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Cultural Investment Enquiry
Executive Summary
1.

The Enquiry is a response to a period of intense change in the cultural sector and in 		
the city generally. It has sought to balance the ambitions of the sector, in line with the
wider ambitions of the city, at a time when there are significant pressures on traditional
forms of funding and investment.

2.

The Enquiry is about collective action across various sectors in the city. It is not an 		
inquiry about Birmingham City Council resources.

3.

The initial Enquiry period has facilitated wide input and an important new collective
space to capture existing ideas about cultural investment and to help generate new 		
ones.

4.

The Enquiry has focused on practical ideas for creating new forms of investment on the
understanding that the policy context is already in place and understood.

5.

The Enquiry quickly recognised that many of the proposals will require detailed 		
technical, legislative and financial work and makes a clear commitment to working these
ideas up with partners and experts.

6.

There is a strong overall Enquiry message- this is a time of change that requires 		
innovation and collaboration.

7.

The Enquiry recognises that other countries, cities and sectors have been through
a similar process of evolution and change and that there will be benefits in applying 		
their learning to this situation.
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Our city
WOMEN & THEATRE

FRICTION ARTS

SECRET CITY ARTS

MUSEUM
AND ART
GALLERY

BIRMINGHAM
REP

RBSA

CBSO
BIRMINGHAM

BEATFREEKS

Just a sample of Birmingham's cultural offering...

ORT GALLERY
SONIA SABRI

HIPPODROME

DANCEXCHANGE

BARCLAYCARD SYMPHONY
ARENA TOWN HALL HALL BCMG

GRAND UNION
BIG BRUM

BOC

ALEXANDRA
THEATRE

PUNCH RECORDS REEL ACCESS
EASTSIDE PROJECTS CRAFTSPACE
ROGUEPLAY
BLUE ORANGE THEATRE
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STANS CAFÉ

MIDLAND ACTORS
THEATRE

IKON GALLERY BRB
MAC BIRMINGHAM
GAP ARTS
SAMPAD EX CATHEDRA

2. Chair's introduction
“All great cities are home to great culture”
A rich and diverse cultural offering lies at
the heart of all of the world’s thriving and
prosperous cities. Birmingham already has
a number of examples of world class culture
taking place in the city on any given day,
reflecting the city’s global positioning and
potential, and also providing a great base to
build ambitions for the future upon.
As those of us who live in and around
Birmingham already know, the city has been
experiencing a renaissance in recent years
with a number of exciting developments
coming to life - and more on the way.
But the aspiration – and need - is to do a
lot more. We want to be a city that can
compete on a global scale. In fact, this is
essential in an ever-shrinking and everchanging world. We also need to ensure that
all citizens in one of Europe’s youngest and
most culturally diverse cities feel the benefits
and participate in the evolution of the city.
Ensuring that world class culture continues
to take place in Birmingham – and, crucially,
that we develop and add to an already rich mix – is essential if the city is to fulfil its ambitions
and undoubted potential.
In fact, as the regional devolution agenda becomes more established, and bodies such as the
West Midlands Combined Authority and Midlands Engine start to receive more power from
and prominence with central government, the opportunity increases for Birmingham and
organisations within the city to really power the regional economy. If that opportunity is to be
fully grasped, then it is imperative that an environment conducive to a flourishing cultural sector
is established in Birmingham.
That is the opportunity in front of us. Even putting questions around the result of the recent
European referendum, and what that might mean to one side for the purpose of this Enquiry, in
the present we are still in the middle of a rapidly changing landscape. Alongside opportunities
offered up by devolution, the role Birmingham City Council plays in the city is changing as it
adapts to a challenging financial situation and focuses its resources more clearly on its statutory
responsibilities. Whereas in the past the council has taken a significant leadership role in shaping
the cultural life of the city, in future this will increasingly be as part of a broader coalition of
support to the sector. Cultural, community and business organisations need to step up alongside
the Council and make sure that the future is world class.
The Birmingham Cultural Investment Enquiry was initiated in April, conceived as a joint initiative
between the Council, Chambers of Commerce, the cultural sector, Aston Business School and
Arts Council England. It was tasked with conducting an initial three-month investigation into
new investment-based models for culture in the city.
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The Enquiry would like to thank Birmingham City Council Leader, Cllr John Clancy, and his team
for recognising both the changing landscape and also the crucial importance of culture to the
future health of the city and establishing the Enquiry to take a look at the way forward. This
builds on the recent formation of Culture Central as a new collective voice and development
agency for culture in the city created by the sector. Culture Central has taken a leading role in
the Enquiry, alongside other partners, and we believe it gives the city a vehicle through which
future work and initiatives can be focused.
The Enquiry has only had a short life, but in that compressed timeframe we have seen a huge
appetite across a broad range of people and organisations to be actively engaged in both
the Enquiry and also future work and planning in this area. The people and businesses of
Birmingham recognise the importance and value of culture to the city and are motivated to
play their part. This isn’t a surprise, as this is the spirit that makes this city so special, but it is an
important groundswell of support that will need to be harnessed and galvanised going forward.
In front of us, Birmingham has the opportunity to do something different and groundbreaking
in how it supports culture within the city. There is a general wind of positive change blowing
through Birmingham at present. There is the chance for the city to build on the world class
venues, organisations and individuals already here, and create an environment where culture will
not only continue to flourish and develop but can be an example to others across the world.
Certainly, while the Enquiry has to date really only focused on Birmingham, we are also mindful
of the wider devolution agenda and see no reason why this work, and that which needs to follow,
cannot be extended into more broader regional thinking.
Finally, I would like to say a personal ‘thank you’ to all of you who have participated and
supported this Enquiry in recent months. Be that attending one of our events, reaching out
individually to express support, ideas and a desire to participate, or even just reading this report,
the level of support and interest we have received has been galvanizing. Please keep that up as
this work moves into the next phase, as we will only achieve something special by all working
together. In particular, I must highlight the CBSO and Pinsent Masons who hosted events, and all
of my fellow Enquiry members - Gary Topp from Culture Central, Peter Knott from Arts Council
England, Piali Dasgupta and Val Birchall from Birmingham City Council, George Feiger from
Aston University and all of my colleagues at the Greater Birmingham Chambers of Commerce.

