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Introduction

I joined Southbank Centre in July 2006 at a time when the organisation was going through a huge physical refurbishment.  The organisation had also begun to think about development more fully though I wasn’t sure how much specific resource had been set aside for this.  My role there was:
“To establish, develop and promote the role, function and modus operandi of a “creative innovation unit” within the South Bank Centre.”

This was to raise useful questions for the organisation, provoke some organisational change, introduce new ideas and new partners through new small scale initiatives and begin to introduce the idea that the organisation could position itself as a world cultural centre with an appropriate range of associated ambitions.

I/we worked away quietly to test the potential of the CIU.
This paper reviews:

· The context and thinking behind the CIU

· The characteristics of the model

· Its operation and the challenges such a model faces

· Its immediate legacy.

Wider Context

This starts with the macro issues and then moves closer to home.

We are a species that can see the planet like no other species before us.  We can see to the ends of our solar system and beyond at the same time we can see the atoms that make our fabric.  For the first time a species is able to contemplate its own demise, just last week scientists from Oxford University said that there would be no trace of mankind on the planet in 50,000 years.  We can pretty much predict which organisms will outlive us.   It has dawned on us that we are facing several crises, climate change, risks to our energy supply, food and water supply.  There are also newly developing risks to our physical safety and security.    We sense we are at a time of change, our international institutions are looking less authoritative, democratic mechanisms are creaking, and national institutions that gave us comfort as we set about reconstructing society after the second world war (and I include the Arts Council in this) are looking unfit for purpose.  As we move further from our colonial past we have to adjust to an interconnected, interdependent world and our new place in it.

Moving towards the UK landscape - the wealth gap is widening.  Whereas when 7:84 theatre company started in the late 70’s, 7% of the people owned 84% of the wealth, now we are in a situation where %5 of the people own nearly 89% of the wealth.  Yet we have been enabled (until recently) by our financial institutions to become the most debt ridden country in Europe.

The UK population is changing, 1 in 7 of us is now classified as non-white, in fact those describing themselves as mixed race has grown by 150% in the last 10 years.  As a population we are aging, by 2010 less than 20% of the working population will be white, male, able bodied and under 45.  The main issues of concern to the UK population are, defence, health, race, education and crime, with 71% of the white population saying the UK is accepting too many immigrants.  The media presents quite a negative picture of minority groups overall but the 10% of the media coverage that deals with Diversity and the Arts is very positive.  Nearly twice as many Black and Asian people want to set up their own business as compared to the white population and 20% as compared to 7% of the white population describe themselves as “striving and ambitious.”  57% of the UK population think we should all learn more about other cultures.  Capitalising on diversity will be essential if we want to move forward as a society as a sector we can make an important contribution to the capacity for innovation and overall perceptions of our society.  

Since Chris Smith took office as the Secretary of State for Culture Media and Sport there has been unprecedented interest from Government in cultural and creative industries.  The Government can see a sector where over 1million people are employed, it represents 8% of GDP and is growing at twice the rate of the economy as a whole.  Every five years or so Governments need to find a new source of jobs and wealth to keep society buoyant and there is strong belief that the answer this time is a high value, knowledge based economy that will drive the UK forward.  However, there has been an inability to understand or measure the way the creative ecology works and delivers benefit, so our measuring sticks are crude and insensitive to content and motivations of the economic generators.  

There is an inherent paradox in the industries, in that whilst consumption increases, the makers are not a reflection of the wide platform of consumer participation.  In the labour market for the Creative Industries sector nearly 40% of the workers are in the prime age of the labour market i.e. between 16 and 30, there is an unhealthy dependence overall on young white males who often work for lower than average wages.  There will simply not be these workers available in the future – we need to diversify.  There are known and significant barriers to entry into the Creative Industries professions and accessing finance particularly for women and ethnic minority groups and in some sectors there is also a “social class” issue.  David Kershaw, Advertising Director at Saatchi’s describes our record for diversity as “pitiful” and Greg Dyke, former Director General at the BBC, famously described the organisation as “hideously white.”  A recent report from the UK Film Council acknowledged, “nepotism in film recruitment practices is agreed to be widespread.”

