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SECTION ONE : EXECUTIVE SUMMARY

For the purposes of this best value review we adopted the following definition of heritage:

Heritage is those aspects of the past and present, which have sufficient popular value to merit conservation for the benefit of present and future generations.

We wish to conserve the best of the past but we are also clear that Suffolk is a dynamic and changing place where people live and work.

We were clear from the start that Suffolk’s heritage should be considered in the widest possible sense with an understanding which includes the west of the County as well as the coast, the urban areas as well as our areas of outstanding natural beauty, Lowestoft’s fishing history as well as Constable’s rolling fields.  The County Council can have a role in ensuring that Suffolk’s heritage is defined in the widest possible sense and not as the property of the fortunate few.  The scope of the review included our artistic, cultural heritage, our landscape, biodiversity, archaeology, countryside sites and rights of way.

The Heritage Best Value Team used the vision set out in section five as a guide to what we believe the County Council’s approach to heritage should be.  

The vision included the following ambition for Suffolk's heritage:-

Recognising that heritage belongs to us all, Suffolk County Council will be a Champion for Heritage in the county, working in partnership to :

· Support the provision of excellent and inclusive services and advice

· Protect the raw materials of our culture and heritage

· Promote understanding and appreciation for all of what makes Suffolk special, and help them to celebrate this.

Suffolk County Council is only one provider of heritage services in Suffolk.  We contribute to the conservation and promotion of Suffolk’s heritage alongside government organisations  (e.g. East of England Development Agency, Go East and English Heritage, Countryside Agency, English Nature), national organisations (e.g. National Trust), local and regional organisations (e.g. Suffolk Wildlife Trust, Suffolk Tourism Partnership and East of England Museums, Libraries and Archives Council) and other tiers of local government (e.g. Districts and Parishes).  Suffolk County Council’s heritage work should be carried out in partnership with these organisations and we should determine who is best placed to deliver each individual service on the basis of who can provide the best possible outcome for the people of Suffolk.

Whilst it is important to see our heritage services in the wide context set out above it is important that we understand the heritage services we actually deliver on the ground.  Exhibit One below sets out in summary what we do and section six of this report describes our current services in a little more detail. 

Service Area
Staff (fte's)
Gross budget (£'000)
Net budget (£'000) 2003/04

Archives Service

25

766

692

Arts and Museums

2

608

608

Archaeological Services 

39

1371

551

Built environment (Development Control)

3

130

130

Countryside Services 

64

3206

1940

Education Advisory Service

1

50

50

Exhibit One - Suffolk County Council's Heritage Services

Suffolk people care passionately about their heritage and regularly participate in heritage related activities.  Suffolk’s heritage gives it a sense of place and for many people it is why they live here or visit.  Suffolk’s heritage is hugely important as in the form of the heritage dividend it makes a major contribution to the County's local economy.

Heritage is the key driver of tourism in an area such as Suffolk.  Not only does the overall heritage (coast and countryside, towns and villages, cultural association, etc.) define the whole character and image of Suffolk, but also the great majority of activities that visitors undertake and the 'attractions' (in the broadest sense), which they visit, are heritage related.  For example: -

a) 259 of the 307 (84%) places to visit in the County Council's leaflet 'A day out in Suffolk 2003' are heritage attractions, including 45 museums, 33 historic buildings, 13 mills, 19 arts and crafts producers, 38 countryside facilities and 38 nature reserves.

b) Many of the best-known features and events are heritage related, e.g. Constable Country, the Aldeburgh Festival.

c) Heritage features very strongly in listings of events of interest to visitors.

d) There is a high level of interest, especially from North American visitors, in utilising the archives servies to research family history.

e) The 500 medieval churches, over 150 of which are Grade I listed, most of which are not included in the above figures.

f) With over 5,500 km of paths the rights of way network is one of the most extensive in the country providing the opportunity for the public to access and enjoy Suffolk’s countryside heritage.

The income generated from tourism is essential in supporting many heritage businesses and voluntary/not-for-profit organisations, whether historic buildings, arts organisations or conservation bodies.
Suffolk County Council is particularly well placed to help articulate a shared vision for Suffolk’s heritage and establish itself in a leading county-wide and regional role.  The provision of heritage services is a potential jewel in the crown of the County Council services.  A group of services, which, if properly promoted, can actively, engage the people of Suffolk.  

The key proposals to take forward our heritage services, are explained the next section and set out in summary in Exhibit Two below.  The purpose of this report is to seek agreement from councillors for the proposals so that the outline improvement plan in section four of the report can be incorporated in the Environment Division, Libraries and Heritage, Education and Economic Development business plans for 2004/05.

It is proposed that the Executive:

· Notes the vision (see section five) for how the council should approach heritage in Suffolk. A vision which embraces our partners and does not simply focus on the role of the County Council;

· Establishes a Suffolk and regional role for the County Council within the heritage sector;

· Seeks to maximise external capital and revenue funding for the County Council’s heritage services;

· Realises the communications potential of the heritage services as a potential jewel in the crown of the County Council's services by establishing a communications strategy;

· Increases public awareness, access and involvement in our heritage services;

· Seizes the opportunities provided by the Strategic Technological Partnership to provide better public access;

Exhibit Two - The key proposals of the heritage best value review

The Council’s heritage services contribute to the delivery of the Council’s objectives.  The covering report to the Council’s Executive Committee explains how heritage lies at the heart of the County Council’s ambition for Suffolk for 2013:-

To develop an economy, environment and culture which is sustainable and thriving.  Mixing the best of the past with the best of the future.
This ambition is amplified through the County Council's Sustainable Suffolk, Access and Community Involvement and Learning for Life themes with :

In 2013 Suffolk will be a county where the countryside and coast, heritage and environment are safeguarded and enhanced for everyone's enjoyment.  There will be a thriving economy with good jobs in our communities and transport needs will be met.

In 2013 Suffolk will be a county where local people and communities are fully involved in decision-making processes and public services are accessible to all.

In 2013 Suffolk will be a county where there is a high quality education for all children, there are high levels of success and ambition and there are formal and informal learning opportunities for everyone.

The work of the Council's Heritage Services - Countryside, Development, Archaeology, Archives, is crucial to the achievement of these ambitions.

The services covered by the best value review make a significant contribution to delivering the Council's eleven medium term priorities, including those listed below, and also contribute directly to three of the eleven priorities:

The Countryside Service helps maintain our roads and footpaths to a higher standard (Priority G);

Suffolk's Record Office and the Education Advisory Service help raise the level of achievement in schools (Priority A);

Our support for arts and museums and countryside management projects helps them to reach out to targeted communities (Priority H);

The Economic Development Service and other heritage services help Suffolk achieve a heritage dividend thus helping support local business and develop the local economy. Businesses based on heritage assets and tourism are important and provide a substantial heritage dividend (Priority J);

Our public access proposals help more people to access our services more easily (Priority I).

SECTION TWO: THE OUTCOME OF THE REVIEW 
2.1.
Proposals
The heritage best value review team are making six proposals based on the findings of the team.  The Executive is invited to endorse the six key proposals and the outline improvement plan in section four of the report.

In this section we set out the six proposals along with a short summary of the thinking behind each one.

It is proposed that the Executive Committee:

a) Notes the vision (see section five) for how the council should approach heritage in Suffolk. A vision which embraces our partners and does not simply focus on the role of the County Council;

The Council’s work on heritage is closely inter-related with the work carried out to develop the Cultural Strategy.  If adopted this report will build on the good work in the Cultural Strategy Action Plan which is now in its second year of implementation.

Prior to the heritage best value review there was not a consensus across the departmental boundaries about what the County Council wanted to achieve in the heritage sector.  Each service business plan had its own vision and objectives but these tended to be focussed on individual services and not heritage as a whole and the County Council’s role within a wider sector. The proposed vision established at the start of the best value review sets out what the best value review wanted the Council to achieve through the delivery of its heritage services.  It was a useful point of reference throughout the review and helped us keep focussed on the outcomes we wanted to achieve rather than operational detail.


At the start of the best value review we had an aspiration that the whole of the heritage sector in Suffolk work together to define a shared vision.  Partnership working in the heritage sector is nowhere near mature enough to achieve a shared vision at this point but the aspiration remains as a long-term objective.


The outline improvement plan includes proposals to give life to this vision by proposing that the importance of protecting, enhancing and promoting our heritage becomes part of the Suffolk Community Plan.  The proposal to ensure that the heritage sector becomes more visible in the Community Plan sits well within the decision to incorporate the Cultural Strategy within the Community Plan. The proposal to measure Suffolk’s heritage dividend will be central to the endeavours to raise the heritage profile within the Council’s planning mechanisms.

b)
Establishes a Suffolk and regional role for the County Council within the heritage sector.
Suffolk County Council is only one of a large number of providers of heritage services in Suffolk.  The sector includes national and local government, the not for profit sector and private organisations.  To be effective we must always think of our services within a wider picture and seek to influence, protect and enhance Suffolk’s heritage.  To achieve this approach we have to think of the whole of Suffolk and the Eastern region and not just about the detail of the services, which we happen to deliver as a result of the County Council’s history.  The proposals in improvement plan A seek to enhance Suffolk County Council’s influence and lift our horizons beyond only considering the services we deliver on the ground.  

