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6. Partnerships & Development

6.1. Introduction

Partnerships & Development is one of the key themes of Hull 2017, made up of one aim and its accompanying objectives:

· Aim 9: To demonstrate exemplary programme delivery and partnerships, establishing Hull 2017 as a blueprint for successful delivery

· Objective 18: Demonstrate Hull as best practice of how to successfully deliver UK City of Culture.
· Objective 19: Develop strong partnerships, where partners are satisfied with their experience.
· Objective 20: Establish a suitable delivery model and approach for the UK City of Culture project.
Look Up will be evaluated, referencing these aims and objectives, as well as identifying additional outcome areas not covered in the above, but linked to the project-specific aims and objectives (see Chapter 1).

The Process Evaluation of Flood is a natural fit within the assessment of the Partnerships & Development aims and objectives, so has been incorporated within this chapter. As such, feedback from all respondent groups has contributed to this chapter, namely:

· Core Project Team (CPT);

· Artists;

· Peer Assessors; 

· Audiences;

· and Delivery Partners.
6.2. Concept and Creative Development of Look Up

To insert – original concept – bid document? Commissioning plan? 
From Hull2017’s perspective, the driving force behind the commission was to create something which was ambitious in both scale and duration, with high production values and a strong connection to the community.

“Far too often, community engagement work is accompanied by crap production values. It's all very worthy, but it's a bit shit, right? And, we were determined to give productions, either with communities or by communities, the same kind of level of production that we would give to a media-planned show. That sends out a very, very clear message of respect, I have learned, and also of people relaxing in, and being open to receiving the discussion that you're trying to have.”

Slung Low, a Leeds-based theatre company, were approached to deliver the project. Members of the team at Hull2017 had been impressed with the quality of their previous work, and they ticked a lot of boxes in terms of Hull2017’s wider commissioning objectives for the artistic programme.

 “The thing that I love about Alan's work [Slung Low’s Artistic Director], is that he directs really poetic, meaningful things as if they're Hollywood action movies, and he does it beautifully.”

 “That's what we said we would do, commission a lot of northern art. We also said that we were interested in who's next, not necessarily who's now, so they fit along that. So, everything fitted the bill to say, let's find a project to work with them on."

Slung Low were challenged to create something longitudinal and multi-platform but, on the whole, the brief was quite open, so the creative concept for the commission was left in their hands. Following a green-light from Hull 2017, Slung Low enlisted the services of a playwright who had worked with them on a number of previous projects. Based on their previous work, there was an expectation that it would also contain strong political themes.

“It's a company that we know that do political work, right? So, we were going to be unsurprised if something edgy and political came back, because that's why we commissioned them.”
Slung Low reportedly invested significantly in research and development at the start of the process. They came up with the idea for Flood and proposed it to the Hull2017 team, who offered their full support, despite some initial reservations about how local residents might react. 

“Literally, one day, we walked into the room to say, "I think we've got it. It's called 'Flood.' It's about what happens if the world is flooded, and how you survive that. But I think it's also about migration, immigration." And we went, "Great." And it's called "Flood," and I partially mocked him on the thought and idea of doing a show called "Flood" in a city that is the second most likely city to be flooded. It was provocative.”

The main way in which Hull2017 influenced the conceptual development of Flood was to push the team to be more and more ambitious with their plans. 

“Their initial provocation had a big impact on the project, they kept saying, be more ambitious, which was interesting because a lot of the time when we pitch a show they go that’s great, but we need you to think a little bit smaller because of the budget or whatever, whereas Hull kept saying no, think bigger, think longer, think 365 days, and it was through those conversations that we brought in those additional partners and that was exciting”

With the support of Hull2017 staff, the team agreed on Victoria Dock as the location of the live performances, which started to inform the type of show they could deliver. Another key moment in the conceptual development of Flood was when the BBC came on board. The idea of producing a television episode was suggested by the Hull2017 team.

“The BBC project came up, where they suddenly said, we're going to commission 30 companies to do half an hour, and I said, we've got to bring that into this because it's just perfect.”

Together with the CPT, Slung Low aimed to create something which would amaze audiences, engage them in a political narrative, and challenge their understanding of how theatre can be used and delivered.
The concept was constantly evolving throughout 2017 as Slung Low learnt more about the city. Touring Part One around Hull was seen as a great introduction to the city and gave them a better understanding of what might capture the public’s interests. Part Two also influenced the latter episodes because it allowed them to really understand the space they were working in.
6.2.1. CPT Collaboration
To effectively and successfully deliver Flood, a Core Project Team was established. This consisted of Hull2017 staff members and representatives of the commissioned production team, Slung Low.

On the whole there was a feeling, amongst both parties, that the partnership between Hull2017 and Slung Low had been an effective one, which had improved throughout the year as they learned about each other’s methods of working.

There appears to have been some friction between some members of the team in the early stages of the project. This resulted in a change of Producer, which in turn caused some confusion around roles and responsibilities and communication channels. Indeed, some members of the Hull2017 team said they’d also found it challenging to manage all the separate relationships within the CPT and the wider creative team. 

“That was difficult because the flow of information wasn’t clear, but once all of that had happened and we changed over, then roles became a bit clearer.”
Members of the Slung Low team felt that one of the project’s major challenges had been the timescales, caused by what they called an “unsatisfactory initial commissioning development period”, which delayed the development of Parts Three and Four. 

“We ended up getting commissioned I think six months, seven months before. Certainly less than the time we needed, which meant that when we got, when we went to rehearsals and designed for part two, we didn't have part three or four.”
From Hull2017’s perspective, they had initially found it challenging to work with Slung Low because of their different way of working, but they recognised the importance of allowing them the freedom to deliver the production in their own way.

“It is a challenge to work with that company. I don't agree with everything they do….I don't, as an executive producer, and the commissioner, want to walk onsite and see the director moving the set around, when he should be focusing on, "Can the show be better?" But, you choose to work with artists like Alan. You take it on, because you know what they're like.”
Despite these initial tensions, the team at Hull2017 felt they had managed the relationship well, by giving them the create freedom and flexibility they required, whilst also providing support and extra resource when it was required on a practical level.

