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APPENDIX 6B: Y Plas – The Future

· The progress report from the sub-group for Arts & Community

· To the Community Steering Group

· 2nd February 2006
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Y Plas, Cultural Centre, Machynlleth

Our task has been to explore the potential for a community based arts space within Y Plas.  Through discussion and investigation we have developed a vision that by necessity goes much further.  A vision for how the Plas can function as a whole serving the needs of the community both creatively and economically.

Through effective partnerships within the centre and the community, opportunities can be created and services delivered that invest in the locality and draw people in from near and far. 

Rhayader, Harlech, Aberaeron and Caernarvon all have arts centres that combine business and creativity within the community, offering cinema, theatre, dance studio space, exhibition areas, café/ bars and space for small businesses and artists.  Machynlleth should have the same.

· A multi-functional cinema/ theatre between 80 –150 seats.  (Potential use for conferences). 

· Dance and yoga studio (approx. 12 x 15m) for workshop hire. 

· Café/ bar providing exhibition and performance space.

· Children’s play space moved to the ground floor.

· IT centre (possible link as internet café)

· Rehearsal space (future recording studio potential).

· Interactive working environment – offices with shared meeting spaces and artists studios.

· Storage space for theatre wardrobes and scenery.

· Visual and sensory journey through the grounds.

As well as providing the above infrastructure we would like to see:

· Education department working in partnership to deliver creative training.

· Creative partnership with the Owain Glyndwr Institute.

· Continued programme of outdoor events.

· Programme of events available online.

At the moment the school and community centre fill the gap for some of these functions.  The community centre however is not open without prior arrangement and the school has an obvious role beyond theatre venue.  

The Plas could be multi-faceted, open throughout the day and certain evenings and would encourage investment in the fabric and activity of the building.  Creating a mutually beneficial relationship between The Plas and The Tabernacle would allow the two to compliment rather than compete in terms of content and services.  Linked websites would allow one to support the work of the other. 

The structural model for the centre could take one of many forms.  Y Plas could offer a skeleton framework of place, manager, marketing and infrastructure allowing independent organisations like a film club or a music interest group to use the facilities.  Alternatively a more centralised point of contact could be more ambitious in its delivery.  

The success of the endeavour cannot rely on servicing the local population alone, which though highly mobile and engaged is nonetheless very small.  The Plas needs to continue to attract tourists and schools that are currently Celtica’s biggest audience. 

Housing the museum of Celtic history in the Owain Glyndwr Institute would work well in partnership with the cultural centre Y Plas.  The path through the woods from The Plas to the OGI is a beautiful historic walk and forms an ideal artery for exchange.  Consider that the OGI is the place for absorption of ideas and information and that the Plas becomes a place for expression of the thoughts and ideas generated, enabling us to honour Celtic and local Welsh history.

The visitor is invited into a visual and sensory journey through the Plas grounds where living exhibits of natural dyes and craft materials such as flax and willow inform and give life to the mythology of our ancestors.

The Plas has the potential to offer high quality training opportunities for young people be they in audio-visual projects, artisan workshops or direct work experience.  Offering training that young people want that schools may not be adequately equipped to provide.

Architecturally there is huge scope.  The black box measures 28x28m square, approximately twice the size needed for a small cinema/ theatre.  There are lots of options.  Through minor modification of the interior on the top two floors, certain circulation spaces could be opened up to increase transparency and create incidental meeting and discussion.  Providing an interactive working environment that allows for cross-fertilisation of businesses and ideas. Meeting on site with the Powys Building Control Officer reinforced this potential.

We have looked into the viability of the above and consider it to be financially viable.  The estimates included in appendix H are very rough figures.  The questions in appendix I are the beginnings of a business plan intent on refining these figures.  We have been advised that the project could be eligible for capital and project funding. Please see appendix G.

We would like to see a professional body continue the work we have started developing these ideas into a viable business plan and marketing strategy.  

We recommend setting up a community group email that anyone can join to enable all the work being undertaken to be transparent and accessible.

Appendix A

CASE STUDY-  THEATR ARDUDWY,  HARLECH  

Present:  Rhian of Ardudwy

               Sian

               Yonnie

Harlech population is 3000 permanent or 5000 in the summer.

People who come to the Theatr are mostly local or people from within 45 mins. drive surroundings.

THEATR/AUDITORIUM

Theatr Ardudwy is considered as mid scale venue.   Mid Wales Opera, Brass Bands, Swansea Ballet….. have been performing there.

Seats 265.  Some productions get full house.

In average productions cost around £800.  Most expensive one was £1,500 but they got the second night for free.

Tribute bands sell well and are popular

In general theatre is never a profitable business for THEATR ARDUDWY.

The hire of the auditorium is £400/evening

Theatre size:  approx 25m x 10m (22m including stage)

8 rows x 20-30 seats

Dressing rooms: 2

2.3m x 4.8m

4.3m x 4.8m

Backstage storage for artists to store boxes and have easy access to their props

Wings on both sides of stage, approx 1.2m width minimum.

CINEMA

Annual taking is around £16,000+ p.a, with £5,000 spending for the hire of films.

Most films cost £80 to hire, blockbusters take 35-50% of the admission.

British films do well

Films can be hired from British Film Institute, Empire Film…… online or not.

Most showings are Thurs- Sat.

Most film sell well but even with 60 seats occupied is still worth doing.

Film Society- 70 members, panel discuss what films they would like showing, members get discounts from cinema

A new screen cost £12,000, size approx. 3m x 8m not include the mechanism to roll up and down.

PROJECTOR ROOM

3.5m deep x 8m long

Projector can be tower or plateau, cost £10,000- 15,000 for new.

When films arrive, one needs to cut and splice and stick the rolls together and test the whole running of it before showing.

Sound mixing and some lighting (follow spot) can be operated from Projector room

EMPLOYMENT

The Theatr has 4 permanent paid staff

-Theatr Director

-Techical Manager

- Marketing Manager

- Box Office & Bar

There are other casual staff as well.  Theatre charges the production for moving in and out of props and stage set, charging Techical Manager Association rate of £32/ first 2 hours.  More part-time employment possible.

ADVERTS SHOWING

Another source of income.  Percentage based on admissions.

Approx £300-£400 received from Pearl & Dean every 3 months for showing ads before films.  Last year total income from ads £1289.