An example of playing a more strategic role would be the approach officers are taking to Brandon Country Park.  We could see securing country park improvements as simply a local management issue.    Instead we are looking at the management arrangements in partnership with Forest Heath District Council, seeing the park as a potential gateway to the Brecks, pursuing the involvement of all the organisations interested in the future of the Brecks and seeking external funding from the National Lottery Fund.   Such an approach is only possible by seeing Brandon Country Park in a Suffolk wide and regional context.

c)
Seeks to maximise external capital and revenue funding for the County Council’s heritage services;

The County Council operates in what we might call a tax-averse environment.   It is unlikely that in the foreseeable future the County Council’s heritage services will experience a significant injection of funds raised from the national or local taxpayer.  There would be little point in a best value review of heritage services generating a major wish list of new spending proposals.  It is often the case that public sector managers deliver mediocre services when funds are reduced but this is not an inevitable outcome of resource restrictions.  The challenge that the managers of heritage services face is how to act in a more entrepreneurial way to maximise external capital and revenue funding from outside the County Council.  Good work has been carried out to secure external funding but the best value review team felt that our performance could and has to be further improved in this area to develop our capacity to drive forward externally funded projects, pursue business sponsorship and marketing.

The review team is proposing that a dedicated resource be created within the Environment Division to go out and secure external funding.  Such a post is necessary to deliver the additional resources and pursue the actions in improvement plan B in section four of the report.  The Assistant Director Environmental Services will make such a proposal during the next PDS round.  The current support offered corporately to advise us on funding opportunities is excellent but the point is to identify a dedicated resource which can deliver the funding and business opportunities in practice (see action ten in improvement plan B).  Between now and the 2005/06 funding round officers will seek to use the Environment Department's dedicated funding officer more intensively alongside the funding team in Economic Development.  It however remains the case that whilst our support in terms of advice is excellent we need to strengthen our project management capacity to delivery.  

The inter-relationship between excellent funding advice and the project management of delivery on the ground will be further explored during the development of the Environment and Transport funding strategy.

The action plan in this report sets out how we will continue to strive to maximise external capital and revenue funding by such proposals as:

(i)
Bidding of external funds such as the lottery and European funding.  More work needs to be done to develop our use of a whole range of external funding sources such as Landfill Tax trusts, East of England Development Agency, Central Government, English Nature, Countryside Agency, other local authorities, Aggregates Tax etc.

(ii)
Charging for certain services.

(iii)
Seeking sponsorship from the private sector.

(iv) Providing services at a fee to the District Councils.

The pursuit of external funds will generate a need for match funding.  Proposals will be discussed with the relevant portfolio holder in the first instance.

d)
Realises the communications potential of the heritage services as a potential jewel in the crown of the County Council's services by establishing a communications strategy;

People come to live in Suffolk and the County attracts many of its visitors and tourists because of its heritage.  The people of Suffolk care deeply about the County’s heritage but there is very limited understanding of what an important role the County Council plays in protecting, promoting and enhancing that heritage.  

The best value review team noted that our heritage services generate a significant number of good news stories for the County Council but felt that much more could be done strengthen our communications.   Anyone looking afresh at the County Council’s services and how they should fit into an overall communications strategy would note the potential for the heritage services to show what an important and valued role the County Council plays.  We currently do well on local news stories emanating from services on the ground but we do not have an overall approach to communications.   The review team propose that we realise the potential of our heritage services as a jewel in the crown of the Council’s services by establishing a communications strategy and improving our performance in this area.

e)
Increases public awareness, access and involvement in our heritage services; 

Part of the modernisation agenda for local government is to involve the public more in local government.  To often public services seem distant and delivered in a way, which suits the provider.  Our heritage services provide the council with many opportunities to actively engage with the public.  Improvement plan D seeks to identify a range of activities we can undertake to involve the public in what we do.
f)
Seizes the opportunities provided by the Strategic Technological Partnership to provide better public access;

The County Council’s current use of technology to enhance public access to our services is extremely weak.  A recent Audit Commission inspection of Environment and Transport as part of the Comprehensive Performance Assessment identified our web site as weak and in need of improvement.  The Heritage Best Value Team endorses this evaluation and is determined to ensure that the Strategic Technological Partnership allows our use of ICT to massively improve.

As the review concludes the negotiations with our potential partner British Telecom have not finished so it is not possible to be precise about what improvement will be possible in the immediate future.  At this stage it is recommended that the heritage services effectively map what improvements can be made to our electronic provision of services so negotiations can take place with the Strategic Technological Partnership about how the improvements can be rolled out.  The speed at which improvement can take place will depend upon the way in which the Strategic Technological Partnership’s work is prioritised and the availability of resources.  The improvement plan lists a number of ambitious proposals for digitisation which are dependent on the success of our external fund bids.

g)
Service Specific Proposals.

Proposals that do not fit under the six main headings are listed in improvement plan F as service specific proposals. 

It is proposed in the Outline Improvement Plan that a joint Culture and Heritage Officers' Group be re-established.  The group will lead on both the implementation of the heritage best value review outline improvement plan and the Culture Strategy Action Plan.  The Outline Improvement Plan is intended as a guide to action but it will be reviewed by the Culture and Heritage Officer's Group in the light of external funding, budget decisions and Council priorities.

2.2.
The national context
The Heritage Best Value Review Team were clear that it was important understand the national context within which the services operate.  The delivery of heritage services in Suffolk delivered by both the County Council and other providers are subject to a number of external drivers.  The most notable drivers are: -

a)
Government initiatives for change.  Over the last year there have been Government consultations that affect every service considered as part of this review.  The Government consultations have included: -

Historic Environment Records: Benchmarks for Good Practice (DCMS 2003)

Protecting Our Historic Environment: Making the System Work Better (DCMS 2003)

Local Authority Performance Indicators for Historic Environment Services (English Heritage 2003)

Eastern Promise: a Strategy for Archival Development in the East of England (EEMLAC 2003)

The requirement for a rights of way improvement plan

b)
Electronic Government.  The Office of the Deputy Prime Minister has set demanding targets for how many public services should become available electronically.

c)
Suffolk does not always compare well with its nearest neighbours, e.g. brand new archive centres have been opened in Norfolk, Essex and Cambridge.

d)
Budget pressure.  The County Council and all the other heritage service providers face tightening budgetary constraints.  Heritage Services must respond by achieving value for money, securing external funds, e.g. heritage lottery fund and where appropriate maximising revenue opportunities.

2.3.
How we challenged what we currently do

An essential part of any best value review is to subject both the services we currently deliver and the findings of the review to challenge.  During the course of this best value review the following challenge activities took place:

a)
At the outset of the review the team identified those areas of weakness that needed to be addressed during the course of the review.  The areas of weakness evolved during the course of the review into the five areas where we have made proposals for service improvement in section four of the report.

b)
The initial findings of the review were subject to extensive challenge by the whole of the heritage sector at and event hosted by the National Trust at Sutton Hoo.  A full report of the Sutton Hoo event is contained within section three of the report.  Exhibit Five sets out the challenge questions posed to the event by the Leader of the Council Cllr Bryony Rudkin.

c)
A cross section of staff across all grades and services in the Environment Division carried out a SWOT analysis of the current services to identify the strengths, weaknesses, opportunities and threats faced by the current services.

d)
An informal session was held with regional officers responsible for the Heritage Lottery Fund to subject our funding proposals to external challenge.  The outcome of the session with the Heritage Lottery Fund is set out below.

One of the weaknesses the heritage best value review team identified in challenge session at the start of the review was a failure to have a coordinated approach to seeking external funding for our heritage services. 

Dunwich Greyfriars

Dunwich Greyfriars is proposed for an archaeological dig with extensive public involvement at the Dunwich site owned by the County Council. 

Abbots Hall

There is a low level of lottery funding in Stowmarket and significant historical interest in the hall and its gardens.  When the Museum of East Anglian Life signs a lease for Abbots Hall to incorporate it into the Museum (with guarantees provided by Suffolk County Council to the Abbots Hall Trust), then the County Council should promote and support the Museum's application for heritage lottery funding for both feasibility and substantive funding to develop the hall and gardens

Coastal Heritage Landscape

There is a national fund for landscape projects.  It is proposed that a project-planning grant is pursued by September in conjunction with the Coast and Heaths project so a Suffolk funding bid can be made for the AoNB.