“It's just about going on that journey and knowing that relationships change, and they take a lot of nurturing. We did nurture that relationship a lot. We put a lot of energy into supporting them so they could deliver that work, rather than trying to do it for them.”

“I think inevitably at the beginning, there's always that tension of, ‘we don't need you, we can do it all ourselves.’ I think in that week they realized they couldn't do it all themselves. There were just holes. The holes, you're not going to find until you start doing it. Then that's why we're there to try to fill those holes.”
Slung Low’s independence and proactiveness during the project was largely seen as a positive trait, although they occasionally overstepped the mark.

“I don't think that he asked for that much. They required help and assistance but there weren't like lots of demands, they were very much proactive about what they needed to do and they got on with it. In one way they did that, and in another way, we needed to bring them back a little bit. Go, wait a minute before you do that, let's talk about it because it will have an impact over here.”
There was widespread admiration for the dedication and involvement of Slung Low’s Artistic Director in all facets of the production, but there was also a feeling that this also prevented him from having a greater influence on creative outputs. There was a danger that this might, ultimately, prevent the organisation from growing.

“At what point do you stop and do the creative bit? It's tough to see the times, unless he just works so, so quickly, it's unbelievable. It's just tough to see those times happening. At the same, you can't really criticize him, he pulled off as a beast. It's like, I couldn't have done any better. There's no way I could've done any better. I am in awe of what he achieved.”
Slung Low were appreciative of Hull2017’s support on the project – both financially and creatively.  They felt their association with the Hull2017 ‘brand’ had been a major factor in successfully securing funding for the additional elements project.

“That's amazing to work with people like that, but the second ... they gave us belief, but the second thing they definitely gave us is money, 'cause without it, it's all well and good having lots of ambition, but you just run out of it in the end.”

“I’m sure, but I don’t know, that having both Slung Low and Hull2017, big names together on our applications to The Space and Performance Live, strengthened the application and I’m sure that the demonstration that Hull was putting in so much money to support the live shows for Flood, demonstrated their level of confidence in what we were going to produce.”
They were also helpful in brokering partnerships with a number of local organisations who were critical to the successful delivery of Flood, such as Hull City Council and ESAG.

“[Hull2017] were able to help broker some partnerships within the city and bringing on board the council and introducing us to the ESAG group… their support through that process, indeed throughout the whole year, was very smooth and very easy, and them securing the site for us, I think they were very well placed to do all that for us and that felt very smooth, that was great.”
Both parties felt that the possibility of working together again in the future was small, although this was not an indictment of the project. 

“I think our job is to turn up, do the thing no one imagined was possible, and then leave.”

 “I think they've got everything they want or need, in terms as a company and an organization, they want to do it their way, and they're good at doing it. I don't think professionally I would enjoy it that much, I don't think I'd get that much out of it. They do what they want to do. They're not going to be moved on that, I don't think anyway.”
6.2.2. CPT and Artist Collaboration
The relationship between the writer and Slung Low was already established but both respondents reported a positive working relationship with them. They were generally helpful, supportive and approachable. 

 “I found working with Slung Low a really pleasant experience.”

“They were my main area of support and generally where I went to if I had a question or I needed a bit of extra assistance with something.”

Any problems were shared and addressed as a team.

“I never felt like, ‘I can't go to them and get this, or I don't know how to ...’ we'd always find a solution together to get there.”

Having the whole team on-site seems to have really helped in forging these working relationships. It also enabled the team to develop and expand on elements of the live performance, like the projections that were used on each of the islands in Part Four.

“By working together it was able to make some new stuff that otherwise wouldn't have been there.”

“Having the writer of a piece there constantly, I thought was great.”

It was mentioned that one of the strengths of Slung Low was that they build their expertise by ensuring continuity within their team, whilst also bringing people into the process who were highly skilled and hard-working. Their management skills and their dedication to artistic quality were also praised.

“With Slung Low I found it for maybe the first time, a company that only wanted to produce quality rather than quantity…everything they put out was to serve the story and not to serve some marketing requirement.”

Both respondents were impressed by their ability to place the community at the heart of the project. They were reportedly friendly and open to conversations with local residents, and were discernibly grateful to the people that contributed to the project.

“I went to Open Doors in Hull and ... I went and filmed twice but I went like four or five times around that and got to know some of the volunteers, some of the people that they support, people that use the service. And we were able to give them a bunch of complimentary tickets to come and see the show as well…which I thought was a really nice touch as well.”

The relationship with Hull2017 was managed largely by Slung Low (and the writer), whilst the Digital Producer worked more directly with the Slung Low team on-site. However the Digital Producer said they would have liked more direct contact with Hull2017 team. 

There was also a feeling that the project would have benefited from clearer lines of communication and defined roles and responsibilities from the start.

“Certainly early on it was unclear and undefined who really are you was directly answerable to.”
6.2.3. CPT and Partner Collaborations

The CPT and Artists also collaborated with external partners to create and deliver Flood, and these partnerships were viewed as highly beneficial to the project. Partners primarily provided:

· Technical and operations support;

· Project management support;

· Administrative support;

· Logistical support; and

· Production support.

Slung Low said they’d forged valuable new relationships with a number of other organisations, such as Hull2017, The Space, and the BBC, and individuals such as the Digital Producer and members of the Hull2017 team. The Victoria Dock community was also considered a key project partner and they also developed relationships with the local primary school and Victoria House, a residential home for adults with disabilities.

The Arts Council were considered their most valuable partner for Slung Low, despite the fact that they didn’t fund them directly. They did, however, provide moral support and increase the company’s grant during 2017; it was suggested that Flood had been a factor in their decision to award them this uplift.