Paul Faulkner
Chair of the Birmingham Culture Investment Enquiry
Twitter: @GBCHamberBoss
July 2016
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3.Why is this the right time to hold an
investment enquiry?
3.1 This is an important moment for culture and creativity in cities and for the future success
of Birmingham. The cultural and creative industries are a vitally important economic sector
in the city playing a significant role in generating inward investment, jobs and wealth. They
are helping to create the city’s identity and to build communities. But they are also affected
by the significant changes to public sector investment and dynamic shifts in the global
marketplace, the innovation environment (technology and social innovation) and the political
landscape. The fact that the EU referendum occurred at the end of the Enquiry period is also
critical of course.
3.2 These changes are not unique to the cultural sector but some of the ways that they affect
the sector are specific. This is partly because a particular funding, or investment model, has
been developed by a significant segment of the cultural institutions that includes annual
grants (a different kind of investment) from the public purse. These are usually through local
government and the Arts Council. In many case these resources have been supplemented
by project grants from the same (or related) sources. This has led to the development of a
robust and longstanding approach to investment in the sector that now requires a significant
re-boot.
3.3 Birmingham, and the wider city region, are entering a new phase of strategic review and
action through the devolution agenda (West Midlands Combined Authority/ Midlands
Engine) that has already identified the cultural and creative industries as a key economic
cluster. The timing of this review, and the establishment of Culture Central (and other sector
groups) presents an opportunity to create practical methods and models for investment
based on a significantly more robust set of partnerships and collaborations. The challenge
might be characterised as a move from ‘catching up’ to ‘leading’. While much of the
debate will, of course, concern the shapeshifting of the public sector arrangements the real
opportunity may lie in the sector itself creating a compelling case for change with one voice
pursuing significantly ambitious projects.
3.4 This Investment Enquiry is timely, not because it creates an additional opportunity to make
the case for culture and creativity in policy terms, but because it recognises that the case
has been made. The challenge now is to put in place the actions, projects and new ways of
working that convert the opportunity.
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A city perspective
3.5 Birmingham is at a critical juncture in its development. Many commentators have noted that
the city is successfully reinventing itself following a period of economic and political change.
It is a city where land values are increasingly being unlocked, student retention is predicted
to grow, major regeneration schemes are in place and there is an ‘often commented upon’
sense that a number of circumstances are coming together to create a city of possibilities.
3.6 It is also a city where the traditional public sector leaderships are all undergoing significant
transformation. Birmingham City Council in particular is in the midst of a major programme
of change, having recognised that reduced financial resources and the changing role of local
government in people’s lives call for it to operate differently within the city. The council is
now seeking to play a greater convening and enabling role, working in partnership with other
civic leaders to secure the prosperity of the city and the well-being of all its residents. These
two sets of circumstances create a genuine opportunity to rethink the way that culture and
creative industries are manifest in a resurgent city agenda. This is not a moment for ‘business
as usual’.
3.7 Not withstanding the wider narrative there is also a particular set of circumstances in
Birmingham relating to the long term cultural investment provided by Birmingham City
Council. National research indicates a decline in cultural funding by local government that
varies in two ways:
l

There have always been substantial variations in cultural investment across local 		
government.

l

There is now a wide variation in the level of change (cuts) being experienced by local 		
authorities.