INCOME & EXPENSES

Overheads £77,000 includes wages and running cost (not productions)

Grant from Arts Council £68,000 p.a frozen for 3 years

Grant from Gwynedd Council £62,000 p.a

Income generated £93,903

Income from bar £14,000 spending £8000

(bar is only open when there is a performance or film)

Advised that Lottery Funds are available to help theatre set up.

Some idea on wages:

Theatre director £20-25,000

Technical Manager £15-20,000

Marketing Manager £15-20,000

Box Officer £10-15,000

ADVERTISING

15,000 brochures printed every 4 months

5000 sent out from mailing list

200 distributors to help putting leaflets and posters out within 45 mins drive proximity

mailing list get updated frequently

PROPERTY

The building of Theatr Ardudwy is owned by Coleg Harlech.  The Theatr is rented from the college.  Disputes with the college on maintenance issues which takes a lot of the director's time to deal with.  Roof is leaking but Coleg harlech refused to fix it and put the responsibility on the Theatr.  Funding is being held back for investing in new equipments until roof gets sorted out.  

This might be something for us to think about for Y PLAS

TECHNICAL INFO

A booklet of theatre technical info has been given to Yonnie, it contains information such as depth, width and height of stage, size of dock doors and back stage door and lift door, type of lighting equipments available, electrical circuits and supply,  layout of lighting bars, sound system, piano, dressing room info and cinema equipment info.

Technical manager Dave offered to meet us to give us advise when he comes through Mach some time in Feb on way to Cardigan.

Appendix B

CASE STUDY-  CABAN

The Snowdonia Design and Enterprise Project in Brynrefail accommodates 10  offices for creative business, workshops for healing / yoga/ pilates…  A café that focuses on quality food and drinks using mostly organic and locally produced ingredients.

The project is managed by Caban Cyf a non-distributive co-operative.  It is part funded by the Welsh Assembly through European Objective 1 and the Local Regeneration Fund administered by Gwynedd, to establish a sustainable development for local businesses.  The project is focused upon the unique blend of features their region has to offer.  Small villages such as Brynrefail have suffered from a gradual loss of economic function and a core theme of the project is to bring life back into the village.  Their conference and catering facilities are available for bookings by individuals, businesses, community and educational groups.

The café is a success serving good quality food and drinks, friendly and switched on people running it.  Every Sat evening there is a buffet meun serving organic wholesome food, £10 including a drink and desserts.  The café also allows a corner to sell local artists jewelry and artworks.   

The outdoor surrounding the building is wide open green space dotted with sculptures of metal, wood, willow….. There is also a well organized organic garden to grow some of the produce for the café.

The office are well lit and ventilated naturally, certain level of transparency to allow visual contacts with others but enough privacy to allow a private work space.  This is important as it eliminate the dreadful and soulless corridors after corridors.

The workshop spaces on the ground floor are occupied by sport massage/ yoga/ pilates instructors/ specialist, easily accessible for their visitors.

It will be worth to arrange a meeting with the Caban people to learn from their experience and the running of the venue especially of the café.

Appendix C

Visits to other Arts centres

We have spoken to or visited similar projects in Caernarvon, Harlech and Rhayader 

Rhayader: Similar size town

Carad: Community Arts body

Time open:
 Seven years

Funding:   
 ACW core funding

Facilities: 80-seat theatre- they think that’s about right. They do sell out theatre sometimes. They have one or two events a month. No Cinema. Recording studio that was used fairly well but is not used now because they don’t have a technician. A dark room linked to a photography business- not used at the moment.

Staff: Six part time paid staff. They have a fair turnover of Conferences. Open three days a week or if something is on.

Advice: Get a good business plan. Take it steady, don’t think too big. 

Caernarvon: 10000 population plus large catchment 

Galeri: Creative businesses linked to Arts Centre

Time open: One year but in existence at other premises for approx. ten years.

Funding: Core funding ACW

Facilities: 27 business offices; 350 seat theatre; Rehearsal and conference rooms; Café; Bar etc

Staff:  23 inc. 5 line managers, Board of directors 10 to 14.

Advice:  Tenacity?  An idea that once met with scepticism has just completed the commission and manifestation of a £6.3 million contemporary arts centre.  

Appendix D

QUEENS HALL, NARBERTH  - Room Hire rates

	 
	Below are the current rates for room hire at the Queens Hall, inclusive of VAT. All prices are 'per session' - either morning, afternoon or evening - except for the main hall, which has a separate evening rate.

There is a discount for charities. Please ring 01834 861212 for details, if your organisation qualifies.
	 

	 
	 
	 
	 
	 
	 
	 
	 

	MAIN HALL
	£66.00 + VAT per session 
£132.00 +VAT evenings

1.2K PA hire £33.00 + VAT

6K PA hire £55.00 + VAT
	 
	

	 
	 
	 
	

	BALCONY ROOM
	   £27.50 + VAT per session
	 
	 
	

	 
	 
	 
	 
	

	GALLERY
	   £27.50 + VAT per session
	 
	 
	

	 
	 
	 
	 
	 

	SMALL ROOM
	   £13.50 + VAT per session
	 
	 
	 

	 
	 
	 
	 
	 

	CAFÉ
	   £27.50 + VAT per session
	
	
	


Appendix E

SCHOOL QUESTIONNAIRE IN ENGLISH

Celtica will soon be closing as a tourist attraction.

The building ‘The Plas’ may become available for us all to use.

We’d love to know what you would like to use it for.

Also, to know what you enjoyed about Celtica when it was open.

Please give us your ideas and answer some questions.

Did you ever visit Celtica?   Yes
No

What did you think was good about it?

......................................................................................................................................

What did you think was boring/  uninteresting ?...................................................

………………………………………………………………………………………..

*******************************************************************

What do you already do in your spare time? 

Tick what you already do – as many as you need.

Teenzone

Urdd Gobaith Cymru

Young Farmers’ Club

Youth club.

Socialising (tell us where)…………………………………………………………

Sport (which ones?)………………………………………………………………..

Classes 

Gwerin y Coed

Scouts/Brownies?

Music. (what sort of thing?)…………………………………………………………..

Art.(what sort of thing)………………………………………………………………..

Working (farm?  Shop?  Or where?)………………………………………………….

Other (tell us about it)………………………………………………………………….

Would you go to the Plas if there was something there that interested you?   Yes.  No.

