
Expanding the financial toolbox

Working together to build financial resilience (2)
Strategies for how a group of arts and cultural organisations can grow 
existing income streams and generate new sources of recurrent revenue 

This document is the second of two which provides a case story drawn from a study that 
MMM undertook for a group of arts and cultural organisations, all based in one locality,  
which came together to explore bold new ways to finance their activities.  All of them were 
looking for ways to diversify and grow their income and create a more financially resilient 
future. 

The first paper discusses the five potential ways identified as potential sources of 
increased revenue. This second paper presents the strategy proposed which would enable 
the group to begin building their capacity to develop these potential sources.

Introduction

Working with a group of arts and cultural organisations with a commitment to
collaborative work gave us the scope to think boldly and systemically about long-term
strategies that could not work not only for them, but which could be scaled to meet the
needs of other arts and cultural organisations in the region. We also wanted to develop a
model capable of transfer to other regions. 

The strategies were designed as a response to the identified needs of the group. All 
reported being undercapitalised and over-extended. They lacked the resources to invest in 
exploiting both tangible assets (buildings and other facilities) and significant intangible 
assets (product, knowledge and skills) with real potential for the generation of 
unrestricted income. Increased unrestricted income would allow all group members to 
invest in their organisations and programmes, enabling them to innovate and take more 
creative risks.

Overall, what we proposed was a long-term capitalisation strategy for the group, 
supported using funds raised from a variety of sources including the public sector, private 
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donors and fundraising efforts on the part of the organisations themselves. The strategy 
had two main elements:

• A regional campaign to boost public engagement in the work of the group and the 
arts in general – to increase ticket sales, promote participation and, in the longer 
term, help build the donor base for small gifts;

• The establishment of a regional fund for the arts, providing financing to enable arts 
and cultural organisations to become more financially resilient by developing new 
income generating products and services.

A regional campaign to boost public engagement
A major campaign to significantly increase public participation in the work of the group 
and arts and culture across the region could result in a number of positive outcomes, 
creating the environment for collective fundraising, building the potential for donations at 
the lower and middle strata of the “gift pyramid” and providing a platform for 
organisations exploring new markets and new ways to raise revenue. 

The group considered as a model the example of Engage 2020, a significant research and 
marketing initiative launched by the city of Philadelphia in the USA.  Established with a 
lead grant by the Pew Charitable Trusts, with additional support by the Wallace 
Foundation and the Philadelphia Foundation, the programme’s goal is to double cultural 
participation in the greater Philadelphia area by 2020. Engage 2020:

• Carries out research into emerging trends in cultural participation and 
establishes a Cultural Engagement Index (CEI) to provide a regional 
measurement of cultural activity.

• Provides seed capital and marketing support to cultural organisations for 
innovative planning and product development. 

• Hosts collaborative learning and information sharing events for Philadelphia 
culture organisations including a special series of development sessions for 
leaders.

• Expands the popular PhillyFunGuide.com events calendar & FunSavers 
ticketing program to include user generated content, consumer feedback, and 
social networking tools. 

The idea of raising public engagement as a means of stimulating development in the 
sector isn’t new in the UK and there’s an opportunity to tap into existing initiatives. 
Increasing public engagement in the arts is already a national priority for England, as 
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outlined in the latest Arts Council England (ACE) 10 Year Strategic Framework. Each of 
ACE’s regional offices is also developing its own strategies for increasing public 
engagement, working in tandem with local organisations. In addition, many local 
authorities have selected Levels of Engagement in the Arts (NI11) as one of their targets in 
Local Area Agreements. ACE supports these authorities to achieve their targets. 

Establishing a regional fund for the arts
A regional arts fund could be set up to support the development of arts and cultural 
organisations in the area. The fund would deploy grants, loans and quasi equity. It would 
provide a tailored package of support to each organisation it supported geared at enabling 
the organisation to consolidate and move forward. 

Grants would be used be help organisations to: 
• Accumulate reserves to provide working capital;
• Support the development of collaborative work on fundraising, cost sharing or 

research for income generating collaborative ventures. 

The fund would also provide loans or revenue sharing (quasi-equity) arrangements to 
finance new income-generating initiatives such as:

• Capital projects, such as building or developing property;
• Commercialising existing work, for example through digitisation;
• Developing and marketing products and services individually or in collaboration.

 
For an idea of how this ambitious plan could work in practice, the group looked at one of 
the Not-for-Profit Finance Fund’s (NFF’s) recent national initiatives.  The NFF does what 
its name suggests, it provides financial advice, training and support to not for profit 
organisations across the USA. With a multi million dollar grant from the Doris Duke 
Charitable Foundation it has set up ‘Leading for the Future,’ to enable a small number of 
arts and cultural organisations to respond to challenges in their environment. 