“The Arts Council is the most important funder to us generally and the reason we are able to exist in the way that we do, so that has always has been and continues to be our most important relationship, so the fact that during Flood we were awarded the uplift and so many of the Arts Council came and supported and appreciated Flood, that was brilliant.”

Slung Low’s partnership with KCOM broke down after the two parties failed to agree a price for wi-fi during the omnibus performance, although they continued to support them with captioning. It was suggested that the transfer of the relationship from Hull2017 to Slung Low had been a contributing factor.

They felt they would be unlikely to work with the BBC again due to the internal politics of working for the organisation. There was a feeling that they were restrictive in terms of how they wanted commissioned organisations to operate, which stifled their creativity. A number of important, creative decisions – like using a BBC personality to introduce Part Three - were also taken out of their hands.

“The BBC said, we’ve brought you altogether – this was us and the other Performance Live partners, commissioned companies – because TV is boring and what we’re making is not very interesting and we want to bring in people who are doing exciting work to challenge us and do new things and bring different things to the stage, and in the next breath went, so what you’ll need to do is to have this person, you’ll need to employ these people, you’ll need to produce this, you’ll need to do it in this way…in some ways it changed how we were working in positive ways and in other ways it changed the end product in negative way”

Slung Low were more positive about The Space, with whom they had a previous working relationship. One of the ways in which they influenced the project was by pushing Slung Low to be more ambitious and, specifically, to employ a Digital Producer to manage a supplementary digital platform (and who also ended up contributing content to the live performances). It was mentioned that The Space were interested in working with Slung Low, who were also open to collaborate in future.

“Certainly it would be interesting to work with the Space and build that digital stream within our work, definitely.”

Delivery Partners were particularly impressed with the attitude and willingness of Slung Low and Hull2017 to learn from partner organisations.
“The team at Slung Low and Hull 2017 worked so hard to maximise audience engagement with the project and to learn and adapt to new skills around social media.”

6.3. Motivations 

The status of UK City of Culture was clearly a significant motivation for many creative professionals, potential partners and audiences, when choosing to work on or attend Flood 

Some CPT members were already members of the Hull2017 team, but those from Slung Low had been excited by the prospect of working on a project of this scale, and the openness of the brief, which gave them the freedom and flexibility to develop the concept. 

Flood’s Writer had collaborated with Slung Low on several previous occasions, and the opportunity to build on this relationship was one of the reasons for their involvement in the project. The Digital Producer, meanwhile, had been excited by the conceptual narrative and the ambition of the project.

“I was really excited to be involved in something that was kind of new ambitious and was about stuff that I actually care about.” 
(Digital Producer)
Delivery partners, who came on board after the concept had been developed further, said the innovativeness of the project had been a major reason why they had decided to get involved. They were also motivated by the opportunity to work in Hull and to reach new audiences.
6.3.1. Audiences

According to the post-event audience survey, there appears to be two main reasons why audiences decided to attend Flood. 41% of respondents stated that their main reason for attending Flood was ‘It’s a unique experience not to be missed’, whilst 34% said it was ‘Because it’s part of Hull UK City of Culture 2017’, the latter reason implying that the ‘branding’ of the event made it more likely that people would attend.
For each of the live performances, being a unique experience not to be missed was the most likely main reason for attending, given by nearly half of respondents for Part 4 and the Parts 2/4 omnibus performance.

Only for Part 3, the BBC2 broadcast, was being part of Hull UK City of Culture 2017 the main reason for viewing, given by nearly half (45%) of respondents.

Two further questions were asked only in relation to Part 3. Almost all respondents (98%) were aware that Part 3 was part of Hull UK City of Culture 2017, while 88% were aware that the event had been broadcast live from Hull.

Getting involved in what’s happening was significantly more likely to be mentioned for Part 3 than the other Parts, accounting for 15% of mentions, perhaps due to the ease of accessing the event (i.e. via a TV or online connection) making people more likely to sample this type of art project.

Motivations for attending Flood were more varied amongst focus group respondents. They included:

· Positive experience of watching Part One: From The Sea. 

· Curiosity after seeing the set being built;

· Twitter ‘buzz’;

· Seeing the image on the promotional poster;

· Receiving free tickets as a volunteer;

· Personal experience of flooding.

“I saw the first film, the first part one, and I booked straight away after that, I need to find out what part two is!”
(Focus Group Respondent: Flood Audience)
 “The platforms weren't put out yet. They were in the process of building them, and that was really interesting so I then went back and watched Part 1 and thought yeah this is really exciting.”
(Focus Group Respondent: Flood Audience)
“I follow everything on Twitter, I'm a real Twitter addict and I kept seeing things about it and reading things about it and I just thought, it just sounds so different and so unlike anything I've ever seen before. I've got to just go see it so that was really why I booked, just because it sounded so different.”
(Focus Group Respondent: Flood Audience)
“I think for me because I hadn’t really heard anything about it, I just saw the poster, I’ve not heard or seen any hype, I just saw this poster and thought, wow, seeing the bridge got flooded like that.”
(Focus Group Respondent: Flood Audience)
“It was slightly different for me because first of all, I was asked as a volunteer, it came up on my webpage and it asked whether I wanted to go and audition to be in Flood. So that's how I first heard about it. And I auditioned for that, but I wasn't chosen. And then later on, a lot of volunteers were offered free tickets to go and see it so that's how I came to see it.”
(Focus Group Respondent: Flood Audience)
 “As someone that has been flooded it resonated I think with me so I was intrigued by it from that moment.”
(Focus Group Respondent: Flood Audience)
Figure X: Motivations to Attend/Watch Flood Parts Two / Three / Four
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6.4. Project Management
Feedback on Slung Low’s management of the project was extremely positive; both delivery partners said they were very satisfied. Hull2017’s project management was rated ‘satisfactory’ and ‘neither satisfied nor dissatisfied’.

Project Management for Look Up was successful in the main, receiving:

· An average of 4 out of 5 stars from members of the CPT; 

· An average of 4.5 out of 5 stars from Artists; and 

· An average of 4.4 out of 5 stars from Venue Partners.