3.8 The broad picture shows that Birmingham has traditionally fared well on the former but is
now forecasting a significant cuts programme over the next three years. This could result in a
zero line within the traditional budget. This Enquiry is about addressing this change through
collective action and innovative thinking. It is being approached by the City Council in a
positive manner and as an opportunity to rethink their investment role in new ways.
3.9 Birmingham City Council has traditionally been a major funder of the arts and culture sector
in the city. The council is now over halfway into a decade of year-on-year cuts to its overall
budget, with austerity set to continue for the foreseeable future. As a result, it is now
forecasting significant cuts to its funding for the arts over the next three years. Potentially
(worst case scenario) this could result in no direct support to organisations in future. For
Birmingham’s cultural sector to be sustained, and preferably to grow in scale, quality and
reach, collective action and innovative thinking which has begun through this Enquiry needs
to be galvanised, adopted, developed and implemented.
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A sector perspective
3.10 Over the past two decades the growing understanding of value of the cultural/ creative
industries has created a complex and nuanced economic narrative that is as likely to focus
on value creation (multiplier effect), or social return on investment (reduced costs in health,
communities etc.), as it is to focus on the actual financial viability of an organisation itself.
3.11 This narrative remains largely hidden in the purely commercial (creative industry) sectors
where an organisation will either thrive or fail (in the normal business sense) and there is
limited public policy debate or intervention. However, those organisations that have built
thriving businesses based, at least in part, on public subsidy (investment) have had to
make increasingly sophisticated arguments and develop a wide range of services to meet
a broader set of social and economic outputs. This has led to the development of a set of
ancillary services in (for example) participation and learning designed to create extended
reach (diversity, geography, age, demographic) predicated on a long term notion of audience
development and widening cultural participation.
3.12 In a Birmingham context it can be understood by recognising both the interrelationship,
and dissonance, between the majority business models of the 6000 creative businesses
(city region figure) and the cultural flagship organisations. Birmingham has a rich cultural
and creative ecosystem with activity occurring across all business models (commercial,
third sector, voluntary) at scale. One of the challenges for the Enquiry has been to maintain
a balanced view of this mixed economy model and to recognise that the interrelationships
across the ecosystem need to be further developed to create a new ‘blended’ investment
economy for future success.
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An international perspective
3.13 This short report is not the right forum for a comprehensive review of international cultural
funding and investment models but there are various pertinent characteristics that do bear a
brief mention. It should be recognised that they are presented here to help promote a broad
understanding of the Enquiry context and not to provide a detailed analysis.
3.14 The first, and most obvious of these, relates to the commercial market place and a complex
understanding of, and rebut to, market failure. The well rehearsed argument that many
cultural and creative sectors thrive outside of public sector support (pop music, mainstream
film, web design etc.) is no longer resisted and the interplay between self financing culture
and funded culture is increasingly blurred. In fact, all the evidence points to a complex
system where ‘trade’ happens at multiple levels in each organisation. It is as likely that a
major cultural institution has pursued an entrepreneurial approach to its conference facilities
as it is that a small creative business is winning public sector contracts through shifting
approaches to procurement (social value). (These observations are, of course, in addition
to a general recognition that increasingly sophisticated approaches drive ticket sales and
secondary spend with regards to core product.)
3.15 The second context relates to corporate and philanthropic giving. This approach still
has considerably more traction in countries such as the US and Australia- both of which
to varying degrees pursue a low taxation model that arguably helps to facilitate giving,
and both of which have created deeper traditions of philanthropic giving. This model has
been less apparent in the UK context in recent decades. However, it is worth reiterating
that a number of organisations have begun to develop successful giving (or asking)
campaigns. Creating a culture of giving (or asking), and then supporting and nurturing it,
is not a challenge unique to the cultural sector. As the wider public purse shrinks there is
considerable evidence that third sector organisations, reliant on various forms of giving,
increasingly pick up the cost. It might be said that we are entering a new age of self-help to
replace diminishing public funds. There is also increasing evidence that major philanthropic
and corporate giving is heavily dominated by London reflecting the location of many
headquarters and the concentration of wealth in the capital.
3.16 The third area relates to a potential difference with international models in relation to loan
and investment finance. Loans or investments represent an additional way for organisations
to unlock value in their business. This is perhaps the area that commands the largest
difference in perspective across the full spectrum of cultural and creative businesses.
Successful businesses in the high-tech creative space now frequently dominate this
landscape with many accessing capital in advance of creating (shareholder) value- think
social media platforms. At a wider city and sector level many businesses will now routinely
access finance through equity shares, patient capital or traditional bank loans. Others will
unlock the value in their houses or ‘bootstrap’ their development against future commercial
success. In the context of this review it is possible to understand the flow of this investment
as being primarily in the new and emerging creative and cultural businesses with only limited
take up in the major cultural institutions. There has been much consideration and review
given to this in recent years with a particular focus on the need to create value from IP and to
unlock the value in buildings.
3.17 It has also been macro government policy in recent years to stimulate the alternative
finance market through a variety of new loan funds (‘big society’). There are now a range
of creative finance funds overseen, promoted and explored by a variety of organisations
including NESTA, ACE and commercial intermediaries ranging from Triodos Bank to
crowdfunding platforms. The alternative finance market continues to grow each year
reaching an estimated value of £3.2 million in 2015. Again there is only limited evidence that
those organisations traditionally supported by the public purse have developed a capability
to draw down investment in the alternative, or social investment, marketplace. In contrast
the major crowdfunder platforms largely thrive on creative tech projects and creative social
innovations.
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4.Scope of the Cultural Invesment Enquiry
4.1 The Cultural Investment Enquiry in Birmingham will, by necessity, be an ongoing process
determined to ensure that Birmingham is a globally competitive city for culture. The initial
scope of the Enquiry, conducted over a three month period between April and June 2016,
was to create and scope the longer term opportunities for the sector to thrive.
4.2 While one of the key drivers for the Enquiry must be understood as the ongoing decline in
cash funding from the City Council it also recognises that the Council may have other ways
of securing and developing a long term investment capability in culture through alternative
approaches.
4.3 The Enquiry is equally about ensuring that the sector continues to innovate its own practice
and to create new ways of unlocking its values, its customer bases and its approach to
income generation.
4.4 The Enquiry is not designed to replace a wider narrative about the value of investing in
the arts (culture and creativity) through the public sector. In effect the Enquiry is strongly
recommending that this continues to be the case in new and different ways.
4.5 The initial timescale was designed to kickstart the conversation and to create an ongoing
platform for further work. It has created an opportunity for wide input, workshops,
discussions and ideas and a mechanism for moving these to the next stage. It has not
been able, in its first iteration, to drive the ideas through to a deliverable position. This will
require additional financial, technical, political and relationship management work. The initial
opportunities that merit this additional work have been identified in sections 6- 9.
4.6 The Enquiry has not afforded the opportunity to explore case studies or analyse the
differences in performance across various sectors or organisations. This type of analysis,
however, may prove useful in future iterations and will contribute to a discussion about data,
evidence and benchmarking. The Enquiry was able to take a brief initial look at benchmarking
in other sectors, such as housing, that may also provide a useful comparator. The Enquiry
recommends that the sector looks to investment models in other sectors to inform its own
development.
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5.Scope of the Cultural Invesment Enquiry
A key component of the Enquiry has been to create a rolling list of ideas and opportunities that
can be explored. Many of these ideas have become part of a general discourse about the way
that new forms of investment can be achieved and others have emerged as the Enquiry has
progressed. This is, however, the first time that they have been captured in this way to underpin
the detailed work required to move them from an idea into detailed analysis and potential
implementation.
This list has been generated through discussion within the city and horizon scanning outside of
the city and internationally. It is not intended to be exhaustive but to provide an initial location
where ideas (both new and old) can be captured, briefly explained and then positioned for future
exploration in the next stages of the Enquiry.
The Enquiry has grouped these ideas (attached at Appendix 1) across the following four areas:

1.