Heritage Information Resource Centre/Capture Suffolk

The County Council needs to make its archive, biological records, archaeology collections and cataloguing facilities available to the public.  Any facility would have to have extensive public access and the Lottery Fund would not be interested in funding the store element of the project.  There is also a need to explore the opportunities provided by digitisation for a web presence.

Brecks Gateway

There is a commitment to develop Brandon Country Park as a gateway to the Brecks.  The new gateway could house a Brecks display, the Brandon collection and offer better facilities to the public.

Exhibit Three - Funding bid proposals to be taken forward after the challenge session with the Heritage Lottery Fund regional staff

At the start of the review we identified a long list of existing ideas for external funding bids.  The long list included over 40 potential ideas.  It was obvious to the team that such a long list was not viable and could only result in the Council making too many bids, which would be badly prepared and have less chance of success than should be possible.  As a result the best value team established a small group to reduce the number to a more manageable number.  What was encouraging was that a considerable amount of synergy was identified between the different proposals allowing us to merge rather than abandon proposals.

Having streamlined our list of proposals we then met informally with the regional officers of the Heritage Lottery Fund to subject our ideas to challenge.  The view taken by the Heritage Best Value Team as a result of this challenge process and the informal feedback is set out below in Exhibit Three.  The views set out are, of course, those of the Best Value Team alone.

At this stage it is proposed that the above proposals are worked up in more detail.  Before they proceed to a formal bid the Councillor guidance would be sought and a pre-application surgery would take place with the Heritage Lottery Fund.  All the proposals will seek to incorporate a cultural diversity element so that they reflect the interests of all the people of Suffolk.

2.4.
Comparing our heritage services

The Heritage Best Value Team is aware that performance measurement and comparison is not the strongest area of this best value review.  The weakness of performance measurement in the heritage sector is well known.


The Department for Culture, Media and Sport states on its website that heritage should be defined in its widest sense.  This strategic view is in accord with how over the last five years 'culture' and 'heritage' has risen up the social and economic policy agenda in the UK.  The arts and creative industries, heritage, museums, libraries, archives and tourism are now at the centre of regional policy across England.  However, while there has been significant strides made in understanding the sector, the true scope and nature of these activities is less well researched and understood.  The data and statistics used to portray the sector are poorly understood, inconsistently applied and usually lacking a coherent conceptual framework.


The Audit Commission's Best Value Inspectorate has also experienced problems with measurement and comparison in the heritage sector.  When the inspectorate reported on the Archaeology service in Tees, they stated :


The shortage of information on service details and profiles has served to highlight the potential problems of accurately comparing complex and variable services. Exact details relating to how services are delivered have been difficult to obtain for the purposes of service delivery comparison.


The review did look at the best value indicators which actually exist and they are set out in Exhibit Four below.


Best Value Performance Indicators

2002/3 BVPI Audited figures (latest issue from the ODPM)

Description
Result
Target
Average
Regional Average
Average by Authority Type

BV114 
Strategy 
In accordance with the DCMS draft guidance on Local Cultural Strategies such strategies will cover a wide range of cultural activities including arts, media, sports, parks, museums, libraries, the built heritage, the countryside, playgrounds and tourism. 
Yes
N/a
70.1 Yes
65.7 Yes
83.8 Yes

BV170a 
Number of visits to/usage’s of museums per 1,000 population 
Visit/usage to those museum(s) means: a visit by a member of the public, telephone or email by post etc. enquiries for research purpose, e-enquiries to a museum’s website or presentations by museum staff to a specific audience.
19.2
N/a
728.1
399.2
336.7

BV170b 
Number of those visits in person per 1,000 population 
The number of those visits that were in person per 1000 population
13.0
N/a
414.9
273.2
164.7

BV170c 
School pupil visits to museums & galleries 
The definition of this BVPI has changed. The new definition is: The number of pupils visiting museums and galleries in organised school groups. 
600
N/a
6626.9
4905.3
11,132.7

BV178 
% of total length of footpaths/other rights of way which are easy to use 
The indicator is the total length of right of way, which were easy to use, as a % of the total length of all rights of way. Rights of way appear on the definitive map of public rights of way for the highway authority area and are numbered.
57.4%
65%
65%
56.3%
59%

BV107 
Planning cost per head of population 
Gross planning cost divided by population in the area 
£2.3
N/a
£11.0
£11.5
£2.20

BV109a 
60% of major apps in 13 wks 
The definition of this BVPI has changed. The new definition is: Percentage of planning applications determined in line with the Government's new development control targets to determine 60% of major applications in 13 weeks; This question was previously BV109. 
48%
N/a
44.6%
41.3%
51.6%


Exhibit Four - Current Best Value Performance Indicators for the County Council's Heritage Services


Unfortunately, the above indicators do not take us far as they drill down into detailed operational aspects of individual heritage services.  It is also arguable that best value indicators 107 and 109a are focussed on planning alone and strictly speaking are not even heritage indicators.  There are currently no national local government heritage service indicators.


As a result of this best value review, performance measurement and comparison will be developed in the following ways :

a)
The 'Improving Suffolk's Heritage Services' event identified developing a Suffolk based measure of the heritage dividend as a key outcome.


The Assistant Director Environmental Services has inserted in the draft Community Plan a commitment to work with the East of England Museums, Libraries and Archives Council (EEMLAC), English Heritage and the East of England Tourist Board to define a baseline heritage dividend measure.  We will then be able to measure the heritage contribution to the local economy over time.


English Heritage has developed the work on the heritage dividend across the East of England publishing Heritage Dividend, East of England 2003 - measuring the results of heritage regeneration.  The English Heritage work uses a methodology which was developed in partnership with and validated by the London School of Economics.


The proposed measurement of the heritage dividend will allow heritage services in Suffolk to demonstrate that heritage funding makes a major contribution to regeneration in the region.  It is often able to act as a catalyst for other wider investment.  A heritage dividend measure will support the efforts of all heritage organisations in Suffolk to secure more funding.

b)
It is proposed in the action plan that the good practice assessment tools which exist in this field are used to compare our service performance to the best in class.  The action plan sets out that the following good practice assessment tools will be used in 2004/05 :-

(i)
Historic Environment Records : Benchmarks for Good Practice, DCMS.

(ii) Moving Towards Excellence in Urban Design and Conservation, Planning Officers Society.

(iii) Developing a Local Records Centre : National Biodiversity Network.


(iv) Public Services Quality Group national survey of visitors to British archives, co-ordinated by the National Council on Archives.


(v) Benchmarking survey of Suffolk Museums, co-ordinated by Suffolk County Council Museums' Officer as part of a regional survey by the Eastern Region County Museums Development Officers' Group.

The use of the above assessment tools will allow us to compare what we do with best practice in the field.

c) To strengthen performance measurement the Assistant Director Environmental Services will agree with the relevant Environment Division service head a suite of measures and targets for their service.  In Libraries and Heritage the County Manager will agree appropriate measures and targets with the Head of Heritage as part of the Libraries and Heritage Directorate Plan.  All heritage services will have regular meetings to monitor performance and progress against business plan objectives/best value proposals.

d)
Each service head will be required to identify examples of best in class services.  Having identified the best in class service providers comparison will take place to identify proposals for service improvement.  What this means in practice is that we will look out for examples of good practice through our professional networks and make sure we draw upon the experience of the best.


The need to compare ourselves in a systematic way with 'best in class' providers has become all the more important as this area of work was identified as needing improvement in the Audit Commission's recent Comprehensive Performance Assessment of Environment and Transport.

2.5.
How we considered competition - who else could do what we do?

There are many providers of heritage services in Suffolk so it should not be assumed that the County Council will always be the best provider of our current services.  To an extent the services we currently provide are those that we have accumulated historically rather then the ones that we would chose to deliver if we started afresh.  The report, which has been produced in just over six months, does not contain an immediate proposal to change who delivers our current services.  What the report does do is set in train a series of projects to explore where others might deliver aspects of our heritage services better then we can.  The proposals in the current report include:

a)
A review of the County Council’s windmill interest.

b)
A review of countryside recreation site provision to assess the most suitable provider and seek transfer where appropriate.  Other providers might include the District Councils or the ‘not for profit sector’.

c)
To consider whether the County Council should start to deliver certain heritage services to the Districts at cost where economies of scale make us the most suitable provider.

d)
A demanding financial target for the archaeology services contracting arm which already has to operate in a competitive environment.

e)
Examining the business case for alternative means of delivering aspects of the archaeology service.  Possible alternatives could include regional working with other County archaeology services or a Trust.

f)
Exploring the business opportunities for the archaeology service’s contract arm arising from the proposed extension of Stansted airport.

