
Broads Authority

27 June 2008

Agenda Item No 12
Proposed New Mosaic Project

Report by Director of Conservation and Countryside Management

	Summary:  
A proposal has been made to the Broads Authority by the Mosaic Partnership to commit to a new project designed to develop Black and Minority Ethnic Communities’ enjoyment and understanding of the area. They are inviting all national park authorities to join the project and help roll out the very successful previous project working with four pilot national parks across the whole family of parks in England and Wales. This paper outlines some of the pros and cons of the project and seeks guidance from members. 

Recommendation: That members review the project’s proposal and provide guidance on whether they feel the Authority should commit to the project for three years.


1
Introduction
1.1
The Project Manager for the current Mosaic Partnership, working with 4 National Parks, the YHA and CNP (formerly Council and now Campaign for National Parks) , has made a proposal to the Broads Authority to join their new Mosaic project for which they are about to submit bids for around £1.3 million over 3 years.  Information about their previous work and the outline for the new project are attached as appendix 1.
1.2
The Project will provide advice and support to develop community champions from Black and Minority Ethnic Communities (BME) to help people from those communities to enjoy and understand the Broads. They will also work with the Authority to develop the organisational changes necessary to ensure BME communities are part of the mix of people enjoying the area. They hope to be working with all the members of the National Park family in England and Wales as well as retaining the links with the YHA and CNP. This will enable the common experience to be shared and developed over the three years with the hope that their role becomes redundant in that time.
1.3
Simple local research suggests a very low percentage of BME people in the immediate area. Norwich City Council latest recent data suggest 3.2% of the population is non-white. North Norfolk District Council identifies that of economically active people, minority ethnic communities are about 0.8% of the district. Waveney District Council identify that BME people are under 2% of the district’s population. However in Great Yarmouth Mosaic estimate that close to 10% of the UK population are of non-white origin but they make up under 1% of visitors to the countryside. and within the wider catchment of the Broads, especially for holiday visits, the percentages would be greater.
2
Review of the situation

2.1
The Broads Authority, like all the National Parks, is seeking to increase the range of people enjoying the area. In the Authority’s current list of corporate priorities one of them is to ‘reach a wider audience with appropriate information and opportunities for enjoying the special qualities of the area’.  The recent focus for the Authority has been examining how all difficult to reach groups, but particularly disadvantaged young people, could get involved. Our experience at Whitlingham Country Park suggests specific steps have to be taken to engage with the traditionally hard to reach sectors of the community. Experience elsewhere also suggests that institutional racism acts as a barrier to offering an open experience to all and that for equality of opportunity specific steps need to be taken to address those barriers.
2.2
The Mosaic proposals suggest the earlier problems of an unsustainable approach and tokenism have been addressed and the fact the pilot National Parks from the last phase are keen to extend their involvement for another three years reinforces the message that some real changes have been achieved. 
3
Financial Implications
3.1
The Mosaic Project, looking for a commitment of £4000 per annum and minimum 30 days a year for three years, appears to be good value for money in terms of the significant funding and support it should trigger and make available to the participating Parks. (Though it should be noted that at this stage the funding sought by the Mosaic team has not been secured and until it is, the National Park contribution would not be committed.)  
3.2
However a commitment to seeking true involvement of BME communities is likely to require more resources to do it well. It is likely that current publications and websites would need to be altered; new opportunities developed locally; revision and development of operating processes etc. would be required. 
4
Conclusions

4.1
It is important that new opportunities such as this are assessed against existing commitments and future priorities. Many opportunities are likely to present themselves and many ideas already lie waiting for the resources to become available before they can be tackled. Alongside the moral question of whether addressing the inclusion of black and minority ethnic groups should be a priority when looked at as part of the range of hard to reach groups in the immediate locality, it is vital the project is judged in the context of matching existing resources to the many other demands that the Authority seeks to meet. Sometimes new opportunities bring the challenges that will make step changes and sometimes the appeal of a new challenge wrongly obscures the need to continue to focus on existing priorities. 
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Appendix 1
 SUMMARY OF PROPOSED NEW MOSAIC PROJECT 

