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EXECUTIVE SUMMARY

In December 2016 Deveron Projects1 celebrated its 21st anniversary, a significant time for looking
back and thinking forward. We have spent the last year reviewing, researching and planning for
change. This business plan comes at a good time, reflecting on the reviewing process.

Our unique identity is rooted in Huntly, where, for us, the town is the venue. With no physical venue,
this small rural town is the stage, playground and meeting place for our work; its identity, people,
politics and history is the starting point for artists who come to work and live here.

Our maxim of think global, act local has created a socially engaged arts organisation that has never
lost sight of the town, while embracing internationalism. Our programme takes risks, is audacious
and responsive to socio-political change and is constantly refreshing and challenging to artists and
communities. We do not provide art to an audience but use the creative force of artists working with
our community to regenerate our culture, change how we act and take ownership of our future. We
have a diverse and active range of partners - locally, regionally and internationally. As a confident,
distinctive and respected force within the arts in Scotland, we have much to celebrate. 

Looking back - Over the period of our last Business Plan we met our objectives and picked up
additional awards and achievements. Highlights are provided below, in brief, we have met our key
objectives:

We expanded our geographic reach across a wider terrain in the North East, and with projects
beyond; Edinburgh Art Festival, exploration of the Hielan’ Ways, Ben Macfadyen’s cycle relay to
Paris Climate Summit and Anthony Schrag’s pilgrimage to the Venice Biennale.

We expanded conceptually, beyond the town to the landscape, through the Walking Institute
related work and projects such as the White Wood, which was awarded a commendation from
the Saltire Society Art in Public Places Awards.

Our commitment to critical discourse and evaluation expanded, continuing our programme of
Shadow Curators, who act as embedded critics, scrutinising, and bringing constructive
alternatives to our work practice. We also organised various seminars, conferences and
symposia, such as: Living the Land (artists in the rural); Cultural Health Day; White Wood Forum
(Art and Sustainability); Art + Youth with engage Scotland.

W e shared our experience with others, passing on good practice, engaging in national and
international debate; from the local Rotary Club to the Public Engagement conference at
CCA/Glasgow, an international group of curators at Edinburgh Festival, and British Council
Momentum invitation in Trinidad (Mary Bourne, Chairperson).

Developing and working with new groups has led to self-sustaining groups such as:
LEAP(Parent and Child group); Rhynie Woman collective; Omar Afif’s new business. We helped
to integrate new residents, such as the Syrian refugees who cooked supper for the 150 guests
at our birthday celebration amongst other events. 

We have made several strides in developing our organisational skills and procedures; restructuring
our staff to include: a new Art & Community Worker, Project Manager, Director, rolling programme
of interns, Shadow Curators and volunteers. Training and external reports led to new processes
and strategies in: media/marketing; digital; environment and carbon reduction targets; EDI targets. 

During the last twelve months we undertook a significant review with the community, partners and
external planning expertise. Our Vision, Aims and Objectives have been rewritten and we have
worked hard to summarise our work in an easily accessible format and language. A new brochure,
accessible to a wide range of stakeholders and interest groups, has been produced.

1 Deveron Projects was Deveron Arts. The new name, adopted December 2016, reflects the breadth of projects and 
partners we work with, while retaining our core commitment to working with artists to deliver creative projects.
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In looking forward - Recent years have dramatically demonstrated how swiftly our context
changes locally, regionally and globally. Our community has identified new priorities that are
reflected in the three themes: Regeneration Huntly, Food Culture and Sustainable Connections.
Our model of identifying innovative artists, partners and curators on a rolling basis enables us to
respond quickly with a number of interventions, and shows that it is essential for us to remain
flexible to local and worldwide changes. 

While retaining flexibility, evolving and growing, our next programme will primarily address the key
priorities identified by our community and key partners. Some of which, our experience shows, will
take longer-term investment than our previous pattern of rolling 3 month residencies. Our three key
programme themes are detailed below. They are summarised here:

 Regeneration Huntly addresses quality of life in our town, including the look, economy, and 
daily function of the place.

 Food Culture looks to investigate relationships to food and the manifestation of this in Huntly, 
utilising cooking and sharing as a method for building relationships and awareness.

 Sustainable Connections encompasses our changing context. Freedom of movement, 
unemployment, deprivation and economical and social disarray are global issues. We address 
these on a local level, but also link with other places bringing together people from arts, 
anthropology, ecology, politics, peacemaking and of course from the locality.