NEW APPROACHES TO FINANCE: PUBLIC SECTOR INVESTMENT-		
LINKED MODELS.
This group of ideas looks at the ways that the public sector (including Birmingham City
Council) can bring new resources to the sector by unlocking its physical assets, by its
ability to generate income as part of its city planning and development role or to
encourage new forms of local levy or to become a provider of loan finance. Many of these
ideas relate to local decision making, devolved powers and the devolution agenda.

2.

NEW APPROACHES TO FINANCE: ALTERNATIVE FINANCE AND NEW 		
FORMS OF SOCIAL INVESTMENT.
This section recognises that there have been substantial shifts in the finance market in
recent years. These include the growth of social investment funds, crowdfunding, 		
new approaches to social value and procurement, the use of bonds ,peer to peer lending
and discussions relating to the circular economy. These ideas should also be related
to the shifts in practice in the traditional finance market. These new approaches to
finance are now centre stage for many sectors and there is an important opportunity to
explore their potential for the cultural sector.

3.

NEW APPROACHES TO COLLABORATIVE WORKING AND NEW 			
BUSINESS MODELS.
This group of ideas seeks to move beyond a simple proposition of shared services and
cost minimisation and to propose ideas that will involve innovating the way that the
sector works together to create new markets and new income streams at city, rather than
institutional, scale.
There is a recognition that this will require the development of ‘investable propositions’
that access the finance described above.

4.

NEW APPROACHES TO PHILANTHROPIC GIVING AND CORPORATE 		
SOCIAL RESPONSIBILITY.
These ideas recognise that whilst there has been growth in income from these sectors
it is still not at a scale seen in other countries or to a level now being achieved in London.
As Birmingham increasingly becomes a city of corporate headquarters and begins to
adopt the characteristics of other global cities there is an opportunity to develop this
further.
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6.How can we implement
these ideas? - the next
level of considerations
and challenges.
6.1 Appendix 1 details over 40 ideas and concepts as a result of the various
discussions and consultation during the initial Cultural Investment Enquiry
period.
6.2 Each of the proposals requires further exploration. Many of the ideas have
only limited precedents elsewhere and others will require a complex mix of
political, technical and financial modelling to prove their potential efficacy.
There is also a need to address the return on effort- as some may require, for
example, legislative change that is outside the scope of the council’s local
powers.
6.3 It is also important, however, to recognise that some of the opportunities can
be implemented on a self help basis. They will require a refreshed approach
to collaboration across organisations and agencies and a determination
to create a set of capacities that may fall outside of traditional structures.
Examples may include those approaches which require a new approach to
‘risk’, the development of new joint services or a lateral approach to collective
(rather than institutional) income generation.
6.4 Several of the proposals may only be possible as part of the wider public
sector devolution agenda, are likely to require a mix of political support and/
or legislative permissions and, where linked to economic growth, may take
time to release a return.
6.5 A successful approach to cultural investment at city scale is likely to require
a mix of models and is unlikely to be delivered through a single institution
or programme. The inter relationships between programmes of work, and
the requirement to build a new collaborative model of investment, are likely
outcomes of the next stage.
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7.Which ideas will now be examined in more
detail to move them towards deliverability?
COLLABORATIVE WORKING IN THE CULTURAL AND CREATIVE SECTOR.
There is now clear evidence that the sector is recognising that its future is highly dependent on
new and innovative forms of collective action. This is not a return to the reductive narrative of
joint services and simple cost efficiencies but a commitment to developing the financial base,
creative output and community engagement it provides in radical new ways. There are already,
as examples, immediate projects relating to skills development, participation and learning, big
data and a new approach to city festivals being developed under the Culture Central remit. There
are also many examples of innovation in the city across a wide range of smaller organisations.
These organisations have created a new blend of innovation that spans creative practice,
business model development and community reach.
It is important to recognise that the development of Culture Central itself is a forward thinking
approach by the sector to addressing its own future success. Culture Central is only in the early
stages of its creation and in the next few months it will continue to develop as a co-curated
and co-created project with not only the anchor institutions of the city but importantly with
the wider creative and cultural ecosystem. Culture Central will grow and develop in line with
the Enquiry outcomes and will be developed by, and with, the wider sector beyond its existing
founder members. In this sense the Enquiry facilitates and recommends the need for the
sector to work in increasingly collaborative and dynamic ways and to be the author of its own
development, advocacy and leadership capability.

PUBLIC SECTOR INVESTMENT.
The Enquiry has helped to successfully refresh a vital conversation between the major public
sector investors- Arts Council England and Birmingham City Council. This increased confidence,
and the welcome involvement of other city and sector partners, has fostered a more secure base
for the Arts Council’s investment in the city over the next (four year) funding cycle. This is likely
to see investment in Birmingham remain in the top two cities outside of London in Arts Council
terms.
Equally there is an understanding that while the City Council’s short term financial position is
unlikely to be resolved through traditional means (annual grant programmes) in the next three to
four years there is a clear commitment to revisiting this once the new delegated powers for local
income generation kick in. It should be noted that the broader approach to investment promoted
below is a clear indication of the City Council’s determination to be at the forefront of innovative
approaches to cultural investment.