We need to think innovatively about how to bring new talent into our sectors, existing process will not do it.  Reputation within the profit driven sectors within the Creative Industries is by innovation, but how do you get there in the first place?  Reputation in the public sector is often dependent on peer approval or achieving a platform in large organisations, which is limiting for newcomers.

Peter Hewitt (former CEO of the Arts Council England) said in his outgoing lecture for the Smith Institute that we must make arts “part of the core script”, but with no indication as to how the arts structure could assist.  This is exacerbated by it also being overcrowded with a plethora of “bodies” that assume responsibilities.
Much of the wealth generated in the new knowledge based industries will be heavily linked to our own sense of value, identity or some might say “Britishness.”  We will need to encourage participation rather than passive consumption.  So, “How do we in the arts respond to all this? 
In my view we play a critically important part.  Artists are rare creatures the best of them can deal with complexity, and moral and structural ambiguity, diversity, dilemma and paradox and reflect it back in ways that others marvel at and engage with.  In the current climate we know that the arts and creativity have a vital social role to play but we are traditionally artist led and this in itself can produce tensions.  As the public value debate comes into sharper focus we will be required to find new ways to embrace greater participation and express our value to society.  The controlling and enabling structures that shape the way we work will either adapt or become irrelevant.  

So as explained Creativity, Diversity and Innovation are key drivers.   In order for the creative sector to move amongst the complexities of the macro dynamics, in order for them to play a part in the flourishing economy and in order for us to contribute to the holistic well being of society, we need to find an iterative model in which creativity, diversity, an international perspective and innovation can work in harmony and for maximum benefit.  The themes of the CIU and the model by which it operates are an attempt to find an inclusive a response to the macro and micro climate.

South Bank Centre Context

The South Bank Centre is undergoing a transformation. It is a centre for a fantastic range of talented artists and creative industrialists to present and advocate for their work and for audiences to come and enjoy and interact with it.  It could increasingly be the place where new cultural thinking emerges and is debated.  Where new intellectual ideas take shape as a result of practical experimentation and engagement. The place creative workers from around the globe think of as their London home.  What may loosely be called a ‘World Cultural Centre.’

The physical change should reflect a cultural change, but in order to be the organisation we aspire to be it must put in place mechanisms for innovation.  These will generate the intellectual capability and the content as well as the “capture” and knowledge transfer mechanisms.  The dissemination of the knowledge should be internal and external and will build our credibility as an influencer and thought leader.

Many large organisations can only lurch from one critical issue to another, often looking at the near horizon, particularly in the current climate.  Recent government research identifies small units as the best places to generate innovation, often at the cutting edge and looking to the further horizon.  Larger organisations are best placed to bear the risks of experiment.  In order to move a less innovative large organisation towards a more innovative model and provide a haven for risk we implanted a far sighted construct within Southbank Centre to it act like yeast.
The Approach

So what is a Creative Innovation Unit? And, how do we develop one?

The approach I have taken to developing the model is to test and shape a theoretical model and then try and populate it based on opportunity and experience.  I went about this in the following way:

· Read a number of policy documents on innovation, creativity, value and knowledge transfer.
· Consulted a range of individuals about their views on creativity, innovation and what was needed to encourage both these

· Looked at examples where interdisciplinary practice is operating or where it has led to exciting developments.
· Constructed projects that will demonstrate the model.

As the model has taken shape we consulted with colleagues within and external to the sector at senior and junior level to hone the intellectual basis and test evidence of need.  Then incorporated the feedback and ideas received from them and tested the model with example projects.