6.4.1. Key Strengths of Project Management

Various top-level aspects of project management were tested with the CPT, Artists, Delivery Partners and Venue Partners:

· Communications: the CPT and Artists gave at least 4 out of 5 for communications between themselves and Hull 2017; 

· Contracting: the CPT and Artists gave at least 4 out of 5 for contracting, including the explanation of their roles and responsibilities
· Development meetings: the CPT and Artists gave at least 4 out of 5 for development meetings, including frequency and quality of opportunities

Delving down into more detail, other project management elements were tested with respondent groups. There was unanimous agreement with the following statements from the CPT and Artists:
· Hull 2017 have explained the Look Up project well (concept, aims and objectives): 

· Hull 2017 have helped me access the people I need to talk to, to inform my work

· Hull 2017 have helped me to access the information / resources I needed, to inform my work

· Hull 2017 have enabled me to communicate with other partners on the project when I needed to.
Venue and Delivery Partners were equally positive about the project management (see Figure X).
Other elements linked to project management received high levels of agreement from all respondent groups (see Appendices X, X and X).

Figure x: CPT and Artist Ratings
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Figure x: Venue & Delivery Partner Ratings
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Discussions with the CPT suggest that Look Up’s project management benefitted from a collaborative approach, whereby the CPT defined clear roles and responsibilities for each member. They held fortnightly project meetings, inviting in other key departments from Hull 2017, as and when required.

‘Marketing input has really grown and really feels like a core team of Look Up, but potentially the digital side less so in terms of their understanding of visual art as a whole.’
(CPT Member)

Regarding project management, the Look Up curators were praised by other members of the CPT, Artists and Delivery Partners on their ability to get the best out of artists, understanding the balance that was required between trusting artists to get on with it and providing support when required.

‘The real strength is Andrew and Hazel being able to talk to artists and let them have ‘space’ and nurturing and potentially be more challenging with artist sometimes … They know how to get the best out of the artists and this is something that they have done amazingly all year.’
(CPT Member)

‘It worked very well - Hull 2017 were extremely supportive as they understood the difficult situation facing [us] and were generous in their offer. Our relationship with Andrew and Hazel was excellent… [We] really appreciated the offer of involvement in the project.’
(Delivery Partner)

‘[The CPT] were really involved when they needed to be and not involved when they didn’t need to be … They don’t try and influence stuff. I have certainly been in situations before where a project manager, curators push it in a certain way that wasn’t in line with how I wanted it to be presented … They are really good at not doing that which really contributes to the quality of their projects.’
(Artist)

 ‘It was well organised, so I knew that I'd be able to work efficiently with Andrew and Hazel … Hazel was a partner in admin organisation of this, so that went really smoothly. I could easily contact her if there were any issues that arose then they were quickly sorted out.’
(Delivery Partner)

Equally, for Venue and Delivery Partners the effectiveness and positivity of the partnership both with Hull 2017 and the curators was rated highly (4.4 out of 5 or above). 

Artists also praised the CPT for using City of Culture as an opportunity to promote lesser-known artists and providing the support and resources needed for these artists to stretch themselves on a bigger stage.

‘City of Culture is a rare opportunity … It is quite unusual that you don’t have to worry about what is happening … because there is a really cool crew just doing it. It allowed me to think about the art.’
(Artist)
‘It is only events like City of Culture that give artists like me an opportunity to be listened to. I am too small to lever the kinds of things that they have managed to … you don’t get to this stuff unless people are listening to ‘un-known’ artists.’
(Artist)

For the CPT, who were not employees of Hull 2017, the support provided by Hull 2017 that was most beneficial to these team members were the people themselves and their personal attributes:

· Producer support;

· Marketing and communications support;

· Executive Producer support;

· Understanding;

· Commitment; and

· Professional respect towards the artists.

‘The roles/people provided essential resource, support and knowledge to achieve the Look Up programme.
(CPT Member)

‘Attitude and approach was conducive to creative collaboration and constructive risk taking.’
(CPT Member)

6.4.2. Areas for Improvement within Project Management

Though highly praised, ways that project management could have been improved was discussed across respondent groups:

· Extra time: the CPT, Artists and Delivery Partners all spoke of how having more time could have benefitted individual projects. 

‘To give more time for development and give a bit more time for catching up in order to keep the project moving forward.’
(CPT Member)

‘The aesthetic of the support for the artwork … was disappointing. My only regret in the whole process was not having another four weeks to finesse the whole process.’
(Artist)

 ‘It was a bit of a rush towards the end because we'd only decided to make it much more than it was intended to be fairly late in the process, so it was a bit of a scramble getting it up in time.’
(Delivery Partner)

· Increased Integration: the CPT would have benefitted from the curators working at Hull 2017’s offices one or two days a week, to enable a greater understanding of internal systems and processes; whilst Delivery Partners mentioned a desire to be more fully integrated in the whole of the artist commission process.

‘I think had they been based in the office and had a ‘hot-desk’ or a place they could work at least one or two days a week, I think it would have made a massive difference … There are established policies and practices.’
(CPT Member)

‘We only really had full involvement with [one artwork] which was our favourite … Not being involved in the process of commissioning [the others] felt that they were more removed in terms of our connection with them.’
(Venue Partner)

· Consistency in Commissioning: ensuring a consistent approach to commissioning artists was vital to effective and efficient project management, as demonstrated by the challenges of the co-commission with RIBA, where both Hull 2017 and RIBA felt the project suffered from a communication break down and a lack of clarity on roles and responsibilities.  

 ‘We had a freelancer in for A Hall for Hull, who managed some of the production aspects … It was more difficult to manage as it felt removed from the Core Team … There were a lot of different people working with RIBA and it was more complex than it needed to be.’
(CPT Member)

· Contingency: the CPT spoke of a need to budget a contingency given the complexity of the projects, many which had no precedent.