These projects have strong evidence of demand - demonstrated through our community
consultation (Appendix 9b) - and are tied to regional development priorities and partnerships; as
such they contribute to our sustainability as an organisation. They also focus on sustainability, both
as subject and in outcomes for our community.

We believe our sustainability is dependent on the highest artistic quality. Our aspirational
programme includes social engagement front-runners, such as US artist Suzanne Lacy, new
models of arts/architecture collectives and artists from the Middle East working with locally based
refugees.

Over the last year research, restructuring and strengthening of our processes has enhanced our
ability to deliver our long-term plans with a focus on sustainability. We are an ambitious yet resilient
organisation with the capacity to adapt and change. Our stakeholders, funders - and primarily our
communities and the artists we work with - can move forward with us with confidence.

This Business Plan was written in winter 2017. To encompass the recently developed new strategic
changes as well as Deveron Projects’ interest in sustainable and long-term thinking, the plan is set
out over five years, starting from April 2017 and ending in March 2022. Specific attention is given to
the 2018-2021 period, which covers the funding period by Creative Scotland. This allows us to
update the preceding Business Plan (2015-2018) with the changes starting in April 2017. It also
allows us to plan in a sustainable manner towards the implementation of Huntly’s town strategy in
collaboration with Huntly Town Team and Aberdeenshire Council in 2022. 
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DEVERON PROJECTS

Reflection on the past 21 years

On our 21st birthday in December 2016 we celebrated over 100 projects by 85 artists since 1995.
Following a year-long Shadow Curator involvement with international curator Tessa Jackson, OBE,
(reflection on the 21 years of operation) and artist Jacques Coetzer, (developing a new articulation
of our vision), we have been able to take stock, scrutinize our way of working and develop a way
forward.

This reflection has also entailed:
 overhauling our archive (digital and physical) which provides a rich research resource to us and

others; in digital media, video, reports and publications
 a new Skype-based film of interviews with 72 former artists 
 a study on our impact by sociologist Frances Rowe (University of Newcastle)
 a wide community consultation involving ca 500 participants in preparation for the next phase;

this extensive research took place at Farmers’ Markets, at dedicated events, and local gathering
places - bookshop, cafés, school and shops - as well as a wider Survey Monkey study
(Appendix 9).

 two staff planning days and a board planning weekend

Key considerations were:
1. The name Deveron Arts is no longer reflecting the organisation’s breadth of work.
2. Through its twenty-one years of existence in Huntly, Deveron Projects has carved itself a 

reliable place in the ecology of the town. Unlike many other facilities (many shops have closed, 
bank and post office reduced services, etc.) we have been growing steadily. Not only have we 
put the town on the map of artistic innovation in Scotland, but slowly, over the years, we have 
become a key player in the town and it is now difficult for local people to imagine the place 
without Deveron Projects. In the future, we should focus on longer-term programmes with 
measurable impact. 

3. Deveron Projects has positioned itself as a key organisation with a unique model for socially 
engaged sustainable practice in the rural context of Scotland and also internationally. We 
should highlight this through critical discourse and make it more visible in future.

4. We want to be push art beyond simply reflecting on the world and social issues. We want to 
engender social change with long-term effect. Therefore, there is a need to stay flexible with the
programming to allow for changes locally, in Scotland and internationally. 

5. Unlike many other artist residency programmes, Deveron Projects is project based and often 
has a commissioning element; this should be more recognised/acknowledged. The strict four 
three month residencies per year programme is outdated and requires a more flexible 
approach, both due to the changing artist needs, as well as the need for better researched and 
more sustainable projects. 

6. We should look closely at the payment of artists to stay ahead of the field in Scotland.
7. We need to identify alternative ways of measuring the long-term impact of Deveron Projects’ 

work.
8. Attaching Shadow Curators to each project is too resource consuming.

To address these aspects we will:
1. Change the name from Deveron Arts to Deveron Projects to better reflect the breadth of 

projects and programmes the organisation is doing in relation to fields like economics, 
environment, human rights, etc.

2. Embark on a series of longer term themes (see below: Regeneration Huntly, Food Culture, 
Sustainable Connections) to enable social change with measurable impact. Artists will focus on 
one of the three themes, maintaining home at the centre of all we do here at Deveron Projects. 
The themes will be continually explored through our year-round programme by the organisation,
partners and Huntly/AB54 communities - always linking to the wider world.