Introduction
The Council for National Parks is developing an innovative new project to engage Black and Minority Ethnic communities with the National Parks. This new project will build on the foundations of previous success in developing links between BME communities and the National Parks, and several years of expertise in this area of work. 
Background
The new project must be understood in the context of previous Mosaic activity, which has evolved over that last 8 years. The first, the “Mosaic Project” which ran from 2001 to 2004, worked with groups from ethnic minority communities and focused on providing taster visits to the National Parks. 
Following extensive consultation, the second project, the “Mosaic Partnership,” explicitly aimed to be more ambitious, sustainable and profound.  The project has trained and developed “Community Champions” for National Parks to act as ambassadors for National Parks and has helped the service providers fulfil their responsibility to implement organisational changes so that they could encourage greater participation by BME groups in the full range of National Park activity, from making day visits to being involved in decisions about the future management of these areas.  
The Mosaic Partnership comprised four of the National Park Authorities: the Peak District, the Yorkshire Dales and the North York Moors in England and the Brecon Beacons in Wales, as well as the Youth Hostels Association and the Council for National Parks. The project started in 2005 and will end this September 2008, and has proven to be a unique, well-regarded and successful model for engaging BME communities with the countryside. 
Building on this foundation of success, the new project will take the work one step further, by developing local clusters of Community Champions and devolving more responsibility directly to the National Park Authorities, as well as rolling out the Mosaic model for engagement to new National Parks.
Summary of Project
The project will involve three distinct strands of activity. The first focuses on those National Parks that were involved in the Mosaic Partnership; the second is a roll-out of the Mosaic Partnership model to new National Park Authorities which were not involved previously; and the third is a smaller research project to test the transferability of the Mosaic model to other target audiences currently underrepresented in their use of the countryside:

1. Developing Clusters of Champions with the Peak District, Yorkshire Dales, North York Moors, and Brecon Beacons National Park Authorities. Growing from the foundations of the Mosaic Partnership and based on the lessons learned to date, we will facilitate the BME voluntary sector in taking a leadership role and building its own capacity by encouraging Community Champions to take lead responsibility for engaging with National Parks. Local Community Clusters of Champions coordinated by a Lead Champion will advise and influence NPAs, as well as support and develop local Champions.  This strand of work seeks to further empower groups of Community Champions in specific geographical areas so that they take on some of the functions previously carried out by the Mosaic Partnership staff team.  They will, however, be supported by a residual project team which will also ensure the national networking and communication which the Community Champions have found so useful, continues.

2. Rolling out the Mosaic model to new National Park Authorities, including potentially Exmoor, Dartmoor, Lake District, New Forest, the Broads and Northumberland National Park Authority. In the first two years of the project we will develop Community Champions and support Organisational Development of the NPAs, following the model of the Mosaic Partnership – with some adjustments based on lessons learned to date. In the third year of the project, we expect to be ready to move these Partners on to the cluster model described above.

3. Testing the transferability of the Mosaic model to other target audiences, such as young people or people with disabilities. The Mosaic model’s two-tiered approach of organisational change and development of Champions is recognised as unique and successful. For this reason, many NPAs have asked if it could be applied to other target groups that the NPAs are trying to reach. Rather than assume that the model is transferable, we would like to undertake a discrete 1-year research project, focusing on only one target group in one geographical area, to test the model’s transferability. 

Project Need
· Although about 10% of the UK population is of non-white British origin, barely 1% of visitors to the British countryside are of BME origin. 
· National Park Authorities are keen to change this trend and would like to learn how better to engage with BME communities; however, they have no internal expertise in this area of work and need assistance from a third party
· Those National Park Authorities that did not participate in the current Mosaic Partnership have approached us and asked to be involved; having seen the results produced to date they are very keen to take part and to learn how to engage with BME communities
· One component of Mosaic activity involves joint events between Community Champions and the local communities inside National Parks, for example, through cultural festivals or cooking activities; such events are an important contributor to community cohesion
· Current partners, who will be involved in the development of clusters, have stated that although they have come a long way with the help of Mosaic, they need our continued expertise and presence to ensure that momentum is not lost 
· Following extensive consultation, current Community Champions have also made it clear that although empowered to work directly with the NPAs, a continued Mosaic staff team presence is required to ensure new recruitment of champions, to coordinate national networks and communication between champions, and for continued day to day support
· Mosaic is currently the only national project which aims to build capacity and engage BME communities with the National Parks; without Mosaic, there would be no comparable national activity at this scale  
Budget, Timeline and Staffing
	Strand
	Timeline
	Total Cost
	Proposed Staffing