What would interest you?  (tick as many as you like)

After school club

Drama/Dancing

Games (what sort?)

Art

Computers

Cyber café

Video/animation/photograpy

Coffee shop

Space  just for younger people

Music rooms

Recording/ Rehearsal facilities

Other (tell us)…………………………………………………………………………

Thanks for doing that. 

Are you                Male?                  Female?                   Age?

If you want to tell us your ideas contact your teacher and we’ll be happy to come and talk to you. 

Phil Wheeler c/o Fabric shop. Tel 01654 761275

SCHOOL QUESTIONNAIRE IN CYMRAEG

Cyn hir, bydd Celtica yn cae fel atyniad twristiaeth

Mae’n bosibl bydd ‘Y Plas’ ar gael I ni I gyd ddefnyddio

Hoffem gael gwybodaeth eich syniadau am ddefnydd gorau yn y dyfodol

Hefyd, pa fath o bethau ydych wedi mwynhau yng Ngheltica yn y gorffenaf

Gobeithiom byddwch yn fodlon atebu’r cwestiynnau yma a rhannu’ch syniadau

Ymweloch â Celtica o gwbl?   Do.  Naddo

Beth mwynhewch yna?

……………………………………………………………………………………………

Beth oedd yn ddiflas yna?

……………………………………………………………………………………………..

Pa fath o bethau ydych yn gwneud yn ystod eich amser sbâr?

Ticiwch popeth ydych yn gwneud eisoes

Teenzone

Urdd Gobaith Cymru

Clwb Ffermwyr Ifanc

Clwb Ieuenctid

Cymdeithasu (ble?)……………………………………………………………………………...

Sport (pa un?)……………………………………………………………………………………

Dosbarthiadau

Gwerin y Coed

Sgowts/ Brownis

Cerddoriaeth (pa fath o bethau?)………………………………………………………………...

Celfyddydau (pa fath o bethau?)………………………………………………………………...

Gweithio (fferm? Siop?  Neu ble?)……………………………………………………………...

Pethau eraill (beth?)……………………………………………………………………………..

A fyddwch ddefnyddio’r Plas os bydd rhywbeth yn ddiddorol yna?  Byddwn Nafyddwn.

A beth byddai’n ddiddorol i chi?

Clwb ar ôl yr ysgol

Drama/ dawnsio

Chwaraeon (pa fath?)

Celf

Cyfrifiaduron

Caffi seibr

Siop coffi

Lle i bobl ifanc yn unig

Ystafelloedd cerddoriaeth

Adnoddau recordio/ ymarfer

Arall (beth?) …………………………………………………………………………………….

Diolch yn fawr am eich cymorth.

Ydych yn wrywaidd?                 Yn fenywaidd?             Pa oedd ydych?

Os hoffech ddweud wrthon am eich syniadau, cysylltu â’ch athro/ athrawes ac byddwn yn falch ddod atoch am sgwrs.

Phil Wheeler, d/o Siop Defnydd, Tel 01654 761275.

Appendix F     
CELTICA RUNNING COSTS
	Actuals & Budget By Period 2004
	
	
	

	
	
	
	
	
	

	
	
	
	Sum:
	Sum:
	

	 Cost Centre 
	 Account Code 
	 Account Name 
	 Total Actuals 
	 Total Budget 
	

	
	
	
	
	 
	

	
	
	
	
	 
	

	CA310
	2000
	General Building Maint.
	                   -   
	              1,500 
	

	CA317
	2000
	General Building Maint.
	                 258 
	                   -   
	

	CA310
	2008
	Tenant Maintenance
	                 146 
	              5,000 
	

	CA312
	2008
	Tenant Maintenance
	                   96 
	                   -   
	

	CA313
	2008
	Tenant Maintenance
	                 275 
	                   -   
	

	CA317
	2008
	Tenant Maintenance
	              5,040 
	                   -   
	

	CA310
	2009
	Electrical Repairs
	                 220 
	              2,000 
	

	CA312
	2009
	Electrical Repairs
	                   -   
	                   -   
	

	CA317
	2009
	Electrical Repairs
	              1,251 
	                   -   
	

	CA317
	2010
	Responsive Maintenance
	                 230 
	                   -   
	

	CA310
	2050
	Ground Maintenance
	                   -   
	              2,000 
	

	CA317
	2050
	Ground Maintenance
	                   46 
	                   -   
	

	CA310
	2105
	Electricity (Excl Ccl)
	                   -   
	              6,000 
	

	CA317
	2105
	Electricity (Excl Ccl)
	              5,265 
	                   -   
	

	CA317
	2106
	Climate Change Levy - Electric
	                 182 
	                   -   
	

	CA317
	2107
	Electric Renewable - (Exc Ccl)
	                 343 
	                   -   
	

	CA310
	2108
	Gas (Excl Ccl)
	                   -   
	              3,700 
	

	CA317
	2108
	Gas (Excl Ccl)
	              4,623 
	                   -   
	

	CA310
	2109
	Climate Change Levy - Gas
	                 733 
	                   -   
	

	CA317
	2109
	Climate Change Levy - Gas
	                 117 
	                   -   
	

	CA310
	2201
	Rates
	                   -   
	            21,730 
	

	CA317
	2201
	Rates
	            15,368 
	                   -   
	

	CA310
	2300
	Water Charges Metered
	                 589 
	              1,200 
	

	CA317
	2300
	Water Charges Metered
	              2,634 
	                   -   
	

	CA310
	2402
	Refuse Collection/Hygiene (Pc)
	                   -   
	                 400 
	

	CA310
	2404
	Cleaning Materials/Stores (Pc)
	                   -   
	              1,000 
	

	CA312
	2404
	Cleaning Materials/Stores (Pc)
	                   -   
	                   -   
	

	CA317
	2404
	Cleaning Materials/Stores (Pc)
	                 574 
	                   -   
	

	CA310
	2500
	Premises Insurance
	              2,208 
	              2,210 
	

	CA310
	2600
	Fixtures & Fittings
	                   -   
	            10,000 
	

	CA313
	2600
	Fixtures & Fittings
	                   -   
	                   -   
	

	CA316
	2600
	Fixtures & Fittings
	            10,187 
	                   -   
	

	CA310
	2700
	Fire Precautions
	                   -   
	                 500 
	

	CA310
	2701
	Alarm Systems
	                   -   
	                 400 
	

	CA317
	2701
	Alarm Systems
	                 317 
	                   -   
	

	
	
	
	
	 
	

	
	
	Total Premises Costs
	            50,704 
	            57,640 
	


Appendix G

FUNDING AND FEASIBILITIES

Written as an informal email in response to questioning, 24th January

Dear Jenny, Phil, Joan, Kelvin, Tony, Carmel, Yonnie and Co, 

Here's a couple of short paragraphs trying to sum up the information you asked for last night. Funding for future developments. first - there's three fairly distinct types: 

· capital funding, for major structural developments, change of use, etc 

· project funding, ususally one to three years, for particular initiatives 

· revenue or core funding, to subsidise ongoing costs - such as staff. This is almost always the hardest to secure.