‘Have contingency in the budget … [No contingency] makes creating masses of civil engineering projects rather difficult … When you are working on something like Blade, which absolutely relies on specific contingency, it becomes quite difficult.’
(CPT Member)

· Learning Opportunities: Artists specifically spoke of a desire to have opportunities to meet one another and share their experiences, as well as hear feedback on their projects from audiences.

‘There weren’t any post-installation events, so I didn’t do any artist talk, so there wasn’t that really that opportunity for interaction [with audiences].’
(Artist)

 ‘There haven’t been many opportunities to sort of disseminate the project or discuss it with people and other artists.’
(Artist)

6.4.3. Challenges of Project Management

A few project management challenges were also raised by the CPT and Partners:

· Multiple Partners: from the perspective of the CPT, partners were a vital and celebrated part of the project, but managing these multiple relationships brought additional pressures; whilst for Partners they were competing for the limited time of Hull 2017 team members who were working across many projects and / or dealing with multiple contacts.
‘I think the partnership with the curators was excellent … The partnership with Hull 2017 was more challenging, but I don't think this could have been improved - it was the nature of the amount of deliverables the Hull 2017 team had … A lot of meetings were conducted over the phone with multiple partners … The few times we were together face to face felt we managed to move things forward.’
(Delivery Partner)

‘There was a production company and there was the artist. There was that whole chain. … That was a lot of the problem.’
(Delivery Partner)

· Logistics: the technical aspects linked to some artworks, and health and safety issues surrounding install and ongoing servicing of artworks were mentioned. These created issues in terms of the impact and aesthetic of artworks, which meant they fell short of expectations.
‘The project being totally underwhelming once installed due to lighting issues.’
(Venue Partner)

 ‘The artist wanted people just to stumble across it and for it to be a surprise to people … When you stick volunteers next to [the artwork], and signage and barriers so that people don't get run over … it kills the spontaneity of it.’
(Delivery Partner) 
· Internal Resources: Venue and Delivery Partners had internal challenges both in terms of securing budget for the artwork, and having sufficient capacity amongst internal staff to support the project.
‘In terms of managing time, we have excellent but fairly minimal technician support, so that was quite challenging, trying from our side to fit in with when [the artist] wanted the work to arrive and all of that stuff, but we managed that in the end, thanks to their flexibility and their huge efforts.’
(Delivery Partner)

· Sustaining Audience Awareness: several artworks had an installation period of several months and it was felt that more could have been to support the ongoing promotion of the artwork from all partners.
‘Following the installation having continued regular support advertising the project.’
(Venue Partner)

· Understanding Artist Intentions: it was mentioned that where Delivery Partners were not fully involved in the commissioning process they lacked understanding of the intention and desired impact of the artworks.

‘I didn't really get the links. I felt it was a little bit, I felt it was tenuous. I struggled to really think of ways to engage with the public about [it].’
(Delivery Partner)

‘[The project] felt more like a … pet project for the artist, rather than having really taken our vision and turned it into an art creation.’
(Delivery Partner)

‘I guess it just, visually, didn't have as much impact as [other projects]. But that was probably the nature of the beast rather than necessarily that it was a poorer quality installation.’
(Delivery Partner)
· Increased Marketing Control: Delivery and Venue Partners spoke of the disparity between themselves and Hull 2017 regarding marketing and communications. Where Hull 2017 had an entire year of high profile projects to promote, for many partners the Look Up project was a major event in their 2017 calendar. Having to adhere to Hull 2017’s rules, regulations and lead times was a source of tension. 

 ‘[Hull 2017] have been trying to control the time scale [for marketing and communications], whereas perhaps we would have gone a little bit more gung ho to start pushing things. Put things on our event program … Because we've been part of a bigger programme, we've almost had to wait our turn. Whereas if we know now that we're going to do something for Easter next year, we'll already be mentioning it, drip feeding it through.’
(Delivery Partner)

 ‘It was challenging to partner with the marketing and PR functions in Hull 2017. They had so many projects on so [our project] wasn't always their biggest priority, whereas for us the project was our biggest focus for the year…The differing level of priorities made some timings a struggle and caused some frustration. We felt we could have delivered more for both parties.’
(Delivery Partner)
6.4.4. Impacts on Partners

6.4.5. Key Learnings for Partners

To inform the future delivery of projects like Look Up, Partners were asked what their key learnings had been. A variety of responses were given:

· Planning, processes for decision making, and clearly defined roles and responsibilities are vital for successful delivery.

‘Clear expectations of decision-making and roles and responsibilities.’
(Delivery Partner)

· Ensuring buy-in from senior management enables such activity to take place, so there is a need to identify the key selling points to them.

‘Fantastic cultural opportunities … are not always valued by [management] so thinking laterally is pretty important.’
(Delivery Partner)

· Ensuring the artwork is right for the building and organisation enables the art to deliver against key organisational aims.

6.5. Production Management

Production Management for Look Up was rated between Good and Excellent across the CPT, Artists, and Venue Partners (see Figure X). 

Figure X: Production Management Rating
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Artists also gave an average score of 4.6 Stars out of 5 for the quality of production on live delivery of their project.

‘The support on the ground at Hull during the event was brilliant, particularly the volunteers, but also the less conspicuous people who organised things such as the power … and partners and [curators]. We had a tight deadline but were able to make and deliver an artwork that was uncompromised in scale, quality and scope.’
(Artist)
6.5.1. Strengths of Production Management

The production management across Look Up was discussed with the CPT, Artists, Delivery and Venue Partners; whilst audience comments also reflected on it. Key strengths highlighted within these discussions were:

· Installation Locations: the CPT principally selected locations, and nearly all Artists were completely or mostly satisfied with the location they were asked to respond to, due to its physical nature; the context the it provided; and its accessibility. 
‘The space I ended up being shown in was absolutely brilliant for all kinds of slightly perverse reasons. … What was interesting with the shop I was allocated it was finished up to a point but for some reason there was a slope on the floor and what that created was literally a perspective within the work.’ 
(Artist)

‘It was a pertinent place to make a piece of work. The work was very site specific … [it placed the theme] in a context where it started from and where people were still journeying themselves, so it was important conceptually and historically.’
(Artist)

· Logistical Triumphs: Blade was highlighted for its success, with the install being a piece of theatre that was as impressive as the final artwork.