THE ROLE OF ANCHOR INSTITUTIONS: HIGHER EDUCATION (HE) SECTOR.
The Enquiry recognises that there is increasing diversity in the investment patterns of the city.
In recent years the universities have developed important and innovative ways to support the
cultural and creative ecosystem in line with their own institutional goals and with substantial
benefits to the city as a whole. These investments, and those currently in development such as
STEAMhouse, point clearly to a new city ‘system’ (or pattern of investment) that is increasingly
important. These approaches also place culture and creativity at the heart of the city’s skills
agenda, graduate retention and its approach to inward investment and the physical regeneration
of the city, amongst others.
Emerging approaches to investment from the HE sector have the potential to become an
important part of cultural invetment in the future. The City’s universities have access to
resources, a clear leadership role (jointly and severally) and are trusted institutions with a focus
on public benefit. Several have world class cultural facilities which form part of the wider offer
to the public. The HE sector in other UK cities has become both an important funder and
partner in the operation of cultural facilities and this approach might usefully be integrated into
Birmingham’s approach, together with wider use of the HE research and development capability,
in particular in the business growth, creative industries and social policy environments.
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THE ROLE OF ANCHOR INSTITUTIONS: BUSINESS SECTOR.
This first phase of the Enquiry has presented an opportunity to begin a new conversation with
the business sector through the Chamber of Commerce. This conversation acknowledged the
important role that culture and creativity play in attracting and retaining businesses and staff
in the city and that the existing models of corporate giving, sponsorship and CSR are now a
recognised part of the investment cycle.
However, the Enquiry is recommending an approach that moves beyond the current practice and
facilitates a more influential and commercially minded view to investment. This new approach
seeks to unlock not only the resources of the business community but its expertise in unlocking
and creating value in new ways. This might be termed ‘creating investable propositions’. These
would seek to establish a stronger line of responsibility and interconnectedness between the
cultural sector and the business community that is founded on an understanding of mutuality
and joint success. This new approach will require a commitment of time, expertise and mutual
exploration to create a model that works. There is a clear recommendation to pursue this by the
Enquiry.
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CREATING A NEW CITY SCALE CULTURAL INVESTMENT PROPOSITION.
The overall direction, and clear ambition, of the Cultural Investment Enquiry has been to put in
place an important journey towards a new ‘blended’ economy for culture in the city. This new
approach will bring together the specific ideas outlined in Appendix 1 and summarised in section
5, and the key elements outlined above, to create a new circle of investment in the city. The
Enquiry is calling this ‘creating a new city scale cultural investment proposition’.
It is based on the need to unlock the value in the cultural sector in new ways at city, rather than
just institutional, scale.
The Enquiry recognises that the following systemic changes are required to make that happen:
1.
2.
3.
4.

5.

6.

BCC and others to establish ways to release the physical assets (buildings etc.) to the
sector to help establish a new cycle of value creation.
The sector to work collaboratively to use this asset base to create additional value
through equity, loans and endowments that provide new forms of income and financial
sustainability.
To engage with the anchor institutions in the city, in particular the HE sector, to create
and enhance a new collaborative and progressive approach that recognises the multiple
benefits that culture and creativity offer in highly cognate and strategic ways.
To work with the professional services (business) community to create strong investment
propositions that leverage the existing business value and the (newly configured) asset
base. The Enquiry recognises that this is an international model with real potential for
implementation in Birmingham.
To understand and articulate that this approach is based on creating a proposition that
will benefit the city as a whole- to make it a better place to invest in general- and allow
the sector to make a contribution to the wider regeneration and future economy of the
city in bold new ways.
To consider and establish ways that the significant proposed investment by the Arts
Council of England (£100million over four years) can itself be a significant attractor of
other monies if considered in a city, rather than institutional, context.

current
business
value
(turnover)

new business value
(assets)- equity,
loans

more creative
and community
outcomes

A CITY SCALE CULTURAL
INVESTMENT
PROPOSITION
more
investment
in culture

Public sector
investment (ACE,
Birmingham City
Council and others)

Anchor institutions: HE and
Business sectors
investment (organisational,
cultural and city returns)
wider city returns
value (business
rates/ land
values etc etc)
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8.What are we committing to doing next?
8.1 Each of the above ideas now requires further exploration with appropriate partners.
8.2 The second stage of the Enquiry will work to the following timetable:

2016 July – August

Assemble appropriate working groups

2016 September – November

Working groups explore ideas and propose
implementation plan (or otherwise)

2016 December

Share with the sector – conference – working
groups- pop ups- city conversations

9.How do we want you to engage- a call to
action?
The Cultural Investment Enquiry is about working with the sector, not for it. Its success will be
dependent upon the level of engagement and commitment that can be galvanised and delivered
across the city.
It is also predicated on the need for change in the way that we work individually and how we
work as a sector. This will be a process that requires mutual support, confidence building and
constant review. There is an opportunity to create a highly practical and leadership ‘utility’ out of
Culture Central to make this happen as a new type of city development agency for culture.
At this stage the Enquiry is proposing to explore a significant shift in the investment pattern
of the city and it recognises that there is a lot of learning and exploring to do. There is no one
way of doing this but it is appropriate to encourage a range of discussions and events (formal
and informal) and to promote a dispersed leadership approach to this. In short- if you think a
conversation, an event or a board discussion needs to happen- then the Enquiry team would
encourage you to take the lead on it.
The Enquiry also recognises that this is a moment of significant change for the sector and that
this will require careful dialogue and relationship management. The intention must be to create
a new narrative in the city, and about the city, that promotes a contemporary, diverse and
positive view about the city’s cultural strengths in new ways. This is a collective and dispersed
responsibility.

