggie Bolt

Director, Public Art South West

 

Direct line:  +44 (0) 1392 229226 Email:  maggie.bolt@artscouncil.org.uk www.publicartonline.org.uk
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