There is no presumption about who should deliver these services in the future what matters is who can deliver the best services for the people of Suffolk.

The above proposals are a good start as we need to consider alternative means of delivering our services in a far more systematic way.  Officers will want to review the impact made at the end of 2004/5 and consider what additional proposals need to be made for 2005/6.

2.6.
Implementation Timetable

The proposals, which are agreed by the Executive, will be inserted in the relevant business plans for implementation.  The deadline for each action is set out in the Outline Improvements plan in Section Four.  The relevant Assistant Directors will manage the implementation.  The proposed council wide heritage/culture group will maintain an overview of implementation.

SECTION THREE: CONSULTATION INCLUDING THE  "IMPROVING SUFFOLK'S HERITAGE SERVICES" EVENT

3.1.
Introduction

The Heritage Best Value Review was conducted at a strategic level so the most important consultation engaged in was with the Suffolk heritage sector.  In February, a successful consultation event was hosted by the National Trust at Sutton Hoo.  The event was attended by over forty people from the local government, national government and not for profit organisations within the Suffolk heritage sector.  The results of the consultation event takes up the bulk of this section on consultation.


In addition to consulting the Suffolk heritage sector, the best value review team reviewed the public consultation material already available within the Council.

3.2.
The 'Improving Suffolk's Heritage' Event

The 'Improving Suffolk's Heritage' event was held to consult the Suffolk heritage sector centre, foster partnership working and allow our partners to challenge our emerging findings.


The event started with a key note address from the Leader of the Council, Councillor Bryony Rudkin.  The priority that Councillor Rudkin had given to heritage by attending the event was well received by those present. The determination of those present to raise the political profile was well illustrated later in the day when discussion turned to the Suffolk Strategic Partnership, the Suffolk Community Plan and measuring the heritage dividend.


Councillor Rudkin spelt out that Suffolk County Council spends £6m on heritage services but the Council is only one provider.  The County Council cannot deliver our heritage services alone, to be effective the Council must co-ordinate its activities with the whole heritage sector.  Councillor Rudkin asked 'could better co-ordination improve the impact of all our businesses, improve political profile and secure more external funding?'.


Councillor Rudkin identified the Heritage Best Value Review Team's early thoughts as a series of challenge questions for the event.  The challenge questions are set out in Exhibit Five below.

Is there a benefit in having a shared vision and a collective profile for Suffolk's heritage?

Should we improve the co-ordination of our organisations?  Could this work be under the umbrella of the Suffolk Strategic Partnership?

Can we do more to maximise external capital and revenue funding for all our organisations?

Should we work more closely together to publicise what we are doing and encourage people to use our facilities?

Exhibit Five - Councillor Rudkin's challenge questions to the "Improving our Heritage Services" event.

The event took the form of an expert panel who responded to the questions asked by Councillor Rudkin.  The panel was made up of :

· Tony Bass, Head of Leisure Services at Forest Heath District Council.  He sits on the local authority Cultural Officers Group.  Tony gave a District Council perspective.

· Mary Parodi, Regional Grants Manager of the National Trust.

· Dr Richard Rafe, Area Manager of English Nature in Suffolk.

· Terry Turner, Chief Executive, East of England Museums, Libraries and Archives Council

· Andrew Derrick, Assistant Regional Director at English Heritage, Regional Office.

The expert panel gave their organisation's perspective and started the discussion responding to Councillor Rudkin's questions.

3.3.
The feedback we received
Delegates to the event participated in a series of workshops facilitated by members of the expert panel.  The workshops were in two sessions - firstly to identify the key issues facing Suffolk's heritage services and secondly to focus on the actions which should be taken to address the key issues.

The three key issues identified by the workshops were resourcing, roles and responsibilities and promotion.

Exhibit Seven below sets out the actions proposed as a result of the event. Inevitably, in the final plenary session there was some prioritisation and the Heritage Best Value Review team has had to consider what is deliverable.  Set out below in Exhibit Six is the full list of ideas in summary form.

Raising the profile 

There needs to be a strategic overview for heritage provision in Suffolk.  

Definition of heritage is less of an issue than identifying a shared agenda.

Roles and responsibilities need clarifying as there is currently quite a bit of overlap.

Advocacy of heritage services needs to be strengthened.

The availability of heritage information needs to be improved.

Resources and Funding

Core funding of heritage services needs to be securely funded.

External funding needs to be co-ordinated across Suffolk at county level.  Suffolk County Council could have a co-ordinating role but must not seek to control.

Capacity building must take place..

Partnership working can best develop through specific projects.

Top priorities for Suffolk County Council should be issues of countywide significance and where impact is county wide.

The concept of heritage dividend for Suffolk should be promoted – return is greater than investment cost.

Partnership 

Suffolk County Council needs to co-ordinate (not control) Suffolk heritage services.

Existing partnerships and frameworks should be utilised to promote the heritage agenda.

Joint working needed to focus on specific projects.

Individual organisations should contribute according to who is best placed to deliver.

Exhibit Six - Ideas to improve Suffolk's Heritage Services from the event

3.4.
The action we propose to take

The large number of ideas in Exhibit Six above were discussed in the final session.  The list below in Exhibit Seven are those proposals which have been included in the action plan in section four.

Prepare a proposal to secure representation for the heritage sector on the Suffolk Strategic Partnership.

Contribute to the Suffolk Community Plan.

Seek to improve the co-ordination of Suffolk's heritage sector through the existing groups such as the Cultural Officers' Group.

Develop the web presence for the Suffolk heritage sector.

Explore the possibility of the creation of a Suffolk based 'heritage dividend' performance measure in conjunction with the East of England Museums, Libraries and Archives Council (EEMLAC), English Heritage and the East of England Tourist Board.

Work with the National Trust to establish a Suffolk presence in the Sea Britain campaign.

Organise a Suffolk external funding event for the heritage sector in conjunction with the major funders. 

Exhibit Seven - The actions proposed as an outcome of the 'Improving Suffolk's Heritage Services' event.
3.5.
Key points from public consultation

The Heritage Best Value Team considered public consultation feedback from Suffolk Speaks, Our Communities Speak - Black and Minority Ethnic Consultation and Involvement Project, State of Suffolk Survey 2002 and Customer Satisfaction Surveys (2001/02 and 2003/04).  A summary of each consultation exercise as it applies to heritage services is set out below.


a)
Suffolk Speaks 2001

[image: image1.wmf]0

10

20

30

40

50

60

70

sports 

Countryside

Recreation sites

Museums

Libraries

public records & local history 

Theatres, dance, arts and music

Crafts and traditions 

Archaeology

Historic buildings etc

Activity

Percentage

Have done

Would like to


Exhibit Eight - Level of participation in heritage related council services

When asked what would make residents more likely to use their preferred leisure facilities the results indicated that :

(i)
Priority should be to giving more information about what is available.

(ii)
Affordability, value for money, and facilities close to home are important considerations.

(iii)
More people would like to be involved with dance, theatres, arts and music.

(iv)
Fewer people would be interested in pursuing interests in archaeology, historic buildings and local history.


The survey recorded high levels of satisfaction with culture and recreational services and environmental services, the main areas of heritage services.  Satisfaction measures ranged from 60 - 75% overall satisfaction.

b)
Our Communities Speak - Black and Minority Ethnic Consultation and Involvement Project

The Our Communities Speak consultation exercise did not provide a great deal of information about the services included in the heritage best value review.  Key points were :

(i)
Bangladeshi and Chinese communities were less likely to know of the Records Office.  All the communities consulted - African Caribbean, Bangladeshi, Chinese and Sikhs - wanted to know more about the Records Office.

(ii)
The African - Caribbean community was most likely to express an interest in being involved or taking part in record office and museum activities.

(iii)
The Sikh Community were interested in becoming involved with the records office and wanted more information on museums.

The findings of Our Communities Speak would seem to give support to the proposal to develop a business case for the creation of a new Heritage Information Resource Centre (see Section Four - Improvement Plan D).


c)
The State of Suffolk Survey 2002


Just under half of those surveyed cited perceived high council tax as a reason why they are dissatisfied with the Council.


23% of those surveyed put cultural services as the top service where expenditure should be reduced to make necessary savings.