Twitter: @bhamcultenq
Web: www.birminghamculture.org
Email: enquiry@birminghamculture.org
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Conclusion
The Enquiry is only a first step in an important and
necessary process. It has created an opportunity for
a new conversation between the major city partners
and lays out the narrative and conditions for moving
forward in a practical way. It has identified a long list
of ideas that need to be prioritised and addressed
in a collaborative and technical manner and
outlines the way that a new city system of thinking
about cultural investment needs to be addressed.
It fundamentally recommends that many of the
existing dynamics and behaviours are unlikely to
yield the sustainable and resilient future that a city
with global ambitions needs to pursue.
The next stage of the Enquiry will look in detail at
a number of the proposals and will involve a wider
network of experts and support from across the
city landscape. It recognises that the pressure for
change, and the need to move to practical solutions,
is urgent and commits to a tight timetable to achieve
this.
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In 2015, arts
organisations
funded by
Birmingham
City Council
attracted over

14 largest publicly funded cultural
organisations in city have

TURNOVER OF

£85m

per annum

66%

generated by
commercial activity

Arts organisations funded by
Birmingham City Council
employ over

1,100
FULL-TIME EMPLOYEES

4.4m
AUDIENCES

50
400
The city hosts over

& PARTICIPANTS

OVER

FESTIVALS
each year

JEWELLERY

BUSINESSES
based in the Jewellery Quarter
produce an estimated

350

CREATIVE
40%
750
1,800
520,000
and a further

FREELANCE/CONTRACT STAFF of the UK’s jewellery

BUSINESSES
in Digbeth employ

Birmingham Hippodrome attracts over

VISITORS A YEAR
making it the UK’s busiest theatre
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PEOPLE

Birmingham has more than

500,000
WORKS OF ART
in one square mile

Birmingham is the centre
of the UK’s Asian Music
industry, producing almost

90%
BHANGRA
OF

In 2015

38.1m
TOURISTS
visited Birmingham

The visitor economy contributes

£6.3bn
to the city’s economy

OVER

110,000
PEOPLE

attend inspirational performances by the CBSO each year
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MUSIC

Birmingham Museums Trust
attracted over

1.27m
VISITORS
to their nine sites in 2015-16

Appendices and
References
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10.Appendices and References: a collation of
background reports and reference documents
for further reading
NESTA, Pushing Boundaries
Source: NESTA, Pushing Boundaries
Missions Models Money: Building Creative Resilience
Source: Income Spectrum Tool
Exemplar Overview
Source: Creative Industry Finance

https://www.creativeindustryfinance.co.uk

LG finance - new consultation on business rates was announced by Greg Clark on Tuesday:
Source: https://www.gov.uk/government/consultations/self-sufficient-local-government-100-businessrates-retention
Report of the Independent Commission on Local Government Finance:
Source: http://www.localfinancecommission.org/~/media/iclgf/documents/iclgf_final_report.pdf?la=en
CEBR, Contribution of the arts and culture to the national economy
Source: http://www.artscouncil.org.uk/sites/default/files/download-file/The_contribution_of_the_arts_
and_culture_to_the_national_economy.pdf
Creative Industries Foundation, How public investment in arts contributes to growth in the creative
industries
Source: http://www.artscouncil.org.uk/sites/default/files/CIF_Arts_and_Growth.pdf
Tom Fleming Consultancy, Creative and cultural spillovers in Europe
Source: http://www.artscouncil.org.uk/sites/default/files/download-file/Cultural_creative_spillovers_in_
Europe_full_report.pdf
Arts Council England, The value of Arts and Culture to people and society: an evidence review
Source: http://www.artscouncil.org.uk/sites/default/files/download-file/Value_arts_culture_evidence_
review.pdf
DCMS, Culture White Paper
Source: https://www.gov.uk/government/uploads/system/uploads/attachment_data/file/510798/DCMS_
The_Culture_White_Paper__3_.pdf
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AD:UK, Local Authority arts investment and partnership survey 2015/16
Source: http://artsdevelopmentuk.org/wp-content/uploads/2015/09/ADuk-ACW-LAArtsSpendingSurvey
Report-3-9-15.pdf
ComRes, Stakeholder Focus public surveys, 2015
http://www.artscouncil.org.uk/sites/default/files/download-file/Arts_Council_Public_polling_report_
October_2015.pdf
Warwick Commission, Enriching Britain: culture, creativity and growth
http://www2.warwick.ac.uk/research/warwickcommission/futureculture/finalreport/warwick_
commission_final_report.pdf
Arts Council England: Our investment (factsheet, January 2016)
Source: http://www.artscouncil.org.uk/sites/default/files/download-file/Investment_15_18_factsheet.pdf
Arts Council England, How we’ve balanced our investment (briefing paper, January 2016)
Source: http://www.artscouncil.org.uk/sites/default/files/download-file/UPDATED%2030%20June-%20
Briefing%20page%20to%20go%20with%20release.pdf
Arts Council England, Response to rebalancing our cultural capital report (2013)
Source: http://www.artscouncil.org.uk/sites/default/files/download-file/Arts_Council_England_response_
to_Rebalancing_our_Cultural_Capital_Report_October_2013.pdf
Arts Council England, This England: How Arts Council England uses its investment to shape a national
cultural ecology (2014)
Source: http://www.artscouncil.org.uk/sites/default/files/download-file/This_England_report.pdf
Arts Council England, Taking Part profile report 2014/15, West Midlands
Source: http://www.artscouncil.org.uk/sites/default/files/download-file/taking_part_2014_15_West_
Midlands.pdf
Arts Council England/DCMS, Endowments in the arts (2010)
Source: http://webarchive.nationalarchives.gov.uk/20160204101926/http://www.artscouncil.org.uk/
media/uploads/doc/final_endowments_in_the_arts.pdf
BOP Consulting, Measuring the economic benefits of arts and culture (2012)
Source: http://webarchive.nationalarchives.gov.uk/20160204101926/http://www.artscouncil.org.uk/
media/uploads/pdf/Final_economic_benefits_of_arts.pdf
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Birmingham Cultural Investment Enquiry Appendix 1.
1.