Clever groups try to build up a 'portfolio' of funders (they're like London buses - one encourages the others!) each supporting different elements or streams of the operation. This helps to ensure that if one pulls out at any stage, the whole project isn't left helpless. 

Also most funders demand 'match funding' of anything between 10% and 50%, and European or Lottery money can't be matched against other money from the same sources. 

Another method, which everybody tries to do when they can, is to 'write in' some of your core costs when making bids for project funding. As your project develops, we at VAW can help you identify the best potential targets and how to approach them successfully. So can other organisations such as PAVO (Powys Association of Voluntary Organisations). 

There are a huge number of potential funders, but here are the 'big beasts' you're most likely to get major support from - public money first, then some major charities: 

· Arts Council of Wales - Capital funds administered from Cardiff, other funds via the North Wales office in Colwyn Bay. May help to fund feasibility studies 

· Wales Development Agency - Capital help primarily, would need to be convinced of long-term feasibility and economic benefit of project 

· Powys County Council - have already indicated that capital grants could be available for a sustainable project 

· Objective 3 of the European Social Fund is administered through PCC and might be available - Mach does not qualify for Objective 1 support 

· Big Lottery Fund and Heriitage Lottery could be used to fund specific projects or developments separate from the ACW funded ones but could not match-fund ACW 

· The Social Risk Fund may be able to fund further consultation/ feasibility activities

Now the big charities. There's a lot about, and they periodically change their criteria, so research is needed. Many, also, only fund charitable organisations, so there may be a need to begin charitable registration for the organisation leading the development. Among the best givers to arts ventures are: 

· Esmee Fairbairn Foundation 

· Paul Hamlyn Trust 

· Clore Duffield Foundation 

· Gulbenkian Foundation 

· Chase Charity. 

· Carnegie Trust - they have a particular interest in developments at Y Plas, and I believe help is likely from this source somewhere down the road

Finally, can I say a word about commissioning feasibility studies and business plans? In our experience, it's often very dangerous to just hire commercial companies to do these - and almost always disastrous to do so on the basis of friendships and social contacts. There are a number of organisations with great expertise in this field, who will ensure that the process is rooted in and led by the community, not taken away and milked for a quick profit, nor likely to alienate sectors of the community. We at VAW can help advise in these areas, as can PAVO, the WCVA and a number of others. Funds exist to support these processes if kept in the community, and can draw in specialist expertise when needed. 

Menter a Busnes have already offered support, and there are organisations like Community Design Services that include accountants, architects and other specialists but who only work with charities and are skilled working within communities. CDS are particularly skilled in developing older buildings, and have been known to offer feasibility support free to charitable groups in return for involvement in later architectural developments. 

Hope this helps - do come back for any other help I might be able to provide, 

I'm meeting Sian Tomos of ACW next week, and will trail a sprat or two across her then, to see what sort of mackerel might be attracted 

Best wishes, 

Meic. 

Meic Llewellyn
Swyddog Datblygu Strategol Gogledd Cymru
North Wales Strategic Development Officer
Celfyddydau Gwirfoddol Cymru/ Voluntary Arts Wales
01650 511778 & 07971 789722 

Cadwch llygad ar y newyddion ym myd y celfyddydau: ymunwch â’n cylchlythyr yn rhad ac am ddim:- www.vaw.org.uk/news
 Appendix H

VIABILITY

Guestimates

Income

Estimated rental from two-floor office space at 75% capacity. Paying £70 to £80 per Sq. Mt rent. Based on PCC figures could yield:

 

       £25000

Café let as a franchise: 
                                                                               £5000 p a

Rental of space for rehearsal, yoga, dancing, theatre etc say 500 units at £15:      £7500

Rental of space for performance. 25 per year at £150: 
                              

£3750

Rental of space for conferences. 6 per year £250: 
                                           £1500

Car parking in summer 10 weeks at £500 10 weeks at £200: 

£7000

Rental Space for visitor attraction:

Nominal   £1000

 Total        £50750

Geoff Hill put forward the idea of building on some of the car park to provide an income stream for core funding.

Income from events would be generated and received by those putting on events: 

Bardbarians

Machfringe

El Sueno Existe

Can ar dan 

Film club, Machlive

YFC etc
Expenses

Staff:

Three full time or mixture of full and part

                 

£60,000

Running costs (not maintenance) 

      



£10,000    

Expenses      





Total             £70,000
Possible Shortfall  (no funding considered) 



£19250

This assumes nil rates. Maintenance paid from endowment fund and some expenses shared by business lets.

In a conversation with Phil Wheeler on the 16th Jan Geoff Petty said:

He feels very broadly that income from the top two floors could bring in a good proportion of the funds needed to run a ground floor venture that was not entirely self-financing.

Capital grants of up to £30.000 are available from PCC (apart from any funds that they might or (might not) allow from their revenues I.e. schools/buildings funds etc)

He thinks the charity commission might allow use of some of the endowment fund (£300,000) to be used for changes to the building.  Other funds are probably available.
Appendix I

BUSINESS PLAN - BEGINNINGS

This is the kind of information to be considered for each activity, in order to formulate a Business Plan.

Re: cinema 

What will the set up costs be? Equipment, seats etc. 

Where will the funding come from? 

How will this equipment be depreciated and over what period? 

How will new equipment be purchased? 

Who will be responsible for maintenance and repairs? 

Will it be in a dedicated space or a shared space? 

Who will decide the space priorities? 

If rent is paid for the space, who will it be paid to? 

How much would the heating and lighting costs be? 

How much will public liability insurance be? Is an entertainment licence needed? Who will be in charge of Health and Safety and Fire Risks? 