 ‘I thought moving it alone was an amazing feat.’
(Focus Group Member)

· Volunteer Involvement: Hull 2017 Volunteers and the support they provided on the ground in promoting artworks, and helping audiences more fully engage were praised by the CPT and Partners.

‘Having the volunteers standing outside, because this building doesn't invite people in really, but when they were standing outside they were definitely engaging with people, so we were getting people coming in who probably wouldn't have done.’
(Delivery Partner)

· Curator Communications: Delivery Partners commented on the strength of the curators in ensuring the best that could be achieved was achieved.
 ‘The emails were coming thick and fast as to what we needed and when. It was very clear.’
(Delivery Partner)

‘I've always been convinced of their drive and their commitment. And their willingness to try to get a product that everybody's happy with. There's never been any question mark over that.’
(Delivery Partner)
6.5.2. Areas for Improvement within Production Management

Though highly praised, ways that production management could have been improved was discussed across respondent groups:

· Consistent quality: the CPT felt that sound quality could have been improved on certain artworks, whilst Artists and Delivery Partners mentioned lighting quality inconsistencies.

‘The only thing about the installation that was not totally successful is that it was very hard to light. The rigging company who assisted with the install were also to take care of the lighting and in the end they underestimated the complexity of what was needed. In the end a solution was found but it was not as good as it could have been.’
(Artist)
· Location Obstacles: Although widely praised by Artists, Audiences and Delivery Partners were less convinced about the choice of some locations; and there were instances where changes within the location interfered with the artwork.

· ‘Nothing wrong with the exhibition, but it's not a suitable venue because, you go into the railway station, you're going in and you're going out. It's not a welcoming environment to sit, stand and stare.’
(Focus Group Member)

· ‘I don't know, I actually disagree, because I think for people passing through, it catches your eye. That's where you'd get drawn in.’
(Focus Group Member)

‘We found it was difficult once our customers left the building to then say, "Oh, and if you walk over the bridge and over there and turn left, there's a little bit more for you to see”.’
(Delivery Partner)
‘Claire Barber’s work in the station, we agreed to keep work up. But without our knowledge, mosaic birds have been up by 2017 Team as part of the Creative Communities Programme … [It] hasn’t respected Claire Barber’s work.’
(CPT Member)

‘The only aspect of it, which kind of caused a problem … was the site was so busy visually, there was so much … It meant that the installation was competing for the space.’
(Artist)

‘The crazy thing about City Speaks, if you don't mind me just saying, was that from about October onwards, you couldn't see it … They put all these lights up above, and we turned up few times to try to get message up and just couldn't see a thing, because all the lights over Humber Street top were just in the way.’
(Focus Group Member)
· Increasing Capacity: the CPT all spoke of how Look Up would have benefitted from dedicated technical and production support. Curators were often being involved in these aspects which increased time pressures and was not their area of expertise.
 ‘The lack of a dedicated technical/production person … meant that the technical support for each commission had to be constantly negotiated, and varied hugely depending on the workload of the tech/ops team. This meant in some cases having to bring outside help in at short notice and higher cost to the project, or created high levels of extra work for the curators and assistant producers.’
(CPT Member)

‘One of the main weaknesses of the project is not having a production manager on the installations … projects have been left with absolutely no production support … [The curators] are having to pick up on a lot of production stuff … I think that would give Andrew and Hazel more time to talk to the artists rather than getting bogged down in the actual detail of what needs to be delivered.’
(CPT Member)

6.6. Audience Satisfaction
This high level of audience satisfaction was seen to be a key success of the project amongst audiences, with Focus Group respondents feeling Flood very much benefitted from positive word of mouth. 

<expand>

‘Quote.’ 
(Flood Audience)
‘Quote.’ 
(Flood Audience)
‘Quote.’ 
(Flood Audience)
‘Quote.’ 
(Flood Audience)
Table X: Satisfaction with Staff and Volunteers (All)

	Strongly Agree or Agree
	Look Up

(n=2,216)
	Made in Hull

(n=600)
	WDWGFH?

(n=239)

	Felt welcomed by security/stewards
	80%
	92%
	98%

	Felt welcomed by Hull 2017 Volunteers
	90%
	94%
	100%



The implication from these findings is that both staff and volunteer training, as well as the briefings provided to both sets of Hull 2017 ambassadors, have been effective. Further insight into why this might be is provided in Chapter 2, Section 2.3.
Audiences were also asked to feedback on staff and volunteer welcome (see Table 6 below). Both were <praised/criticised>
6.7. Production 
How Flood was received by audiences.
6.7.1. Key Strengths of Flood
Focus group attendees shared what they considered to be key strengths of the Look Up programme:

· Long Running Installations: the length of the installation periods for many artworks.

‘You have a chance to actually get used to it and see it more than once, and twice, and three times.’
(Focus Group Member)
‘Some of the things were there for weeks, and sometimes months at a time. Lots and lots of people got in to see them, whereas an event that ran for three days or whatever, gets so many people, and then it's gone. You see it or you don't.’
(Focus Group Member)
· Accessibility: artworks being in the public realm, free and audiences being given permission to directly interact.

‘It did bring people in to look. Ultimately, it was in the streets and not in the art galleries, and it was for free.’
(Focus Group Member)

‘That's where the essence of interactive art is ... You can participate. You can touch, you can feel, you can shout at it, it does stuff. I think that draws a lot of people in.’
(Focus Group Member)
· High Profile: many artworks were seen to have attracted significant attention for the city, inspiring visitors to come and enjoy what was on offer.