3. To remain at the forefront of the socially engaged/participatory arts field, we need to maintain 
visibility and offer models for others; we will develop our networks through discursive events 
and critical discussion. Evaluation, representation and long-term impact will be a focus. 
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4. A shift to varied timescales: moving from our usual three month residencies to a more flexible 
plan of shorter research residencies, with longer, or phased, commissioned residencies, to 
enable a different more sustainable approach and impact; working with new partners such as 
shop owners, council planners, property developers, farmers, entrepreneurs and others.

5. Allow for flexibility within the programme to react to, and always embrace, local, national and 
international changes and circumstances.

6. We will bring the artists’ fee to SAU standards in addition to accommodation and other benefits.
7. Bring an anthropologist to Deveron Projects on a three-four year basis, to measure the long-

term impact of our work through the methodology of participant observation.
8. In future, we will have one Shadow Curator working with us per annum.

This new way of working was put forward to our community, our stakeholders, partners and friends
at our 21st birthday celebration, 21 Years of The Town is the Venue, on the 3rd of December 2017.
A new brochure visualising our way of working was presented for people to comment on. A final
version has been produced alongside this Business Plan.

Our Artists since 1995:
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Overview: Vision and Programme

Deveron Projects is based in the small rural Aberdeenshire market town of Huntly. We connect
artists, communities and places through creative research and engagement.

The town is the venue describes the framework in which we work and contribute to the social
wellbeing of our town. We do not have a gallery or arts centre; the town is the playground, stage and
meeting place for our activities. Huntly’s small town context, 18th century streets and surrounding
Aberdeenshire countryside offer an abundance of possibilities to work with.

Live where we work and work where we live. Being part of local life helps create a better
understanding of our culture, its strengths, its problems and how issues can be addressed. Since
1995 we have engaged with local communities and their clubs, choirs, shops, schools, churches,
bars and discos. Our staff and volunteers are on many committees of these groups and activities.
The ideas for projects come from their discussion and our understanding of what the key and
current issues are within the community, countering the tendency of projects parachuting into a
place or community to pursue personal interests or art trends. We work with a wide range of people,
and other experts, to develop and deliver them before production.

We inhabit, explore, map and activate the place through artist-driven projects. The artists are ‘in
residence’; they live and work here during their projects and so being an artist becomes like any
other job in town.

We act local, but always in an international context. Through a diverse range of artists we take a
world view that whatever happens on a small scale is at all times connected to a larger local/global
reality. Our artistic productions cover many different subject areas and play out in many ways: public
gatherings, forums, gardening workshops, music events, slow marathons, ceilidhs, PRAKTIKA
sessions, long distance internet conferences and Friday Lunch.

We use the term ARTocracy to describe our method. We believe artists are cultural activists and
can animate people and their communities and add energy to our society. The same creative
processes used in making arts can be employed to untangle and overcome real-life challenges.
ARTocracy suggests that all people have art-power, reaching far beyond the walls of a gallery.

Over our 21 years we have developed a highly informed understanding of our context and of
philosophies, principles and tools that work in our place; these approaches are described later in
more detail, but central to our approach are the following three key principles:

 Patrick Geddes’ community planning model Place / Work / Folk inspires how we look at our
home and informs our project themes—this is developed in our Artistic Plan (see Appendix 1
and outline below). Our commitment to his local-global mantra ensures our work is never
parochial, but always relevant.

 50/50: a balanced work practice where complimentary or even opposing energies create a
dynamic equilibrium: Artists/Community, Ideals/Reality, Local/Global, Conflict/Friendship,
Home/Away, Tension/Solution, etc. Our governing board is comprised of 50% local and 50%
external members bringing a range of skills, experiences and viewpoints. The artists
commissioned are balanced between Scottish and international; so are our collaborating
partners.

 Small is Beautiful: Economics as if people mattered, a new creative focus on a re-reading of
our local economies and how they can be reshaped for the well-being of our communities;
prioritising regeneration and sustainable development.2 

2 see E.F. Schumacher’s Small is Beautiful,1973, for inspiration
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Key tools and processes 

Throughout our 21 years we have developed and refined a range of tools and processes:

Shadow Curators are critical friends like the Shadow Minister in parliament. Shadow Curator
Interns are graduates who work with us on specific projects, gaining professional and critiquing
experience while supporting our capacity.