	1: Development of Clusters
	3 Years
	£650,000
	0.5 FTE Project Manager

3 Project Officers

	2: Roll Out of the Mosaic Model
	3 Years
	£650,000
	0.5 FTE Project Manager

2 Project Officers

	3: Transferability of the Mosaic Model
	1 Year
	£50,000
	1 FTE Project Officer


Contribution Expected from Partners
It is very important that participating partners, whether National Park Authorities, the Council for National Parks or the YHA, contribute staff in-kind time to the partnership. In the current partnership, staff commitment across the organisation – from members to CEOs and senior managers, to ground staff working in education, outreach or as rangers – was integral to the success of the project. This staff in-kind time ensured that the changes brought about as a result of Mosaic were embedded across the organisation, rather than just seen as a separate, discrete project. The benefits that a partner will get from involvement with Mosaic, are in direct proportion to the amount of staff time and resources committed to the project. Staff in-kind time also strengthens the funding applications, as funders will be keen to see the partners taking this project seriously and committing significant time to it. 

An annual cash contribution of £4,000 is also required from each participating NPA, for two reasons: the first is that this cash contribution will ensure that the partner is allocating resources to the project and that it is therefore represented and given adequate attention in business and strategic planning. The second and possibly more important reason is that funders, especially those who might be sceptical to giving funding to what is seen as a statutory body, are demanding that match funding comes from the partners and again this will significantly strengthen applications. 
The annual in-kind and cash resources requested from participating NPAs, over 3 years, can be summarised as follows: 
· Staff Time: About 30 NPA staff days in-kind per year, roughly broken down as follows:  

· 1-2 days CEO time (for annual Strategy Group meeting and attendance of event)

· 10 days Senior Management time (for quarterly Management Team meetings, attendance of events and organisational development activity)

· 10 days rangers/outreach/education staff time (for assistance with activities, urban and cultural events, etc.)

· 5-10 days additional miscellaneous staff time and members’ time

· Cash: £4,000 per year

THE MOSAIC PROJECT AND THE BROADS AUTHORITY

The Broads Authority can expect the following from the Mosaic Partnership: 
· Specific expertise and experience of engaging ethnic minority communities with the countryside

· Delivery of the “Mosaic Model” for engaging ethnic minority communities, which has been proven successful in England and Wales over the last 3.5 years

· Significant additional capacity for engagement with ethnic minority communities

· Recruitment, support and development of at least 20 community champions – influential leaders in ethnic minority communities – who will promote the Broads and advise on organisational change

· Support, development and advice on any organisational change of the NPA, required to meet the needs of new audiences

· Development of work shadowing, buddying and mentoring relationships between Community Champions and NPA staff

· A park-specific approach, which will take into account the Broads Authority’s particular conditions including recognition of a high number of migrant workers from Eastern Europe

· A schedule of events and training including: 

· Overnight ‘Group Leader Visits’ for Champions to the Broads

· Urban events promoting the Broads in surrounding urban areas

· Cultural events bringing ethnic minority communities into the Broads

· Training for Champions on organising visits, fundraising and any other needs identified

· Regional Feedback Fora where the park has an opportunity to get feedback and advice directly from Community Champions

· An annual event for all Champions and relevant NPA staff in England and Wales, held over three days in one of the National Parks

· Miscellaneous other activity identified by the Mosaic team, the Broads Authority and Community Champions over the course of the project

· Quarterly Management Team meetings with representatives from each participating Authority as well as annual Strategy Group meetings of the participating Authorities’ CEOs

· Development of clusters of Champions toward the end of the project, with the aim of having independently run groups of Champions ready to take forward work beyond the end of the project

· Development of communications work and coverage in mainstream and ethnic minority media

· Engagement of additional stakeholders including the local community, private sector and relevant organisations

· Regular external evaluation of the progress of the project

Staffing
Staffing dedicated from Mosaic staff specifically for the Broads Authority will be the equivalent of about 2/5 full time equivalent (FTE) Project Officer days per year plus additional time from the Project Manager, as follows: 
Total staffing for the project will consist of one Project Manager plus one Project Officer for every two participating National Parks. Each Project Officer will be responsible for both the development of Community Champions and the organisational change, for two National Parks. This differs from the current set-up, where we have one Project Officer focusing only on all organisational development and another on only the development of Champions, across different National Parks. We have learned from this project that it would be better to have the consistency of one Project Officer dealing with all matters relating to a National Park. 

Therefore one full time Project Officer will be dealing directly with the Broads Authority and one additional National Park. Accounting for admin and general tasks, this will probably entail the FTE of 2 days per week from the Project Officer focused on the Broads, plus additional time from the Project Manager in terms of attending meetings, presenting to members, dealing with any arising issues, etc. 
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