Public feedback on council spending on cultural services would very much support the approach taken in the review to maximise external capital and revenue funding for County Council heritage services.


d)
Customer Satisfaction Surveys in 2001/02 and 2002/03

The customer satisfaction surveys in 2001/02 and 2002/03 illustrate a high level of customer satisfaction with our heritage related services.  Taken together with the feedback on expenditure it would seek to suggest that the public enjoy our heritage services but they are not prepared to pay more council tax to further improve them.
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Exhibit Nine - Satisfaction rates with heritage related services in 2001/02 and 2003/04

SECTION FOUR: OUTLINE IMPROVEMENT PLAN

Improvement Plan A - Developing a Suffolk and regional role for the County Council within the heritage sector

No.
Activity
Performance Indicator/Target
Timescale
Additional cost implications
Lead Officer

1.
Seek to improve co-ordination of Suffolk's heritage sector through existing groups, e.g. Cultural Officers Group
Proposals to be discussed with the Local Authorities Cultural Officers Group
June 2004
None
Guenever Pachent (Alex Hayward/

Keith Wade)

2.
Re-establish a regional conservation role to support regional and sub regional planning and heritage strategies.
To reconvene the East of England Conservation Officers' Forum.
By June 2004 to have raised possibility of East of England Conservation Officers Forum with all county Councils in the East of England.

By Sept 2004 to have decided whether there is sufficient support to warrant setting up the first meeting by October 2004.
Minimal, to be contained within existing budgets.
David Palk

3.
To redefine the County Council's role in providing built environment and landscape services to support district council Conservation Services.


To discuss at Suffolk Conservation Officers Forum (SCOF) and Suffolk Landscape Officers Group (SLOG), the optimum role for the County Council in providing built environment and landscape advice, services and support.
By July 2004 to have debated at Suffolk Conservation Officers Forum the future role of the County Council in the built environment.

By September 2004 to have produced a specification of the services the County Council will seek to provide.
Minimal, to be contained within existing budgets.
David Palk/

Jerry Hindle

4.
Review County Council Management and support of the County's windmill interest to explore alternative management arrangements
Review completed with proposals.
March 2005
None
David Palk

No.
Activity
Performance Indicator/Target
Timescale
Additional cost implications
Lead Officer

5.
Raise the profile of Heritage in corporate priorities and function and demonstrate county role.
Contribute to the content of the Community Plan.

Establish at least one heritage-based target in the Community Plan, e.g. heritage dividend.

Make a proposal for Environment/Heritage representative within the Suffolk Strategic Partnership.
May 2004 

May 2004 

July 2004 
None
Jerry Hindle

Bryn Griffiths

Bryn Griffiths

6.
Establish Council-wide Heritage/Culture Group.  The new group should incorporate previously existing Cultural Officers Group.
Group established.  Meets quarterly.
Start July 2004
None
Guenever Pachent



7.
Council-wide Heritage/Culture Group to lead on responses to regional/government consultation papers that have an heritage impact.
New consultation arrangements in place/

Proposal made to Environment and Transport DMB.
September 2004
None
Jerry Hindle

(David Palk)

8.
Establish a Suffolk-wide measure of the heritage dividend in partnership with external organisations such as EEMLAC.
Performance measure in place.
March 2005
To be contained within existing resources.
Guenever Pachent/

Bryn Griffiths

9.
Rights of Way Improvement Plan statutorily required assessment and action plan for strategic development of rights of way and access.
Assessment of current provision and future needs.

Action Plan.
2004/05

2005/06
Any expenditure commitments which emerge from the plan will be subject to separate bids.
Jerry Hindle

10.
Contribute Rights of Way/Access perspective in review of Local Transport Plan review 2005-2010.
Recreational and access/rights of way targets incorporated in new plan.
Draft Local Transport Plan March 2005
None
Jerry Hindle

11.
Review Countryside Recreation Site provision to assess the most suitable provider and seek to transfer where appropriate.
Agreement with Forest Heath DC for joint management of Brandon Country Park.

Sites reviewed.

Alternative management arrangements implementation.


September 2004

October 2004

2005 onwards
No immediate cost implications.
Jerry Hindle

No.
Activity
Performance Indicator/Target
Timescale
Additional cost implications
Lead Officer

12.
Develop Brandon Country Park Heritage Centre as a "Gateway to the Brecks".
Establish funding support.

Develop and enlarge centre if funding secured and business case robust.
September 2004

2005/06
To be identified as part business case.   £200k match funding already identified by Suffolk County Council and Forest Heath District Council.
Jerry Hindle

13.
Undertake Landscape Character Assessment of Suffolk in partnership with all district councils and promote adoption as Supplementary Planning Guidance.
Complete Assessment.

Publication of assessment.
December 2005

2005/06
£10k bid to be made as part of PDS process for 2005/06.


Jerry Hindle

14.
Support extended working of the Suffolk Biodiversity Partnership in co-ordinating action in the County.
Appointing Biodiversity Development Officer.
April 2005
£10,000 Suffolk County Council contribution case to be made during PDS process for 2005/06.


Jerry Hindle

15.
Promote adoption and implementation of Suffolk Coast and Heaths and Dedham Vale Area of Outstanding Natural Beauty Statutory Management Plans.
Monitor implementation of Area of Outstanding Natural Beauty Action Plans.
Suffolk Coast and Heaths 2004/07.

Dedham Vale 2004/09.
To be contained within existing funding arrangements or subject to separate bids.
Jerry Hindle

16.
Consider implications of loss of Structure Plan to region for archaeological curitorial service across region.
Implications considered and reported back to Assistant Director Environment.
December 2004
None
Keith Wade

17.
Continuation of the Suffolk Museums Partnership - by Suffolk County Council contributing to the Partnership beyond 2004-05 to generate a wide range of externally funded heritage projects for the benefit of the people of Suffolk, tourism and the care of Suffolk’s unique heritage.
Agreement by Suffolk County Council for continuation funding with relevant match-funding partnership agreements from district/borough councils.

At least £60,000 worth of externally funded heritage projects delivered in Suffolk with public benefits.
By Feb 05

By March 06 and then ongoing annually.
£15,000 pa.

(In 2001-04 this amount per annum was sourced through the Corporate Regeneration Fund)
Alex Hayward (Lyn Gash)

Improvement Plan B - Maximising external capital and revenue funding for County Council's heritage services

No.
Activity
Performance Indicator/Target
Timescale
Additional cost implications
Lead Officer

1.
To have discussed with the Local Transport Plan team and Department for Transport mechanisms for building in funding in the Local Transport Plan submission for built environment measures in accordance with "The Suffolk Manual".
To review the way in which built environment services are funded, especially to consider future funding opportunities through the Local Transport Plan (LTP).
June 2004
Redistribution of resources within Local Transport Plan
David Palk

2.
To ensure that services provided to district councils are charged "at cost".
To review scope for providing specialist built environment expertise to district councils (links with item in Plan A above).
July 2004
None
David Palk

3.
Seek out greater opportunities through the planning process to secure environmental, heritage and access improvements.
District Councils, Rights of Way staff and Highways Development Control staff to meet to establish improvement proposals.
April 2005
Possible income stream
David Palk

4.
Contracting: Raise additional income over expenditure.
£14,000 (total £66,000)
April 2005
(If fail to meet target)
Keith Wade

5.
Examine business case for alternative means of delivering service.
Explore regional working/Trust/continued in-house provision.
By Christmas 2004
None
Keith Wade

6.
Implement Garbology project proposals.
Submit funding application.
October 2004
None
Keith Wade

7.
Explore business opportunities for Archaeology contracts arm arising from Stansted Airport.
Talk to framework archaeology Stansted Airports Archaeology Contractor.
December 2004
Possible revenue stream
Keith Wade

8.
Consider charging opportunities for archaeological site inspections and storage of finds.
Legal advice to confirm legality.
August 2004
Possible revenue stream
Keith Wade

9.
Better prioritise County Council involved Heritage Lottery Fund bids.
Agree annual priority programme.
Action completed for 2004-05.

Repeat on an annual basis.
None - save wasted resources which result from an unfocussed approach.
Jerry Hindle

10.
Develop skills, knowledge and capacity to drive forward externally funded projects, business opportunities and marketing.
Training support for project managers.

Appoint business development officer.


2004/05

2005/07
£30k p.a. plus on costs for two years.  The proposal will be submitted as part of the PDS process.
Jerry Hindle

(Iain Dunnett)

No.
Activity
Performance Indicator/Target
Timescale
Additional cost implications
Lead Officer

11.
Test extending the CONNECT scheme of visitor contributions to fund Heritage.
Audit Suffolk Coast and Heaths scheme and commission study for extending.

Proposals implementation.
January 2005

April 2005
Study to identify resource requirements.
Jerry Hindle

12.
Raise funding support for access and rights of way improvement from the Local Transport Plan capital programme.
Raise funding above £100k.
2005 onwards
Reprioritisation of resources within Local Transport Plan.
Jerry Hindle

13.
Focus Suffolk: Objective 2 + funding for rural community based project focusing on visitors and countryside access.
Secure funding.

Partnership works and website.
October 2004

2005/06
£50k match funds identified within existing resources or from internal bidding proposals for £200k project.
Jerry Hindle

14.
Review means of charging for Heritage services.
Advice.

Car Parking at Recreation site.

Events.