Will the cinema be run as a franchise, if not will it be run by paid employees or by volunteers? 

How many times a week will films be shown, what will the estimated audience be and the cost of tickets? 

How will losses be underwritten? 

Will the projectionist be paid? 

Who will be responsible for marketing and box office? 

Will they be paid or volunteers? 

Who will do the market research for suitable films? 

Can films be shared with other venues? 

How far away is the nearest competition and where do they draw their audiences from? 

What will the programme printing costs be?

Will stewards and ticket collectors be paid or volunteers? 

Who will do the cleaning? 

Will there be a paid caretaker? 

Re theatre: BARDBARIANS example @ The Tabernacle

They charge £10 per night for rehearsal space. So 9 weeks is £180, plus the nights in the week before the performance, plus £50 per night for the performances. 

So we pay them approx. £350 for each production. 

For Cabaret, the audience for the 3 nights was at capacity. 

Total cost of production approx. £2600. 

With capacity audience at £6 per head, this production made a slight loss. 

Performing rights are paid as a proportion of box office. If there was a theatre space in the Plas, could it afford to rent out like this to local groups?

What are the opportunity costs of this? 

Would storage space for sets, props and costumes be charged?
Appendix J

Garden ideas


Basically the idea is to keep close to the Celtic theme, or more broadly to the theme of the ancients, with the emphasis on an ancient way of doing things. 

Would like the visitor to be taken on a visual and sensory journey through the gardens encompassing some of the following:

· Fabric or yarn garden

· Dye garden

· Sensory garden

· Medicine garden, herb spiral or medicine wheel 

· Basic culinary herb garden 

· Flower clock or giant sundial 

· Small pond and wildlife area

Linked workshops or demonstrations: 

· Involving school children in the planting of these gardens, starting seedlings off in the spring, something the younger ones seem to really enjoy.

· Spinning

· Weaving

· Dyeing 

· Making herbal preparations 

· The sensory garden holds an appeal for all sorts of people such as the visually impaired, or those with learning difficulties and could be of use to the clients at establishments like Cyfle Newydd for example. 

Other ideas for demonstrations (some of these are already incorporated in the mediaeval day):

· Falconry

· Smithying

· Archery

· Carving/wood fair’s 

The Celtic theme could be carried through myth in the form of carvings or sculptures of major characters from the Mabinogion and other Welsh folk tales, set in the different garden environments. Lending itself to trails or quiz's for the kids.

Or a simpler theme of wildlife and animals would be another idea for example an Ogham tree grove? 

Potential to expand on the festival events held at Samhain and Beltaine with a smaller event for each of the other Celtic festivals. 

Appendix K

PLAS HISTORY

During Kelvin Jenkins telephone conversation with County Cllr Michael Williams, ascertained the following:

· Leased land.  The original gift of the Plas to the people of Machynlleth included, in addition to the land presently used as gardens, playgrounds, etc, a quantity of land which has for many years been leased to the Llynlloed estate as farmland.  This land begins at the fence near the West Lodge alongside the fence adjoining the Roman Steps path.   It extends from the Plas drive to the beginning of the wooded slope opposite but Cllr Williams was not sure how far it extended in the other direction.  He saw no reason why the rent currently paid by Llynlloed to Powys CC should not become part of the income of the new Plas project.  

Action point: Details of this land and income therefrom should be obtained from Powys CC.  It would be useful to obtain a copy of the original Deed of Gift, as this should include plans and also information about terms of lease.

· Cellars.  The cellars of the Plas are believed to have been originally much more extensive than those presently in use.  Some were apparently either infilled with rubble or just blocked in at an unknown date in the past.

· Car parking income.   I was told that in the early days of Celtica a charge  of £1 a day was levied for car-parking.
Action point: Find out from Powys CC or remaining Celtica staff if this was so, and if so why it was discontinued.

· Murals.  As a point of interest, the space now in use as the Celtica shop    was the old Machynlleth Town Council chambers.  The walls were lined with  murals by the established artist Muray Urquhart, depicting the life of Owain Glyndwr.  When Celtica was established these was removed and are  now in storage.  They are  considered the property of Machynlleth Town Council, rather than Powys CC.  The former had the murals revalued  in 2005 and were “surprised at how much they are now worth”.

Action point: In view of the importance of Owain Glyndwr to Machynlleth, it seems a shame that these murals are not on display.  Perhaps at some point a dialogue could be started with Mach TC with a view to reinstalling them in the Plas – with of course protection and adequate insurance.

Appendix M

OUTDOOR EVENTS 

Existing Events at the Plas Grounds

Over recent years Celtica has been building up a solid programme of events at the Plas to target both the tourist market and people from surrounding areas. The programme is a blend of cultural, educational and community celebrations and often involves working with partner organisations.

Events in 2005 included the Book Festival, the Food Fayre, Beltain, Samhain, El Sueno Existe and various music and craft events.

Many of these events have core audiences who support the event annually and judging from the research carried out by Eco Dyfi at the Samhain event, many of this audience are visitors to the area.

Mach Fringe: 
Mach Fringe already produces a number of successful events locally, including the Pink Snowball Awards that was only started in 2005 and yet attracted national media attention. The core group although small, are committed and focussed and have a proven history of efficiently delivering exciting and innovative events that benefit the local community and which are fun. They also manage to at least break even on these projects through fund-raising and ticket sales.

The group is an established not-for-profit organisation and has indicated that it would be prepared to act as an umbrella organisation to facilitate the continuation of an event programme at the Plas, on the proviso that additional organisational support is forthcoming to manage any such programme.

A Few Ideas for Enhancing the Existing Events Programme

Book Festival

The most immediate event that will be lost to Machynlleth through the closing of the Plas will be the Book Festival. Last year this was funded by The Laura Ashley Foundation and involved visiting authors with readings and book signings and story telling for children. It has the support of schools in Machynlleth but also from the surrounding area including Aberystwyth and Lampeter. There has been a consistent growth in the attendance and support for this festival and there is a potential to develop this further.

There are opportunities to expand the book festival and to increase the commercial income-generating side (publishers stands, second-hand bookstalls), as well as tapping into other income sources through educational trusts and funding programmes.

Mach Fringe are willing to consider taking this on with support for fund-raising and event management. Meic Llewellyn and Annie Grundy are meeting Nie to discuss this and also hopefully with Powys Council Arts who have indicated they would like to see the event sustained.