‘I think it put us back on the map.’
(Focus Group Member)
· Challenging Audiences: the challenging nature of some artworks had enabled audiences to take risks, which often led to further engagement.
‘[Look Up] certainly brought me to a lot of things that I would never have thought that I would've enjoyed.’
(Focus Group Member)
  ‘It might not be for everybody, but sometimes people go in and think, "Oh, I don't know if I'm going to like it or not", and then think, "Oh, actually, that was terrific." Then they'll go and see something else.’
(Focus Group Member)
‘You'll have a lot of people walking through the town centre and see the great big Blade … or driving over the flyover, and see the thing, and say, "What's going on there?" … peeking somebody's interest to say, "Well, I might go down Humber Street and check out the art galleries."’
(Focus Group Member)
 ‘It underpinned some of our key values of empowering staff that we continue to strive for.’
(Delivery Partner)

· Partnership development enables the achievement of bigger and better things

‘If you take care to make the right contacts and foster the right relationships, you achieve fantastic results … A lot of the activity that is not necessarily the basic activity of the [organisation] is incredibly valuable, and needs to be done in partnership with other organisations … It’s really really important to have that outward facing awareness of what's going on and to cooperate with people.’
(Delivery Partner)

· The more involved Partners are in the artist commissioning process, the more they understand the artwork and champion the result.

‘We were … very much part of the process with [the project]. So maybe that helped with our understanding.’
(Delivery Partner)

· Involvement in art projects enables Partners to reassess, reaffirm and celebrate their position within the city and community.

‘It's confirmed the importance of [the organisation] in the city. The fact that we have been part of this … we are firmly established as an iconic building and part of Hull.’
(Delivery Partner)

6.7.2. Flood as Four Episodes
Audience feedback within the focus groups seems to agree with this summation, though there was evidence that some had grasped the overall concept of Look Up, even if they were not clear on exactly which artworks were part of it or not.

‘I personally just assumed that everything ... I treated it [everything in 2017] as a big party, all under the same umbrella.’
(Focus Group Member)
 ‘I think the subsequent things [after Blade] were badged as part of the Look Up project, so I understood that. There was an explanation of it as well saying that the whole idea was to encourage people to look, rather than just walking along the streets - to start looking up at tops of the buildings, the things that you don't see.’
(Focus Group Member)

In reflecting on the idea of Look Up being a programme within the broader programme, some respondents appeared to struggle with the concept.

 ‘I must admit I spoke about individual things to lots of people in lots of places, but I would never have even attempted to explain the concept to this. You go to Paper City and this is what happened at that … I wouldn't have even thought of grouping them together to talk to anybody else about to explain it because is it relevant?’
(Focus Group Member)

‘It's a bit weird 'cause if you look at the pictures that there's nothing obvious that connects them, but then you stick them in a program called Look Up. I'm puzzled by that. I wouldn't look at them and say they're all about the same programme.’
(Focus Group Member)

Whether audiences understood the concept or not, when reflecting on the programme as a whole, there was recognition that the programme was  diverse, in terms of artwork, the locations used and audience appeal.

 ‘It was all out in the street, and in different places.’
(Focus Group Member)
 ‘I think it was varied, and there was something to suit all tastes and all of the ages.’
(Focus Group Member)
‘It gave a different dimension to [the Hull 2017 programme].’
(Focus Group Member)
6.7.3. Narrative
One issue brought up by Audiences. Peer Assessors and Delivery Partners was the programme’s name - ‘Look Up’. It was felt that, taken literally, the title implied the need to physically look up to engage with artworks. This was clearly the case with some artworks but not others.  

‘I suppose one thing that puzzled me slightly was the title Look Up, as it wasn't always the case of looking up … In some you would be looking up, and they gave an opportunity to look up to architecture … but some of the work was kind of gallery shows.’
(Peer Assessor)

‘If it's at shop level, it can be a little disappointing.’
(Delivery Partner)
As such, some audiences had thought other artworks, which were separate from Look Up, were part of the programmme; whilst others that were part of the programme were not seen to be. 

‘I wouldn't have thought that the Washed Up Car-go was necessarily part of Look Up, because it's a car full of stuff … I saw it but I didn't connect it with the others.’
(Focus Group Member)

‘Actually thinking about it, I'm thinking back at the time like respectively I don't think I realized Paper City was. But I think that's because I viewed Paper City as its own standalone event.’
(Focus Group Member)

‘One of the things I thought would be on there was the Amy Johnson Plane, cos it was up in the station, so it could have been quite easily absorbed.’
(Focus Group Member)

‘Because I thought they're part of the Look Up as well. The robots [Where Do We Go From Here?’
(Focus Group Member)
‘Another one that was missed off actually from Look Up, which I would've put for what was part of the Look Up project, is the Estate light-up for the coloured lights [I Wish to Communicate With You].’
(Focus Group Member)

Attendees in the focus group, through discussing the name, did debate it really should have been interpreted literally, with some respondents thinking of it more philosophically. 
‘But there's more than one way to look up though isn't there? It's about looking out and upwards, and pride, and joy, and a sense of community.’
(Focus Group Member)
‘It's just about different ways of looking at things … it's not just about like looking up at the skies. It's looking up from your own perspective and from your heart. So I don't see that it has to be linked.’
(Focus Group Member)
6.7.4. Areas for Improvement
6.8. Marketing & Communications
www.hull2017.co.uk and Hull 2017 Social Media were the principal ways that audiences found out about Flood most closely followed by word of mouth from friends. In order to put this into context, Table 3 presents comparable data from audiences at Hull Truck and Hull 2017 overall.

· Particularly significant with Flood was the influence of Hull 2017 Social Media, with 35.0% being made aware of Flood compared to 13.4% for Hull Truck and 13.4% for Hull 2017 events overall.