The five-year pilot scheme will provide focused diagnostic analysis, customised technical 
assistance and “transformational” capital  — grants big enough to implement bold 
strategic change —to a select group of artistically outstanding organisations in the fields of  
contemporary dance, jazz, theatre and/or presenting. The goal is to help these 
organisations to implement operating innovations that will increase artistic achievement, 
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bolster organisational capacity, ease financial risk and provide models for other 
organisations in the performing arts.

The programme doesn’t assume that one capitalisation or operating solution is right for 
every organisation. Nor does it believe that financing alone assures success. Participants 
are expected to connect artistic strategies to financial and management approaches and 
make use of initiative resources to help implement their plans. For example, participants 
may invest to restructure their business model, raise capital for a growth plan, downsize, 
undertake a merger, or create new ways to finance artistic risk. Funds, however, may not 
be used for direct investments in building construction or renovation, general operating, 
or to create or amplify endowment funds.

Providing access to expertise
The need for specialist expertise (financial, technical, business or legal expertise) to 
support arts and cultural organisations in developing and implementing new strategies 
for raising revenue was a recurring theme in the group’s discussions. The proposed 
regional arts fund would address this need by giving organisations access to the necessary 
expertise in two ways.

First, specialist consultants, paid for by the fund, would assess the financial needs of arts 
and cultural organisations being considered for support and work with each organisation 
to help it identify both its capital needs and its income generating potential. The 
consultant would then propose to the fund how the organisation might best be helped 
through the fund and through the brokerage of relationships with other funders/financing 
organisations. 

Secondly, if an organisation received support from the fund, they would receive 
appropriate advice and mentoring on an ongoing basis to help them see the project 
through.

One of our aspirations is that the fund would act as a resource and broker for high-quality 
expertise. As part of its mission, it would gather a pool of talented individuals and 
companies with the skills to provide consultancy and technical assistance in a range of 
areas to arts and cultural organisations. Experts could be drawn from all sectors — not for 
profit, public and private — to bring fresh approaches. Arts practitioners could share their 
expertise across sector boundaries for example, on digitization.  Highly skilled and 
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knowledgeable professionals offering mentoring services could be matched with 
organisations needing their help. Going further, the fund could train and develop 
specialists and collect data to inform the development of a robust methodology for 
diagnosing the financial and related capacity building needs of arts and cultural  
organisations, ensuring appropriate support was available to meet them.

Resourcing the fund
We estimated that £22 million would be needed to establish the new regional arts fund 
and proposed that this be raised over a period of five years. However, we suggested that 
the work be kicked off with a pilot financing programme and proposed that fundraising 
should initially focus on raising £5 million for this purpose. 

The group’s preference was for this fund to be spent out rather than taking the form of an 
endowment. If initial work showed it was possible to raise more significant sums than the 
£22 million target it was agreed than an endowment should be established.

We proposed that investment in the pilot, including the resources needed to cover 
administration costs, was initially raised from the main public sector arts and culture  
funders in the region. Subsequent fundraising would place a greater emphasis on 
foundations, corporations and target groups of individuals developed via the regional 
campaign to boost public engagement. 

Our view was that the fund’s remit could be attractive to previously largely untapped 
groups of donors including successful regional entrepreneurs and the owners of small and 
medium sized companies, particularly those concerned with the knowledge economy in 
the region. Over time, the fundraising might build on the success of the public 
engagement strategy to build a much broad base of donors giving small amounts of 
money. 

Consideration was also given to developing new innovative forms of financing the fund 
over the longer term for example, hypothecated local taxation (currently used extensively 
in the US to support the arts and culture and a possible option for the future here); local 
authority bonds (again commonly used in the US to raise investment for the arts or other 
causes) and/or the development of an arts bond by a commercial bank or building society 
(the Newcastle Building Society has already collaborated with Shelter on a bond).
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Conclusion
Working with a regional group of arts and cultural organisations encouraged us to think 
more systemically, and more ambitiously, about broad-scale strategies for meeting the 
support needs of organisations working toward new ways of generating income.  Case 
histories from other parts of the world give evidence that such large-scale initiatives can 
work and improve the future of arts and cultural organisations regionally and nationally.  
Engaging the group was a valuable way of getting a practical sense of what would work in  
this and other regions and what might be scalable across the UK. 

www.missionmodelsmoney.org.uk
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