Food Fayre

The Plas has also annually been home to a Food Fayre. There is financial support available for events that promote Welsh produce and also it should be noted that there are many business organisations that run food events as commercial operations. There are lots of ideas for enhancing the food fayre including demonstrations, wider range of related stalls to include books and equipment/ utensils and kitchen companies, healthy eating promotions, information on growing your own, home brewing, organic farming, nutritional therapy etc. The Food Fayre could become a food festival with restaurants and public houses in Machynlleth featuring Welsh cuisine and could link in with other local food fayres such as the one at CAT.

Craft Market

A regular craft fayre with a strong core set of stalls from Welsh makers but with a rolling programme of additional specialist craft corners (e.g.: glass, wood, textiles, ceramics), which invite craft makers from anywhere to participate. Stalls would pay to come, audience free entry first year but possibly building to paid entry.

Car Boot and Bargain Sale

These are always popular and make money.  Should not be franchised out but integrated into event programme so profit helps other events at the Plas.

Cars in car parking space only and stalls only on the grassed area so as not to ruin. Could have concessions in to cover core costs.

Other possible ideas include:

· Bike fayre with new and second hand bikes and accessories, Dr Bike, maps and guide books etc involving local shops and promoters of bike events in Wales.

· Under 5¹s Fun Day for children and parents with kids activities and promotion of services such as health and education and maybe a few commercial organisations.

· Kite Festival

· Puppet Festival

· Continue the Latin momentum of El Sueno Existe.

· Samhain audiences have been building and more can be built around this.

· Gardening Fayre 

· Steam Train festival to coincide with local train activities

· Etc. 

Resources

Main thing is that if there is a programme of events and resources are shared (e.g.: stalls, systems, office space, databases, marketing, research, administration, risk assessments, training of stewards etc, use of volunteers) then costs per event come down.

 Benefits

· Build familiarity with the Plas as place to go for things to do.

· Builds atmosphere and ambience of Machynlleth Community, cohesion ​ place where Welsh and non-Welsh come together.

· Tourist destination​ visitors take away calendar of events and thus list of reasons to come back to the area.

· Events aimed to supplement existing economy and complement local businesses. 

· Training for locals. Potential for work 

 Possible problems

· Locals get fed up with constant influx of visitors.

· Some activities more commercially successful and take over, losing balance.

· Need to ensure maintenance of grounds.

· Need constant fund-raising for the educational and community elements ​though achievable it¹s hard work.
Appendix N

MINUTES FROM 23rd JANUARY

Minutes not complete
Appendix 0

MINUTES FROM 16th JANUARY

Plas Arts Sub group – Meeting 16th January 2006

Present: Sarah, Phil, Sian, Vix, Celvin, Carmel, Yonnie, and Jenny

Next meeting Monday 23rd January 8pm The White Lion
Dwynwen from Felin Fach Aberaeron will give presentation for half an hour.

Actions

· Set up email group. Jenny
· Tour of King Arthur’s labyrinth. Celvin/ Phil to organise
· Talk to the arts centre about partnerships. Carmel
· Speak to Rachel Lilly about yoga ideas. Yonnie
· Do some visual brainstorming. Yonnie, Jenny and Vix 
· Speak to arts centre and Shrewsbury about cinema – how many seats/ revenue. Yonnie
· Investigate potential and limitations posed by different levels of technology. Yonnie
· Investigate copyright of film question. Sian
· Let’s all come up with questions for the questionnaire.
· Phil suggests that everyone individually calls PCC to express our interest in this project.
And from last week

· Contact Yong Farmers. Jenny
· Research into potential outdoor events. Annie
· Contact the Vicar of Pennal to see if he is interested in being involved. Tony
· Ask Clive (Celtica duty manager) about the maintenance costs and wages of staff. Geoff
Reporting back on previous actions

Jenny

Census:

· Census information available on Machynlleth though the information is hard to compare with other places as the nature of the census seems to randomly/ rationally (?) split areas up into radically different sizes.  For example Aberystwyth is broken up into 5 principal areas but does not give its population size as a whole and seems misleading. (Aberystwyth population about 11,500 from other source).

· However, have plenty of data.  For example, total residents of the output area 2,147.  Below average number of people with formal qualifications.  Above average number of people 45 and over etc.

Hebdon Bridge

· Much bigger place, population 12,500 in the Calderdale District which has a population of 191,000.  

· Has managed to hugely regenerate itself after years of decline into a booming cultural town with theatre/ venue/ gallery spaces and runs a 4 week arts festival in the summer.

· Qualitatively it shares with Mach a unique sense of place nestled in beautiful countryside in the bottom of a valley and is independent of chain stores.

· The cinema there gets about 50% of its audience from Hebdon and 50% from surrounding towns who are looking for something outside of the mainstream.  Apparently tourists there tend not to use the cinema often being day visitors and people who have come to walk in the area.
· There are town websites/ online community forums and a very national and virtual presence.
Still in the process of setting up a group email/ contacting folk from the first meeting.
Phil

Conversation with Geoff Petty (financial caretaker of building from PCC)

· There is someone else with a speculative idea for the Plas involving public use. They are having a meeting; they will not make any decisions without full consultation with everyone. It is a preliminary meeting.

· Phil suggests that everyone individually calls PCC to express our interest in this project.
· The land that is possibly rented to a farmer and was possibly once part of the Plas? He is not aware of this, but will find out if it is correct and if so, who the funds belong to.

· He feels very broadly that income from the top two floors could bring in a good proportion of the funds needed to run a ground floor venture that was not entirely self-financing.

· Capital grants of up to £30.000 are available from PCC (apart from any funds that they might or (might not) allow from their revenues I.e. schools/buildings funds etc )

· He thinks the charity commission might allow use of some of the endowment fund (£300,000) to be used for changes to the building. Other funds are probably available.

· The report re: Celtica continuation will be discussed on 31 Jan. He feels it unlikely that PCC will go for this.
· They will give an undertaking not to dispose of any of the fittings in Celtica until a decision has been made re its future or before due consultation.

· Intend to organise proper meeting with him after steering group meeting.
Sian

Questionnaire 

· Draft questionnaire presented.  Inviting us to ask questions, make comments.  Sian thinks it should go to sub-groups so they can add questions and come back round to this group for approval and then out in 2/3 weeks time.