The “status quo” (see Model 1 diagram) which could be applied to organisations like the Arts Council England, raises questions about its own efficacy for stimulating creativity and innovation.  The idea was to identify key elements for innovation and then introduce them into the new CIU model (see Model 2 diagram) as a compliment or comparison to Model 1, but not as a replacement.

There was general recognition that the status quo was not conducive to creativity and innovation but that it does do some things well, such as enabling a good overview for the government funder.
The words or phrases used to summarise model 1 are:

· Top Down

· Standardised

· Technocratic

· Competitive

· Fearful 

· Self-sustaining

· Paternal

· Unable to engage with Creative Industries.

For further analysis see notes on Model 1 available on the website.

The Creative Innovation Unit 

Creative Innovation Unit operates as a turbine for organisational and cultural development within the South Bank Centre.

It is interdisciplinary (arts, science, social science, technology) and international and may take on different roles as funder, investor, commissioner, publisher and collaborator. It will involve a range of new and different partnerships within a flat structure that will allow collaborations within the cluster to add value to each other.  This may be financial value to make a project happen but could also be a new creative or other dimension.  The learning from each of the projects will be captured and be transferred within the cluster and within the organisation.

To find the direction of the CIU, I read around subjects that I thought would be of immediate interest to those with a passing or professional interest in the creative and cultural sectors.  Considered what might be shaping the agenda and how we might gear ourselves up intellectually to deal with it.  In the end decided to focus on developing themes based on the large dynamic forces that shape our culture:

1. How we are Governed = Creativity and Democracy

2. How we treat anything foreign = Creativity and International Engagement

3. How we treat differences within = Creativity and Diversity

4. What we value = Creativity and Value

5. The Environment we operate in = Creativity and the Environment

6. How we learn and what we choose to learn = Creative Learning.

The CIU will run a cluster of projects to demonstrate the mechanism and value.  In terms of the South Bank Centre each needs to add value to the organisation or operation and the creative programme.  Each project must also be of value to the range of partners directly involved and add value to other projects within the cluster.  Financially, the challenge is that it must run on a break-even basis.

The proposed Model for the CIU is Model 2 and was recognised as being more conducive to innovation whilst retaining some of the good points of Model 1.  Some of the words I have used to describe the CIU are:

· Bespoke

· Collaborative

· Flexible

· Communal / Flat

· Adult

· Humanistic

· Sustainability sensitive

· Potentially “user friendly” to Creative Industries

For further analysis see notes on Model 2 available on the website.

Project Development

The projects within the CIU construct were selected to; demonstrate the themes; the interdisciplinary nature of the mechanism; the different roles the CIU might take; and enable the multiplier effect.  We were also interested to identify and document the skills set required to run one of these.  We were acutely aware that the personality and artistic character of the CIU would also (as with any creative initiative) would to an extent be influenced by the leader of the CIU.
CIU Overall Feedback

In total 6 initiatives were run from the CIU.   We investigated the potential of 13 more.
There was not a single negative response to the model.  There were some cautionary remarks and a number of questions but none that could be considered a “killer blow”. The following comments came from a number of key people working in the cultural sector in the UK (for the purpose of this report they are anonymous.) 
One of these models thinks about sustainability in terms of sustaining the system itself the other is more cyclical like cycles in nature.  It should make us think about what we want from arts initiatives.  Should they go on forever?

I can see this will make people think about the value of culture in a different way.  It suggests reconstruction, renewal.  Great for the active citizenship and well-being agenda, shows a more balanced view of life.

Shows that it is possible to be good and provide benefits to others.  There is equality in the transactions.  Go and ask the DCMS for money – they are doing the comprehensive spending review after all. 

You need to develop a means of evaluating this that does not apply to the “status quo” model.  The CIU model is very different so mustn’t fall foul of numbers or outputs – it’s outcome driven.

Can this be scaled?  If so what might the pitfalls be?

You won’t be able to import management mechanisms from other places, you may have to invent as you go along, it’ll be tiring.