New approaches to finance: public sector investment-linked models
This group of ideas looks at the ways that the public sector (including Birmingham City Council)
can bring new resources to the sector by unlocking its physical assets, by its ability to generate
income as part of its city planning and development role or to encourage new forms of local levy
or to become a provider of loan finance. Many of these ideas relate to local decision making, 		
devolved powers and the devolution agenda.

1.Capital Asset Loan - a low interest loan could enable cultural organisations to acquire capital assets
for revenue generation, with the loan repaid from income. This model is already used in some other cities
and can be considered in Birmingham on a business case basis so specific proposals are needed in order
to test it.
2.Arts Council England (ACE) Investment in Non-cultural Infrastructure - as a means to stimulating
business rate growth (e.g. through an Accelerated Development Zone). This model would require
significant investment and would require ACE to agree to invest in activities indirectly.
3.Cross Subsidy Vehicle - transfer cultural services together with revenue generating services (such as
car parking) into a new holding company to enable investment of the income with a return supporting
cultural activities, or to subsidise the operation directly.
4.Revenue/Capital Swap - this model is already used in some other cities. At present it isn’t clear what
the net gain would be.
5.Revenue/Loan Swap - a loan, rather than a grant, for activities which can produce a surplus, such as
blockbuster exhibitions. This can be considered in Birmingham on a business case basis so specific
proposals are needed in order to test it.
6.Targeted Use of NNDR Relief – this would require the Council to review its policy in order to prioritise
cultural organisations. It may not be of financial benefit following forthcoming changes to the business
rates regime but we could model how the upcoming changes could be best configured to benefit
culture and link this to business case driven investment to release future NNDR gain associated with
development.
7.Library Space – cultural organisations could become anchor tenants in community libraries at
peppercorn, allowing them to derive income from the asset (room hire, catering etc.). However, there is
already a programme of asset management and co-location being considered in communities so income
or savings may already be attributed elsewhere.
8.Enterprise Zone top-slice – it might be possible to top-slice the return from growth in the Enterprise
Zone to invest directly or via a new fund
or endowment. The Enterprise Zone is within the GBSLEP
purview and discussion is under way with them.
9.Unsecured Public Sector Borrowing – a prudential borrowing arrangement to underpin either equity
investments or loans. While this is beyond legal powers, there may be related ideas which could be legal.
10.Securitisation of Assets - raising loans on the back of Council owned assets and investing these
directly or through a fund or endowment. While this is beyond legal powers, there may be related ideas
which could be legal!
11.Rationalise Property Arrangements – there may be potential to methodically review existing
arrangements for use of BCC buildings - e.g. some are peppercorn and some are market rent, to quantify
BCC contribution more effectively and ensure beneficial conditions are applied with reference to a wider
view of the sector’s economic model.
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12.Voluntary Tourism Levy – similar to Business Improvement District process. Birmingham developed
this methodology and took it to ballot but it was not supported by the hotel sector. However, there are
other examples being worked up nationally at present so we need to keep these in view and see if the
position changes.
13.Bed Tax – the new West Midlands devolved arrangements may enable new tax raising measures.
Potentially a tourism related tax could be included in future arrangements.
14.Increase Tax Rates – the new West Midlands devolved arrangements may enable new tax raising
measures. Additional taxation raised could be hypothecated for culture.
15.Gain share – a methodology to retain centrally raised taxation locally for reinvestment. The modelling
is extremely complex and would have far-reaching ramifications for central government across a number
of sectors but is being pursued through the Combined Authority and in partnership with other places.
16.Community Infrastructure Levy - culture is included in the BCC 123 list, meaning it is possible to fund it
via CIL (but the list is very long and the possible activities to be funded are competing with each other).
In addition, the likelihood is that funds will be small because most of the areas to be developed have
been zero rated in order to encourage development. This is a competing agenda within the city and
could be discussed but as with many of the suggestions, a clear and demonstrable economic case would
be needed.
17.Rebalancing – This recognises that the national sources of funding are under review. There is increasing
understanding that redistribution outside of London (particularly of lottery funds) is likely but there is
also a recognition that redistribution will succeed best where it levers other resources and partnerships in
line with those identified in this Enquiry.
18.National Funding - a dialogue about the extent to which cultural assets in Birmingham are national
resources and could be funded for that role. This is equally true of their roles within a regional context
and it would be timely to explore this in line with this Enquiry and link it to the work of the Combined
Authority.
19.Section 106 – use the existing developer contribution mechanism to support culture. This is unlikely to
provide a significant on-going revenue stream owing to the changes to CIL provision. S106 is funding for
infrastructure improvements associated with new development. The S106 agreements are tied to specific
developments and CIL is a better mechanism for cultural funding as it has greater flexibility. It may be
possible, though, to change some s106 agreements to CIL.
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2.

New approaches to finance: alternative finance and new forms of social investment
This section recognises that there have been substantial shifts in the finance market in recent
years. These include the growth of social investment funds, crowdfunding, new approaches to
social value and procurement, the use of bonds, peer to peer lending and discussions relating
to the circular economy. These ideas should also be related to the shifts in practice in the
traditional finance market. These new approaches to finance are now centre stage for many
sectors and there is an important opportunity to explore their potential for the cultural sector

20.Social Investment Bond – a partly philanthropic bond model where returns on investment derive
either from public sector reward or from equity return and could be reinvested in an evergreen fund.
BCC has done similar work with children's services and the NESTA/Arts Council Social Impact Fund may
provide examples/opportunities.
21.Social Value Act – legislation allows for social value to be considered in public procurement processes,
and it might be possible to introduce a requirement to support culture either through this route or as an
extension to the Birmingham Business Charter for Social Responsibility.
22.Partnership with Foundations - we could explore joint investment arrangements with larger charitable
organisations or explore a more systemic approach similar to that used by Community Development
Foundations.
23.Housing Developer Contribution – to explore a contribution from new housing development to fund
cultural activities, based on a demonstrable link between thriving cultural life and housing price. This
would be similar to Community Infrastructure Levy but potentially single development based.
24.Peer to peer lending. This form of alternative finance was worth £3billion in the UK in 2015- explore
opportunity for the sector. This will create to the need to create investable propositions.
25.Social investment funds. Often referred to as ‘big society capital’ and the corollary institutions will
introduce £600 million into organisations that return a financial and social return.
26.Venture Capital. As above but in the traditional commercial sense - private equity for organisations
that have delivered, or have the potential to deliver, strong financial returns.
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3.