· Sian has survey analysis software to quantify responses. 

· She would like to see 400 returned.

· By: Street corner soliciting, via the newspaper, via schools? Everyone in sub-groups given 10 to distribute?

· Invite people to offer their email if they want to.

· Please Email Sian with ideas.

Questionnaire needs to be bi-lingual and to be presented if not by bi-lingual folk then certainly by welsh speakers too. Would Mike and Preds be interested in helping with this? 

· Phil wants to ask the Tabernacle/ community centre/ OGI/ Leisure centre “In given month/ week what are the numbers of people passing through”, to discover what is the mobilisation of the community.

· Consider that this is not fully reflective as often one does not go out because there isn’t anything on.  How many people go to the pub or have dinner at friends because there isn’t an alternative thing to do?

· Vix – questions of what kids want to do with their time.

Cinema

· UK film council website is a huge resource.  Lot of info, many funds available. Sian intends to read Research reports.

· Film Distributors Association has revenue information – 50/50 distributor/ cinema

· What limitations does technology pose? Copyright?

· LCD projector onto a white screen potential? Is this good enough?

· Is there a big enough audience to warrant anything more sophisticated?

· Discussed potential for film trilogy nights, theme nights.

Sarah

Licensing

· Council issue re bar is apparently not an issue as legislation has changed.  It seems the law was introduced to dissuade the council meeting in pubs/ bars but is not really a relevant point now. 

· Generally, can license premises or individuals.  The new legislation is more liberalised and freer than before.  You can apply for certain hours and the license is permanent.

· Fill out application, offer hours and then submit to police.

· Costs: rated against value of building!!!!!!! 

· We’ll ask Geoff Petty about advice regarding this, whether we can license a part of it only?
Celvin

Plas legal situation

· Spoke to Michael Williams – local town councillor, also our only county councillor.

· Some Plas land is leased to the Fenwicks, land from the west lodge up to the tree line and along (past TeenZone) we don’t know how far yet.

· Ask Geoff Petty to clarify.
· Also to ask Geoff: Should the rental come to the Plas group now? Is the lease protected? (Continue to discover the extent of the cellar).

Car parking yields £1/ car/ day (Postscript: The car-park doesn't charge at present, but Michael Williams said it did originally charge £1 a day)
· Ask Peter Jones about car parking revenue?
· Historic murals were lifted from the Plas – where are they, consider re-instating?

· Can Geoff give us a copy of the Deed of gift?

Yonnie

Dance studio 

· 12m x 15m is a common size

· Various floor finishes possible

· Yonnie has all the costs

Uses of space:

· Yoga

· Floor exercise

· Ballet dance

· Workshops by people from outside the area

· Soft shoe space

· A hard shoe space might need to be a more versatile area like community space – could damage floor, affect atmosphere of space.

Comments from Plas Tour, Fri 13th  - Potential for the space

· Yonnie expressed thoughts/ excitement specifically for the black box potential.

· It has a massive floor area.

· She felt this could make a wonderful interactive space with performance, open studio etc.  Maybe benefit from the height – internal balconies?

· She felt the upstairs of the main building to have a boxier feel – could we reduce the amount of wasted corridor space?

· Discussion of qualitative aspects of black box and main building.  The potential and limitations; Can we build on these differences or is the thing to do to try and modify some of the pokey upstairs spaces, Likely there would be fire issues here but options too explore.

· Yonnie talked of Hong Kong Fringe club- dynamism, hub.

· Phil’s concern that this and Hebdon bridge much bigger centres.  Not really applicable, comparable.

· Yonnie wants us to be careful to not limit ourselves at this information gathering stage.

· Nevertheless awareness of caution and realism.

· Discussed that some inspiring images even at the preliminary stage would be an important part of the presentation to create a visualisation in the council (and possible funders) minds to facilitate their understanding of the potential as we see it. 

Further thoughts and ideas

Partnership

· Carmel wants to call on arts centre for experience.  Will call to discuss support/ partnering/ advice/ highlighting problems.  Plas could be satellite point of contact.

· Also consider partnering with OGI/ Tabernacle.

Tourist Attraction potential
· Indoor playground

· Café

· Vix – garden development, giant sundial/ flower clock.

· Supply gardens for cafe/ display gardens – flax/ hemp

· Dye gardens/ herb garden

· Ancient – heritage – crafts way

Other points

· Possible accommodation within the building for musicians staying over

· There are plans to resurface the path through woods from Plas to OGI

Structure

· How are we to make decisions with all the different ideas/ sub groups?

The thoughts below contain many of the points discussed by Jenny, Phil, Yonnie and Carmel on their trip to Caernarfon and are presented as a response to the above.

The thought that the centre, whatever it will be, needs to address not just the needs of the local community which has a tiny population but also needs to tap into the hearts of tourists and also schools which are currently Celtica’s biggest audience.

Introduced the concept of an ARTS, EDUCATION and TRAINING centre (or somesuch).

The kind of place that could have a small cinema that then doubles up as a viewing platform for training in video/ animation conducted at the centre through those creative industries partnering with the education department.  Offering training that kids want that schools may not be adequately equipped to provide.  Providing a creative working environment to encourage young people to stay in the area and to draw in talents from further afield.

Consider a partnership with the OGI that houses the museum of Celtic history in the bounds of the first Welsh parliament.  The walk through the woods from The Plas to the OGI forms an artery for exchange.  Consider that the OGI is the place for absorption of ideas and information and that the Plas becomes a place for expression of the thoughts and ideas generated.

Debate ensued to encompass Vix’s thoughts on the potential for the gardens to boost the tourist attraction and to be a living exhibit of natural dyes and craft materials such as flax and willow.  The potential for widening the brief of Celtic history to encompass gardens, audio-visual interpretation and artisan workshops such as cloth dying and willow weaving could hugely support the OGI in its work to educate and honour the Celtic and local Welsh history.

All of the aspects being currently discussed in the sub-groups can work together and should.  Developing the right concept will open doors and facilitation will occur. This point was hugely reinforced by Gwyn Roberts, CEO of Galeri Creative Enterprise Centre, Caernarfon.
It is likely that the group will need to source and fund a professional fundraiser to open doors. What criteria should the centre/ group attempt to meet in order to attract funding? Let’s ask professional fundraisers.