Rights of Way.
March 2005

September 2004

March 2005
Possible revenue generation.
Jerry Hindle/David Palk

15.
Establish arrangements for securing sponsorship.
New arrangements proposed.
March 2005
Possible income stream.
Iain Dunnett

16.
Provide support and co-ordination for external funding opportunities for the Heritage Sector in the County.
Establish annual heritage sector funding event.
2004-05
None
Iain Dunnett

17.
Promote a lottery fund bid by the Museum of East Anglian Life to develop the hall and gardens if an appropriate bid is forthcoming.
Bids for feasibility and substantive funding forthcoming.
Timescale to be determined by the Museum of East Anglian Life.
None.
Guenever Pachent

18.
Introduce credit car payment facility in Suffolk Record Office
Test credit card facility in IRO, with 5% of transactions paid for by card by 03/05.
2004/05
Cover costs as a minimum - aim for income generation.
Alex Hayward (Kate Chantry)

Improvement Plan C – Realising the communications potential of the heritage services as a potential jewel in the crown of the County Council’s services by establishing a communications strategy

No.
Activity
Performance Indicator/Target
Timescale
Additional cost implications
Lead Officer

1.
Establish a Communications Strategy for the Council's Heritage Services.
Communication Strategy in place.
March 2005
None
Bryn Griffiths

2.
Maintain good media coverage of Heritage activity but raise profile of County Council input.
Measure number of good news stories.

2 x years press Heritage feature/events promotion.
2004

Spring/Autumn
None
All Service heads

3.
Raise profile of Heritage Services in County Council publications and functions.
Target SCC publications.

Annual report to Sustainable Suffolk Overview and Scrutiny.

Topics to Locality meetings.
2004/05

2005
None
All Service heads

4.
Ensure that the County Council's Heritage Services are promoted effectively by the Tourism Partnership.
Facilities promoted.
Continuous
None
Iain Dunnett

5.
Add clause to archaeology excavation contract papers offering support to promote findings.
Specification contract papers changed.

Hand out with additional services, e.g. display boards, and write ups for house magazine, display cabinets.
August 2004

August 2004
Minor revenue potential
Keith Wade

Improvement Plan D - Increasing public awareness, access and involvement in our heritage services

No.
Activity
Performance Indicator/Target
Timescale
Additional cost implications
Lead Officer

1.
Completion of the Suffolk  manual and monitoring of its implementation.
To have published the final section of The Suffolk Manual.

To review annually the success of the manual in achieving added value to highway works in Conservation Areas and the Countryside.
June 2004 (Materials)

April 2005 (Access)

April 2005
Modest (<£1000)

None
David Palk

2.
Develop business case for creation of a new Heritage Information Resource Centre – incorporating storage for County Council archive and archaeology collections, Suffolk Biological Records Centre conservation and cataloguing facilities and provision for public access.
Business case developed.
End 2004
External funding will be needed to build and equip the resource centre.
Keith Wade / Alex Hayward

3.
Progress Public Involvement projects:

(a)
Leiston Abbey (Young Roots)

(b)
Dunwich Greyfriars
Organise Dig.

Put together bid for Heritage Lottery Fund.
Easter 2004

By end of 2004
May have net cost.

Will need partnership funding.
Keith Wade

4.
Further backlog post excavation projects:

(a)
Start Brandon analysis.

(b)
Prepare Ipswich Research Design for Archive.
As per Gant Chart.

Submit RD to EH.
From April 2004

By September 2004
EH Grant agreed.

Need to fund external researcher from within existing resources or by external funding.
Keith Wade

5.
Publish Hacheston and Historic Field Systems of East Anglia Project reports.
Submit to EAA by July 2004.
Publish by end of 2004.
EH funded.
Keith Wade

6.
Place Annual Summary of Archaeological Work and Finds on web site.
Finds/work on web site.
Discuss with Strategic Technological Partnership.
None
Keith Wade

No.
Activity
Performance Indicator/Target
Timescale
Additional cost implications
Lead Officer

7.
Develop Virtual Heritage Access initiatives through:

(a)
Growing the existing Suffolk Sense of Place internet site by adding more images and catalogue information from Suffolk museums, Suffolk Biological Records, archaeology and other heritage collections.

(b)
Create on-line learning materials to support life-long learning and leisure enjoyment.

(c)
providing on-line access to archive catalogues through new initiative Suffolk Heritage Direct.
Suffolk Sense of Place internet site – number of records increased from 1,500 to 3,000 in 2004/05 and 1,500 per year thereafter.

Creation of on-line learning materials.

Suffolk Heritage Direct launched for Suffolk Record Office.
Ongoing

Learning materials to be developed in step with growth of internet site.

End 2004
Existing resources plus external funding as available.


Alex Hayward 

8.
Review and develop P3 for community involvement in improvement and promotion of access and Rights of Way.
Review completed as part of Rights of Way Improvement Plan.

New extended support.
January 2000

2005/06
None
Jerry Hindle

9.
Improve signing for Rights of Way.
Introduce new signing system.

Complete 3000 signs p.a.
2004/05

2006/07
£150k allocated for improved signage in 2004/05 from single capital pot.  Funded for future years to be confirmed.
Jerry Hindle

10.
Promote inclusive access to our heritage resource and sites and networks.
Consider as part of Rights of Way Improvement Plan and site plans to improve access to country parks and rights of way by less able people, people from ethnic minorities and disadvantaged groups.
2004+
Resource implications to be identified in Rights of Way Improvement Plan and our Site Asset Management Plans.
Jerry Hindle

11.
Improve information and interpretive boards and signs at County Council heritage sites.
Uniform Suffolk County Council brand in place.
March 2005
Brand to be implemented only as planned renewal of signage rolled out.
Jerry Hindle

No.
Activity
Performance Indicator/Target
Timescale
Additional cost implications
Lead Officer

12.
Support volunteer involvement in heritage services.
Environment Division and Libraries and Heritage Business Plans to set volunteer targets.

Pilot a programme of Heritage Guides to act as public guides (Green badge guides).
June 2004

Pilot starts Easter 2005
None
Jerry Hindle

13.
Support community capacity building for involvement in heritage :

(a)
Work with town and parish councils to achieve their heritage priorities.

(b)
Support creation of sustainable heritage voluntary groups, networks and trusts.
Provide heritage advisory resource.
2004 onwards
None
Jerry Hindle

14.
Provide appropriate opportunities for volunteers to work with heritage collections in Suffolk (e.g. cataloguing archive collections in Suffolk Records Office) including the development of necessary training and promotion of these opportunities.
Volunteering opportunities identified; training developed; opportunities promoted.
Ongoing
From within existing resources although there may be potential for small amounts of external funding to help with training.
Alex Hayward; Keith Wade; Jerry Hindle

15.
Explore potential for creating community-based local history resource centres – pilot this at Framlingham and then consider developing other centres in west Suffolk.


Prepare business case for creation of a local history resource centre in Framlingham as part of the library redevelopment there.


Autumn 2004
External funding
Alex Hayward

16.
Appointment of new Heritage Life Long Learning Officer for two years to develop learning opportunities and audiences in at least three heritage locations, to promote better understanding of the way heritage resources can support learning and to foster better understanding in Suffolk heritage organisations of the needs and aspirations of learning providers.
Submission of an HLF application for the same.

Appointment of Officer.

3 new learning resources from heritage organisations trialled successfully.
By Sept 04

By Jan 05

By Dec 05
External funding

(£5,000 already secured through the Museum Development Fund and remainder to be sourced through the HLF).
Alex Hayward (Lyn Gash)

No.
Activity
Performance Indicator/Target
Timescale
Additional cost implications
Lead Officer

17.
Develop wider access to health benefits of heritage resources by supporting and promoting the use of reminiscence materials in different care settings for older people.
At least 10 specially designed museum loan boxes well used by different care settings with positive feedback.
By March 05 and then ongoing
To be met from within current resources.
Alex Hayward (Lyn Gash)

Improvement Plan E – Seizing the opportunities provided by the Suffolk Technological Partnership to improve public access 

No.
Activity
Performance Indicator/Target
Timescale
Additional cost implications
Lead Officer

1.
Further public access to information
Engage in OASIS project.
From April 2004
Costs recoverable from clients.
Keith Wade

2.
Embark on e-access to information project:

- SMR on-line

- Web access to fieldwork reports

- OASIS
No target possible (depends on STP and/or grant availability).
As appropriate
The proposal will be subject to a PDS proposal.
Keith Wade

3.
Make detailed proposals to the Strategic Technological Partnership for the improvement of the heritage coverage on the Suffolk County Council website.  The proposals should cover :

(a)
the relationship with the Suffolk Portal.

(b)
the use of GIS to allow the public to explore their locality.

(c)
Making possible public applications for grants on the web.

(d)
Establishing editor rights for service based officers
Report setting out requirements prepared.