· Advertising and printed promotional materials generated a greater awareness for Hull Truck than for Flood or Hull 2017 events overall- 28.3% for Hull Truck, 19.0% for Flood and 13.1% for Hull 2017 events overall.
· More significant for Flood than for Hull Truck and Hull 2017 events overall was the influence of word of mouth recommendation, in person – 21.0% for Flood, 15.5%> for Hull Truck and 14.5% for Hull 2017 overall.
· Particularly significant with Flood was the influence of digital platforms linked to Hull 2017, with 64.0% being made aware via www.hull2017.co.uk and Hull 2017 social media.
Table 3: Marketing & Communications 

	
	Flood
(n=XXX)
	Hull Truck
(n=2741)
	Hull 2017 overall
(n=20,890)

	Friends/family/colleagues - told me in person
	21.0%
	15.5%
	14.5%

	Friends/family colleagues – via social media / email


	9.0%
	15.5% as above (no split)
	14.5% as above (no split)

	www.hull2017.co.uk


	64.0%
	28.3%
	22.2%

	Other website
	1.0%
	35.0%
	7.3%

	Hull 2017 Facebook / Twitter / Instagram / Youtube / Flickr / e-newsletter
	35.0%
	13.4%
	13.4%

	Other organisation Facebook / Twitter / Instagram / YouTube / Flickr (please specify)
	6.0%
	2.3%
	1.4%

	Advertising and printed promotional material (e.g. brochure, leaflet, flyer, billboard, poster)
	19.0%
	28.3%
	13.1%

	Newspaper
	4.0%
	6.0%
	5.4%

	TV
	7.0%
	4.3%
	5.7%

	Radio
	3.0%
	3.7%
	3.5%

	I'm a Hull 2017 volunteer
	2.0%
	N/A
	N/A

	www.bbc.co.uk


	3.0%
	N/A
	N/A

	BBC Facebook / Twitter / Instagram / Youtube / Flickr


	2.0%
	N/A
	N/A

	Performance Live Trailer on BBC TV


	3.0%
	N/A
	N/A

	Don’t remember
	2.0%
	N/A
	N/A

	Other
	3.0%
	3.5%
	8.6%



The principal difference between the three events was that www.hull2017.co.uk was significantly more influential for Flood than for Hull Truck or Hull 2017 events overall, particularly <expand>. As such, <implication>. In turn, this demonstrates <expand>
The impact of www.hull2017.co.uk for Flood vs. Hull Truck and Hull 2017 overall suggests that <learning>. This is explored in more detail in Section 2.7 (see Page 24). 
Equally, the greater awareness of <channel> for the events that took place in 2017 vs. the 2016 baseline, suggests that the Marketing Campaigns for these projects has been significantly <more/less effective>. Comparing these Marketing Campaigns, to identify the key differences in terms of the marketing collaterals generated and distribution approaches used is advisable. 

<feedback on a broader marketing / comms topic>

‘Quote.’ 
(Flood Audience)
<feedback on a broader marketing / comms topic>

‘Quote.’ 
(Focus Group Respondent: Flood Audience)
<feedback on an event-specific related marketing / comms topic>

For Flood there was a significant difference in how a range of demographics affected the way that people had heard about Flood (see Table 4, Page 22). 
· <Key stats on MarComms e.g. social media mentions>
· <Key stats on MarComms e.g. press>
· <Key stats on MarComms e >
Table 7: SWOT Analysis – Partnerships & Development (including Process Evaluation)

	STRENGTHS OF FLOOD
	WEAKNESSES OF FLOOD

	<Insert Strength>

<Insert Strength>

<Insert Strength>
	<Insert Weakness>

<Insert Weakness >

<Insert Weakness >

	OPPORTUNITIES IDENTIFIED BY FLOOD
	THREATS IDENTIFIED BY FLOOD

	<Insert Opportunity>

<Insert Opportunity >

<Insert Opportunity >
	<Insert Threat>

<Insert Threat >

<Insert Threat >


Table 4: Marketing & Communications
	‘Flood…
	Age
	Gender
	Area of Residence
	Deprivation

	<Channel>
	55+ years
<(%)>
35-54 years
<(%)>
16-34 years
<(%)>
	Male <(%)>
Female
<(%)>
	Other UK residents <(%)>
East Riding residents <(%)>
Hull residents
<(%)>
	Least deprived
<(%)>
2nd Most deprived <(%)>
Most deprived
<(%)>

	<Channel>
	55+ years
<(%)>
35-54 years
<(%)>
16-34 years
<(%)>
	N/A
	Other UK residents <(%)>
East Riding residents <(%)>
Hull residents
<(%)>
	N/A

	<Channel>
	55+ years
<(%)>
35-54 years
<(%)>
16-34 years
<(%)>
	N/A
	Other UK residents <(%)>
East Riding residents <(%)>
Hull residents
<(%)>
	Least deprived
<(%)>
2nd Most deprived <(%)>
Most deprived
<(%)>

	<Channel>
	55+ years
<(%)>
35-54 years
<(%)>
16-34 years
<(%)>
	N/A
	Other UK residents (7%)

East Riding residents (13%)

Hull residents
(19%)
	Least deprived
<(%)>
2nd Most deprived <(%)>
Most deprived
<(%)>

	<Channel>
	55+ years
<(%)>
35-54 years
<(%)>
16-34 years
<(%)>
	N/A
	N/A
	N/A

	<Channel>
	N/A
	N/A
	Other UK residents (20%)

East Riding residents (19%)

Hull residents
(25%)
	N/A


These findings suggest that:

· <Insight 1>: <expand>

· <Insight 2>: <expand>

· <Insight 3>: <expand>
· <Insight 4>: <expand>

· <Insight 5>: <expand>

These aspects should therefore be considered when developing future marketing campaigns. Should any of these be a target audience, then the most appropriate methods of communicating with them should be selected, e.g. <give example>
<Evidence of cross promotion with other events>

This suggests that any cross-promotion of the <linked events> was <effective/ineffective>, and <expand>
PAGE  
20
February 2018