Its difficult to get core funding but capital funding is often attractive, as the results are tangible.  Could we fund a comfy seated small cinema/ theatre in Mach with fantastic sound and state of the art technology by providing a programme of events including an annual film festival, training and workshops?  

We’ll need help from Cultural Enterprise or a similar support network for social enterprises to enable this process.  To help us identify needs such as business plan, marketing strategy etc.

Have a website and community forum allowing us to link up with the wider world, arts network and potential partnerships.  Create a cultural map of Machynlleth that better connects organisations and people together. 

Discussed the need to have the visual language of the building/ promotional literature/ website/ possible logo reflecting the core beliefs and role of the centre.  Really becoming something with a unique and exciting personality that can draw people in.

Let’s start work on our written proposal by identifying:

· Titles – heading, proposal/ structure 

· Does it need to be online to access?

· Try and collate information electronically so we can all data input, cut & paste!

Ps

Super brilliant tour of Caernarfon Galeri space.  We could use it as a case study for success even though the parameters are very different.

Appendix P

MINUTES FROM 9th JANUARY

Plas Arts Sub group – Meeting 1 – 9th January 2006

Next meeting Monday 16th January 8pm Wynnstay Hotel

Actions

· Investigate Hebdon Bridge, the relationship between the various arts organisations there and the population catchment (census information). Jenny
· Information from the census about the population catchment in Dyfi Valley. Jenny
· Get copy of original public meeting email list & contact Young Farmers. Jenny

· To organise trip to Camarthen/ Cardigan “groovy” arts centre and to Queens Hall in Narberth.  Get copies of accounts/ financial breakdown where possible. Phil
· To organise tour of The Plas. Is basement dry. Phil (Fri 13th 2pm)
· Develop questionnaire as basis to survey interest, Welsh translation.  Siân, Annie & Imogen 

· Investigate cinema costs (Information available from National Film Association). Siân 
· Research into potential outdoor events. Annie
· Investigate requirements/ square meterage costs for conversion of space into dance studio/ yoga/ circus space. Yonnie & Imogen 

· Investigate requirements/ costs/ potential income generation of a café; issues re alcohol licensing/ opening into evening/ entertainments licensing. Yonnie & Imogen
· Contact the Vicar of Pennal to see if he is interested in being involved. Tony 
· Investigate the legal situation of the Plas extents/ land/ boundaries. Ask Michael. Celvin 

· Identify the legal situation regarding serving alcohol in the same space as the council meets.  Investigate the situation regarding licensing of spaces/ individuals for the serving of alcohol. Sarah

· Ask Clive (Celtica duty manager) about the maintenance costs and wages of staff. Geoff

Minutes

1. Briefly discussed other places where similar community/ arts centres exist and succeed:

· Hebdon Bridge

· Narberth/ S. Wales Pembrokeshire-bands/ theatre

· Aberaeron – Theatr Felin Fach (factory unit, good reputation as model?)

· Cardigan Arts Centre – units of arts & business people combined with arts centre

· Rhayader-recording studio/ arts studio

· The Albany – businesses & theatre groups

· Cowley Club, Brighton

· Shrewsbury – Market Hall

2. Discussion of what everyone would ideally like to see developing:

· Core-common place for meeting that is always open; don’t have to book or find the caretaker to get in

· Organisation needs to stand on its own – look at all the land available and see how income can be generated from it (The Lawrie Centre in Manchester was built on derelict land)

· Small offices say £80/ week inclusive rates (Dyfi Ecolpark has reasonale rates but space too big)

· Café – vibrant networking space – into evening; non smoking?

· Theatre/ music performance

· Good program of outdoor events/ festivals

· Cinema – would be used by everybody

· Shared community space – shared office equipment (El Sueno Existe/ Fair Trade)

· Shared training opportunities “Creative Industries Development Agency”

· Dance studio – dance classes/ workshops/ yoga/ meditation/ circus skills – needs nice (suspended?) floor

· Teenagers interests?

· Arts/ studio space to be shared by multiple users

· Office for Dyfi Valley Seed savers – grounds potentially used too?

· Venue for hire that’s decent

· Community Radio Station – potential location

· Animation production (see creative industries sub-group)

· Costume hire/ props

· Storage

· Recording studio

· Creative Partnerships

3. Further:

· Centre manager would need to be paid; could be fund raised for

· Ralph Fenwicks land was a part of the gift – rental income from this land to Plas?

· Trust fund – over £300,000 of which 2 ½ % can be released each year (7 ½ K/yr)

· Discussion of using “black box” as open plan massive office space.

· Speak to Peter Jones about what has made money and how.

· Issues generally about ability of café/ performance space to make money- Further suggestion that nothing should exist which cannot generate money, some debate about this statement.  

· Discussion why Tabernacl is poor for performance – poor sight lines/ limited stage access/ uncomfortable seats/ visibility

· El Sueno Existe came off better financially than anticipated

· What happens with inflatable stage? Probably needs to continue to be used as designated originally by European money.

· Figures to be presented by Phil for discussion.
4. Issues of representation versus alienation:

· Discussion about Planning for Real day/ survey, questionnaire/ party at the Plas/ Networking via schools to encourage input?

· Let’s find out who has dropped off email list.  Can we get a copy of Elemental Earth email list?
Points highlighted above to be picked up by somebody now or later.  Next meeting report back as far as we’ve all got and perhaps spend some time looking at how some of the above could dovetail into the building.  This may require a splinter group to go away and work on it.

Appendix Q

Sub-group contact list

Annie (and Geoff) 

 anniegrundy@clara.co.uk
Imogen Pettit


 jimijin0@lycos.com
Jenny Hall

       
 jennyandmehdi@yahoo.com
Joan Randle 


 joan.randle@cat.org.uk
Kelvin and Judy Jenkins
 kelvin@kelvinjenkins.co.uk
Keith Jackson and Carmel
 jacko@tycapel.demon.co.uk
Laura Snowball 

laura@osmotic-gherkin.co.uk
Meic Llewellyn

meic@vaw.org.uk
Rebecca


raybaykah@hotmail.com
Sarah Garden

sjreisz@gmail.com
Sian



sian@reliefprint.co.uk
Tony Corden


tonycorden@hotmail.com
Yonnie Kwok Pickles
yonnie@onetel.com
Phil Wheeler


phil@machynlleth.fslife.co.uk
Document collated by Jenny Hall & Phil Wheeler summarising the bulk of the work to date by the group.