Negotiations with Strategic Technological Partnership.
November 2004

January 2003
None

None
Bryn Griffiths

Bryn Griffiths

Improvement Plan F - Service specific improvement plan proposals

No.
Activity
Performance Indicator/Target
Timescale
Additional cost implications
Lead Officer


Built Environment





1.
To review the built environment service against the Planning Officers Society's "Moving Towards Excellence" guidance note.
To have carried out a self assessment and produced an improvement plan.
By October 2004
None (but might have potential costs depending on outcome of assessment).
David Palk

2.
To review the Development Control and Archaeology Services against the Historic Records : Benchmarks for Good Practice DCMS.
To have carried out a self-assessment and produced an improvement plan.
March 2005
None (but might have potential costs depending on outcome of assessment).
David Palk

Keith Wade

Alex Hayward


Archaeology





3.
Curatorial - Solve current archive storage crisis.
Create archive store at Bury St Edmunds.
By June 2004
Existing resources.
Keith Wade

4.
Establish archaeology service senior management succession plan.
Plan in place.
March 2004
To be defined.
Keith Wade


Countryside Service





5.
In partnership with other heritage organisations develop a Heritage Lottery Fund Landscape Partnership bid to raise awareness and enhance the unique heritage of the Suffolk Coast and Heaths.
Prepare planning project proposal.

Proceed with full national bid if positive feedback from Heritage Lottery Fund.
April 2005

April 2005
Match funding bid to be identified as part of proposal.
Jerry Hindle

6.
Agree with District Councils that they solely deal with Tree Preservation Orders.
Agree with District Councils responsibility transfer.
March 2005
Minor administrative savings.
Jerry Hindle

7.
Review provision of visitor facilities at recreation sites.
Review.

Remove/improve facilities.
2004

2005/07
Review will identify savings and costs.
Jerry Hindle


Educational Advisory Service





8.
Creation of a digitised newspaper archive of all aspects of Suffolk life since World War II








(a)
Web site with an archive.
Web site produced.

5,000 hits per year.

10 school visits to assist with digitising.

5 linked age group meetings.


Start April 2004
£40k funded by already secured lottery grant.
Martin Oldfield (Education)


(b)
Digitise a selection of the 2 million+ photographs owned by EADT.


20,000 photographs digitised.
Start April 2004
£10k granted by Council 

1 March 2004.
Martin Oldfield (Education)

No.
Activity
Performance Indicator/Target
Timescale
Additional cost implications
Lead Officer


This can link with the World War II BBC family history project being developed in record offices and libraries.





9.
Assistance with other heritage based lottery bids involving schools.
10 staff days per year.
April 2004 - March 2005
Current resources.
Martin Oldfield (Education)



10.
Develop oral history programmes within Sense of Place theme as Capture Suffolk – link with school citizenship curriculum and Sense of Place website.


Subject to external funding bid.
Martin Oldfield


Libraries and Heritage





11.
Carry out regular stock checks of SRO holdings.
Introduce rolling programme of stock checks in IRO and LRO, with 15% of collections checked by 03/05.
2004/05
Staff time
Alex Hayward (Kate Chantry)

12.
Improve the way we care for SRO collections.
National Preservation Office survey completed and SRO Preservation Policy developed by 03/05
2004/05
Staff time
Alex Hayward (Gwyn Thomas)

13.
Reduce the quantity of SRO material that is currently unavailable for public access as a result of its poor physical condition.
Quantity reduce by at least 100 items by 03/05
2004/05
Staff time
Alex Hayward

(Gwyn Thomas)

14.
Catalogue Local Studies book stock at IRO
Cataloguing complete by 03/06
2004/06
Staff time
Alex Hayward 

15.
Ensure that SRO is representative of and responsive to all the communications of Suffolk and their interests.
Conduct equality impact assessment and diversity survey; survey and workshops to be completed by 09/04.  Incorporate results into next Heritage Plan 03/05.
2004/05
Staff time
Alex Hayward (Kate Chantry)

16.
Find out what SRO users think of the archive service
Participate in 5th national Public Service Quality Group visitor survey incorporate results into next Heritage Plan 03/05.
Summer 2004
Staff time
Alex Hayward (Kate Chantry)

No.
Activity
Performance Indicator/Target
Timescale
Additional cost implications
Lead Officer

17
Participate in regional museums benchmarking exercise
Co-ordinate data gathering and disseminate findings to Suffolk museums to help them improve their management.
2004/05
Staff time
Alex Hayward (Lyn Gash)

SECTION FIVE: A VISION FOR SUFFOLK'S HERITAGE SERVICES

Suffolk County Council’s Ambition for Suffolk 2013 is ‘To develop an economy, environment and culture which is sustainable and thriving – Mixing the best of the past with the best of the future’.

Introduction

Suffolk has a rich heritage, attractive countryside, internationally important wildlife sites and many lovely villages and market towns.  There is vibrant arts activity, and collections of archives and artifacts that are of great significance, interest and beauty. Yet it also has some urban areas with a poor quality environment, while some rural areas may need investment, for example in broadband access, to ensure that they can continue to support a thriving economy.  

The County Council seeks to both celebrate and promote Suffolk's heritage.

The challenge we face is to make sure that our heritage resources are managed sustainably so that they can continue to make a full contribution to attracting people to live and visit, while ensuring that the County also has the services and facilities it needs to offer good quality employment opportunities to its residents and to contribute fully to the national economy.  Suffolk's heritage makes a crucial contribution to our sense of place and contributes to community cohesion.

What do we mean by ‘heritage’?

For the purposes of this review we suggest that the following definition of heritage be applied: ‘Heritage is those aspects of the past and present which have sufficient value to merit conservation for the benefit of present and future generations’. This is based on English Heritage’s definition. The scope of the review includes not only ‘historic’ heritage but also arts activity.

Suffolk’s heritage resource comprises three categories:

· Movable heritage such as artefacts and archives (paper and film)

· Fixed heritage such as landscape, wildlife habitats, and buildings

· Intangible heritage such as language, music, customs and folklore – and electronic archives.

Ambition for Heritage


Recognising that heritage belongs to us all, Suffolk County Council will be a Champion for Heritage in the county, working in partnership to :

· Support the provision of excellent and inclusive services and advice

· Protect the raw materials of our culture and heritage

· Promote understanding and appreciation for all of what makes Suffolk special, and help them to celebrate this.

Aims and objectives

To help people to celebrate what is special about Suffolk’s heritage and their role in caring for it.

To identify, preserve and protect those parts of our heritage which embody the identity of the county and its people and which contribute to our quality of life.

To be first point of call within Suffolk for heritage information, advice, strategic guidance, grants.

To ensure that the heritage services we provide [e.g. education, countryside, archives, archaeology, historic buildings advice] are of the highest quality, responsive to people’s needs and that users can access them easily.

To make sure that heritage services are provided by the most appropriate body within Suffolk.

To embed heritage in the work of Suffolk County Council and local strategic partnerships.

To maximise the Heritage Dividend for Suffolk so that the county benefits from the economic opportunities provided through heritage activity.



SECTION SIX: A SUMMARY OF THE EXISTING HERITAGE SERVICES

6.1.
Introduction
The heritage best value review primarily took place at a strategic level looking at heritage services across the whole Council and how they fit into the whole heritage sector.  The best value inspectorate has advocated that councils take a more strategic approach to best value and that is the approach we have taken.  Having said that the review has been strategic in its nature the best value team still felt that it was important to set out in summary a pen picture of each service we provide.  The best value review has not sought to drill down, into the detail of each service such an exercise is better done as part of each services business plan and as part of the budget setting exercise.   The following provides for members information a summary of current County Council heritage service provision:

6.2.
Archives Service

There are three Record Offices in Suffolk; at Ipswich, Lowestoft and Bury St Edmunds:  together these provide the most heavily used local authority record office in the country, with extensive holdings of archives (including documents, maps and photographs) of local, national and international significance.  Suffolk Record Office has a statutory function in enabling the County Council to maintain and make accessible the business archive of the council, and so the County Council Archive is a key element of the record office collections.

At Lowestoft Record Office a new public search room and staff offices were created in 2003 as part of the award-winning redevelopment of Lowestoft Library and Record Office.

In Bury St Edmunds Record Office new mobile shelving is being installed in the strongroom, which will make it easier to handle the collections there.  Simultaneously, a comprehensive stock check of the collections is being carried out.  Both these projects will improve the quality of service offered to the public.  The Bury St Edmunds branch is situated in a building which was not originally designed to be used as record office, and there is limited scope to improve physical access to users of the service.

Ipswich Record Office was opened in 1990 with a new purpose built strongroom.  Public spaces and staff offices are provided in a converted Victorian primary school.  These spaces need to be overhauled and facilities improved to provide the level of service users now expect.