Do you know if there are people who are skilled enough to run these things?

The combination of activity seems to yield more than the sum of its parts

It breaks down the pre-conceptions that you have of some other parties or sectors.  Gives a more rounded view of the world and a sense there can be common values.  Yes, it’s an optimistic model, not reductive, one that you feel you can find a connection to.

I’d really like you to come in and show this to the guys here who are working on public value.  It will be really thought provoking for them.

Think about impacts and activity not one or the other.
The AHRC would be really interested in this.

Second Stage Development

As work progressed it became clear that there was a second stage to the model.

Peter Hewitt (former CEO of the Arts Council England) had raised the question about arts being part of the “core script”, but has offered limited solutions as to how to achieve this.  But what if the CIU within the South Bank had connections to CIUs in other “culture points?”  For example, could a hospital, a charity, a University or a Prison be a culture point?  If so, still working to the same themes as our CIU and with interdisciplinary creative organisations and individuals, what might a CIU look like within these places?  What kind of relationship would the South Bank Centre then have with them?  Is it critical that these audiences are consumers in the sense of buying a ticket?  Or is it enough that we build understanding of cultural and creative value in the minds of the public?  What other relationship might they have with us?  Is that another valuable function for a World Creative Centre?

We approached each of the organisations below and asked them if they could work with their senior teams to imagine what a CIU might look like within their operation?  Then how might it interact with the South Bank Centre?

Institute for Prison Studies
Director and Former Governor of Brixton Prison,





Andrew Coyle working with Paul Heritage from Queen 





Mary’s University

Heart of Birmingham Hospital Trust, Chair, Ranjit Sondhi
United Response

CEO, Su Sayer

Reports from each organisation were delivered within 3 months and it became clear that the CIU could be of wider use and ought to attract funding in itself rather than just through the projects within it.  

Legacy

The CIU achieved more than we had hoped, more quickly than we had hoped.  
It demonstrated that an innovation model in the cultural sector could break even financially.

A complex model, the way to scale it was not to increase the size an infinitum but to increase the number of CIUS and culture points, thus allowing for a diversity of approach and deep connections to particular communities.

The idea that the CIU is interdisciplinary is critical to its success.  By allowing the arts ecology to interact and be supported by a range of different contributors and keep it free of a single influencer that may skew its core innovation purpose.  Relationships made on the basis of the six dynamic forces also enable interaction with a wide range of organisations.  But interacting with interdisciplinary constituents also requires a wide skill set.
It was clear that for the CIU to sustain itself a particular set of skills was needed.  The CIU should be populated by creative brokers taking the role of brokering bespoke imaginative and unusual relationships.  We did write job descriptions.  

The CIU introduced a host of new partners to Southbank Centre.  The partnerships would vary depending on the collaborator.  
A key dynamic in organisational development terms, was that although hosted within a larger entity, in order to achieve all its functions it needed to operate with a degree of autonomy, encouraging difference and originality.  The learning outcomes could then be bounced back into the host entity driving organisational and creative development.
We also learned that the model allows for greater diversity of approach and genuine engagement with a wider range of people looking for engagement with the arts in a slightly non-traditional way.  Participants felt a sense of belonging, purpose and cohesion within the wider themes.  

Learning could be fed back to the sector and to strategic bodies in a coherent way to demonstrate the model as one that encourages creative expression and empowerment but also social progress – where all three are valued and can work together to shape our future. 

This model was also been included in a paper to the European Commission on Creativity and the Economy as CIUs could be set up further afield than the UK.

I left the CIU in 2007 in order to take up post as Director of Arts to the British Council.  It was of concern to me that the unit didn’t just become another round of meetings, it needed to continue to generate ideas, income and outcomes.  Some of the projects are still running.  I think the model has demonstrated enough potential for more to be supported building on the detailed learning from this one.
Venu Dhupa

Reviewing in June 09
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