New approaches to collaborative working and new business models.
This group of ideas seeks to move beyond a simple proposition of shared services and cost
minimisation and to propose ideas that will involve innovating the way that the sector works
together to create new markets and new income streams at city, rather institutional, scale.
There is a recognition that this will require the development of ‘investable propositions’ that
access the finance described above.

27.Economies of Scale in Procurement – collective procurement, including potentially with the Council,
could offer better value for companies, for example, procurement of print or utilities. There might be
more potential on a wider footprint, such as West Midlands, or even nationally.
28.Cultural Value Procurement – a policy change to focus on cultural organisations as major delivery
agents for public services such as health, youth work etc. While this could increase turnover for cultural
companies, it is likely to be on a project basis and therefore not a source of additional core funding. The
increase in turnover could help to lever other funds.
29.Capital Endowment - a large scale city endowment derived from a range of sources which could
release on-going revenue stream. While endowment alone is not the answer, as returns will be low
unless we raise significant funds, endowment could be part of the answer and, in the context of a shared
endeavour, it would help with some of the arguments for raising funds from other sources. There are
several individual endowments amongst the cultural companies and we should consider whether this is
the best model.
30.Higher Education partnerships – The HE sector is an important investor and partner in the cultural
sector and the Enquiry identifies the opportunity to explore this more fully at city scale beyond the
current project approach. The sector is identified as one of the main agents of change for culture in the
city and their likely impact and opportunity will occur across many of the elements outlined here. The full
realisation of the relationship potential should be an early recommendation of the review.
31.Spare Ticket Capacity - pursue a collective approach to income generation with a focus on unsold
inventory at city, rather than institutional, scale.
32.Unrestricted Reserves – the cultural charities could look to pool unrestricted reserves and contribute
them to the endowment or invest them jointly.
33.Collective Marketing and Advocacy - at sector and city level to drive audiences and raise profile
of the value of the sector. Create a compelling cultural narrative that attracts new local, national and
international audiences.
34.Join Up Volunteering – at sector and city level. This approach recognises the importance of
volunteers to the cultural sector.
35.Join Up Trustees – at sector and city level. Opens up discussion, shares expertise and promotes a
culture of collaborative learning and leadership.
36.Pool Resources and Projects – create a rolling suite of city scale projects to target larger scale sources
of match funding (e.g. National charities/ foundations) that address systemic city challenges in health,
education, community development etc.
37.Utilise the collective power of big data to build a new asset base for the sector and create /promote
audience reach beyond current institutional approaches. Actively seek other sector comparisons and
develop a joint approach to delivery to drive market share.
38.Buddy system: Creating a new cultural ecosystem to encourage innovation. This would link larger
scale organisations with smaller organisations to accelerate a mutual innovation of practice, skills sharing
and the promotion of new forms of working. For example, Creative England have a good track record in
this area.
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39. Create new career and volunteer pathways – this recognises that new ways of working will require a
new approach to skills development and to the established career pathways. This could create a rolling
programme of support and investment in leadership at all levels from volunteer to boardroom in line with
emerging business models.
40. Full Cost Recovery – a policy change to full cost recovery pricing (i.e. market model). BCC funds
could be used to target low income or other target groups related to BCC priorities.
41. The diversity asset - There is strong recognition that many communities have created strong,
viable and important cultural assets (production and consumption) that continue to fall outside of the
traditional cultural narrative and practice.

4.

New approaches to philanthropic giving and corporate social responsibility.
These ideas recognise that whilst there has been in growth in income from these sectors it is
still not at a scale seen in other countries or to a level now being achieved in London.
As Birmingham increasingly becomes a city of corporate headquarters and begins to adopt the
characteristics of other global cities there is an opportunity to develop this further.

42.Business Match – to use public funding as an incentive for businesses to invest either individually or
through a fund/s. This model is used in other cities (internationally) and has potential to link to CSR and
endowment models, for example.
43.Individual Giving - Introduce voluntary donation through the Council’s online transactions facility. It
could be incentivised on a pound for pound match and potentially contributed to the endowment.
44.Crowdfunding – the fastest growing form of individual giving and increasingly attracting policy
discussion as a new form of democratic giving. Several major funds are now looking to co invest
with crowdfunding platforms and various cities are looking at developing, or have already launched
(Plymouth/ Bristol) local platforms.
45.Develop and Test – the top twenty money-making ideas. Establish a new relationship with our
business community that combines their commercial acumen with the sectors cultural expertise and
create a ‘dragons den’ approach to investable propositions.
46.Explore Business Value – of our unique diverse communities and new product.
Capacity development and brokerage between the sector and potential investors – dialogue between the
business sector and the investable propositions, including support for identifying potential propositions,
for working them up and pitching them. Create an initial ‘hot list’ of the top 20 investable propositions.
47. Business Clinics – CSR based approach to business analytics and support for growth initiatives.
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“All great cities
are home to great
culture”
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