The strongrooms at both Bury St Edmunds and Lowestoft are running out of capacity to store the volume of material that is being acquired, and neither can be expanded.  This is a significant problem.

Separate from this review, an audit of archives identified a significantly large backlog (about 22% by bulk) not catalogued.  This is being addressed through externally funded cataloguing projects.  The most recent, Made in Suffolk, tackled business records held across Suffolk Record Office.

Activity - Suffolk Record Office
£'000

Gross Budget


Employee Expenses

618


Premises

78


Transport

7


Supplies and Services

61


Support Services

2







Gross Total

766

External Funding

-74

Net Budget

692


Exhibit Ten - Archives Service Budget 2003/04

6.3.
Arts and Museums Support

Suffolk County Council currently grants £450,000 each year to 11 independent arts organisations and museums.  This investment supports the strategic independent arts and museums infrastructure in the county and ensures that the sector contributes to the delivery of the council's priorities.

The funding goes to the relatively small number of independent organisations which (a) have the capacity to help deliver the council's priorities on a strategic level, and (b) are of county-wide or sub-regional significance both in the size of audience that they reach and the importance and quality of their collections, performances and outreach.  These factors, together with the availability of grant from funding partners such as the borough and district councils, influence the size of grant, which each organisation receives.

The grant-aided arts organisations are: Aldeburgh Foundation, Bury Art Gallery, Eastern Angles Theatre Company, Suffolk Artlink, Theatre Royal, Wingfield Arts, New Wolsey Theatre.

SCC also invests education and caring funds into some of these organisations, in order to procure specific services for schools or for people with special needs.

Suffolk County Council's role is crucial in maintaining a broad base of arts organisations and provides excellent leverage for investment - every £1 in Suffolk County Council support helps the arts sector generate another £11.

The grant-aided museums are: Gainsborough's House, Long Shop Museum, Museum of East Anglian Life, and the West Stow Anglo Saxon Village.  Grant is also provided to the Association for Suffolk Museums, a partnership drawing together local authority and independent museums large and small, to promote joint working.

SCC has one professional Arts Officer and one professional Museums Officer.  In addition to managing the relationship between the county council and grant-aided organisations these provide advice and support for arts and museums bodies throughout the county.

SCC also hosts the project officer working for the Suffolk Museums Partnership, a key activity of the Association for Suffolk Museums.

Activity - Arts and Museums
£'000

Gross Budget


Employee Expenses

126


Premises

-


Transport

10


Supplies and Services

472


Support Services

-







Gross Total

608

Other Funding (see below)

-

Net Budget

608


Exhibit Eleven - Arts and Museums Budget 2003/04

6.4.
Archaeology

The archaeological service is divided between a curatorial/public service arm and a contracts arm funded by developer contributions.  The contracts arm operates on a business-like footing with financial targets set for each financial year.

The County Council Archaeological services is virtually the sole provider of curatorial archaeology services in the county:  it maintains (at its Bury office) the County Sites and Monuments Record.

It provides a comprehensive service for the conservation of the county's archaeological heritage, through advice, fieldwork and the recording of any archaeological sites within the county.

It is a continuing challenge to make sure that the work of the contracts arm does not overwhelm the work of the curatorial arm.  It is the curatorial arm that makes details of archaeological finds available to the public.


Total
Conservation
Contracting

Staff

39

7.5

31.5

SCC funds

551

551

Nil

External funds

820

44

776

Total

1,371

595

776


Exhibit Twelve - Archaeological Services Budget 2003/04

The contracts arm operates on a nil net cost basis for County Council.  It has a financial target of an additional £14,000 excess of income over expenditure in 2004/05.

6.5.
Built Heritage and Environment

In association with planning control, the council promotes the awareness of buildings and areas of architectural or historic interest in the county.  Staff give advice on retention and conservation, guiding clients on restoration, repair and alteration.  Further work relates to environmental improvement schemes.

Electronically held environmental information is used t o help inform land use decisions, plan and design new developments.  This has been enhanced by an environmental constraint system (ENCheck) to allow staff to interrogate layers of information to ensure that environmental designations and information are taken into account at the start of new planning schemes.

Three staff are employed by the county council on this work (full time or in part).  Revenue Expenditure for 2003/04 is £130,000.  This includes staff costs and funding for Enhancement schemes, buildings at risk and Heritage Economic Regeneration Schemes.  The team works in close collaboration with other agencies (District and Parish Councils, English Heritage and statutory undertakers.  This sometimes results in bids for funding for example through European or lottery funding streams.

6.6.
Countryside

The purpose of the Countryside Service is to promote and implement conservation and enhancement of the Suffolk countryside and provide opportunities to understand and enjoy it.

The Countryside Service manages over 25 recreational sites and staff also support the Brecks, Gipping Valley, Suffolk Coast and Heaths Area of Outstanding Natural Beauty (AONB), and the Dedham Vale and Stour Valley countryside management projects and supports the Upper Waveney Valley and Greenway projects.

The service looks after 5,500km of public rights of way, a largely non-vehicular network giving public access and enjoyment of Suffolk's countryside heritage.

The Service protects Suffolk's natural environment by leading a number of environmental initiatives in partnership with other organisations and local interest groups.  It also identifies areas of landscape and wildlife importance; gathers, collates and manages environmental data and supplies information on the natural environment to other bodies.

The Suffolk Biological Records Centre (SBRC) is a key source of biological information in Suffolk and underpins the Biodiversity Action Planning process which involves a number of external partners including English Nature and the Suffolk Wildlife Trust.  The SBRC is staffed by SCC employees and is currently located at the Ipswich Museum site.

The Service fills another important role by supporting landscape and wildlife conservation work on the ground through the provision of pump priming grants and specialist advice to landowners and local community groups.  It has a good track record of attracting external funding to implement practical conservation activity.

Although this service is essentially a non-statutory function of the Council, the Countryside and Rights of Way Act 2000 (CROW) provides a statutory basis for nature conservation activities by local authorities as the public body and landowner.  The CROW Act also places statutory duties on local authorities in respect of Areas of Outstanding Natural Beauty (AONB).  These responsibilities are largely met through the two AONB Countryside Management Projects led by the County Council.  In addition, the service's role in maintaining the public rights of way network contributes to statutory duties contained within highways legislation.  The service in general also contributes to environmental promotion and protection, and the enhancement and enjoyment of the countryside, in accordance with government policy.

The Countryside Service activities range from setting policy and plan preparation (for instance the Suffolk Biodiversity Action Plan), to the provision of practical on-site conservation advice and grant aid to landowners, working with community groups to enhance their local environment, and the day-to-day management of countryside recreation sites.

The service is enhanced through use of a network of countryside service volunteers and working with local people to raise awareness.

Service
Gross Budget £000
External Funding (£000)
Net Budget £999
Staffing 
(full time)

Countryside Management/Admin

262

23

239

6.5

Countryside Management Projects

864

686

178

16.5

Rights of Way

1,275

187

1,088

20.0

Recreation sites/
access

382

129

254

11.5

County-wide Landscape & Biodiversity

188

7

181

5.5

Externally Funded projects

235

235

0

4


Exhibit Thirteen - Countryside Services Budget 2003/04

6.7.
Education Advisory Service

The Advisory Service provides support for schools, including support for the national curriculum.  Of particular relevance to heritage are Geography and History, Environment Education and Citizenship.

There are three advisers/advisory teachers covering the whole of Suffolk supporting these subjects.  The advisers for art, music and drama also support aspects of heritage education.  They all provide information, INSET courses, school visits, and resources.

An emerging aspect of our work with Suffolk teachers (and to an extent, pupils/parents/governors) is the developing LEA website www.slamnet.org.uk.  Currently it receives approximately one million "hits" a year.  As part of the support for history and geography, advisory teachers work with other providers, for example:

(a)
Other Suffolk Councils;

(b)
Suffolk Museums;

(c)
National/local organisations, e.g. National Trust, English Heritage.

(d)
Private groups - e.g. 1-2 person history drama/recreation companies.

(e)
Local firms, e.g. working with East Anglian Daily Times in preparing a successful HLF bid to digitise examples of the photographic archive of the EADT.

Topics are taught within National Curriculum guidelines to pupils aged 5 - 14.  Students often choose to continue with the subject post-14.

The Education Advisory Service comprises a professional staff of 85.  A number of County Specialist Advisers contribute to the development of aspects of heritage education.  These subjects include elements of music, art, drama and significant elements within geography and history.  It is impossible to quantify the amount of staff time linked to heritage work specifically, but a reasonable estimate would be the equivalent of one FTE.

The advisers provide INSET for teachers and teaching assistants, visit schools and advise staff and also provide information and guidance linked to heritage education via written newsletters and the SLAMnet website.
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