Walking and food are two of the ways we bring people and places together, generating
conversation, friendship and the exchange of ideas, giving time to think through problems. 

Hospitality is important to us, the reception of new artists and the way into new communities. Our
Friday Lunch is a weekly highlight - engaging a mix of staff, experts and locals in discussion on a
topic advertised ahead.

The festive and environmental calendar of the seasons gives us a year-round framework for events 
and other activities.

Documentation is an essential tool for us and others in capturing and learning from such a range of
projects. We have an archive of all of our projects in digital and hard copy, which includes press,
reports, image, audio and time based media. Complemented by a library of publications on social
engagement, walking, art and community projects, this is a rich resource for us and visiting
researchers.

Our Town Collection enriches this. With currently 75 permanent works by past artists in residence
displayed across 57 venues - including shops, schools and the train station - it is a permanent
legacy of past projects that enhance our town; illustrate our work and provide an important
educational tool.

More recently along with the Scottish Sculpture Workshop, we have been developing Common
Rural Practice, an advocacy group for small to medium arts organisations working in rural
Scotland. This aims to promote the value they bring to the sector and to the places they work, as
well as providing a platform for sharing knowledge and learning, and encourage dialogue on a
national and international level, between rural and urban spaces.

Selected programme highlights  2015-17

The Walking Institute was launched as a focus for making wider connections; expanding into
our wider landscape through exploring and revitalising physical pathways and connections
outside our town, and encouraging a healthy lifestyle. It used communal walking as a medium for
social integration and conceptual debate. Later integrated into our core work, walking continues
to be an important tool and focus.

Anthony Schrag’s Lure of the Lost: A Contemporary Pilgrimage, was a walk of over 2,500km from
Huntly to the Venice Biennale, the global focus of contemporary art. This enormous personal
achievement developed international connections and Deveron Projects’ international profile and
connections, as well as generating debate about what constitutes art with many hosts along the
route.

The culmination of the two year Cultural Health Worker programme (Catrin Jeans)
demonstrated our belief that a healthy community depends on not just physical health, but also
the interconnected benefits from participation in cultural activity. Working directly with artists and
across generations, often with vulnerable groups and individuals, the programme identified and
creatively addressed local issues, and explored similar examples globally, building local identity
and activity in a sustainable way, e.g. the parents group involved in the Perambulator project
became self-managing.
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We brought a range of artists from various disciplines together, to research land use and
ownership in the advent of the Scottish Land Reform Act. This included visual artist Tim Knowles,
musician Aidan O’Rourke and locally based cooking/craft collective Rhynie Woman.

In partnership with Forestry Commission Scotland, the White Wood is a complex project centred
on an environmental artwork by Caroline Wendling. Timed with the anniversary celebrations of
the World War I, this work recognised the peace movement including local conscientious
objectors. As a permanent and evolving outcome the wood is a monument to peace, which has
been adopted by the community as a place for contemplation, events and further projects,
including ecological, environmental and peace building projects. Opened in May 2016 by Alex
Salmond, MP, and representatives of our wide ranging communities, with an international
conference on art and sustainability.

Partners, Stakeholders and Funders

Deveron Projects works directly in partnership with a range of supporters.  

Core to our work with local partners is the town regeneration team, Huntly Town Team, which
includes the Huntly and District Development Trust, Networks of Wellbeing (formerly Huntly Mental
Health) and Community Council, as well as many organisations based in and around the town:
school and school board, Rhynie Woman, local Scouts, community kitchen, to name just a few.
Volunteers are essential to our work. A local family provides accommodation for some of our interns
and artists through the gift of a house; local people in the area also provide hospitality.

Regional support recognises our value in and beyond our town. Our premises are provided by
Aberdeenshire Council, who also support projects and overheads. They are considering how to
support us through a major Leader programme on regeneration. The Forestry Commission Scotland
has become an important long-term partner for the White Wood project. Over the past two years we
have developed youth partnerships through the Youth Art Collective North East (YACNE).

National and international support is essential; recognising the quality and leadership of our work
nationally/internationally: regularly funded by Creative Scotland, repeated funding from Heritage
Lottery, trusts and foundations and collaboration with various academic institutions. Internationally
we have represented at British Council platforms (Momentum Edinburgh and Trinidad) and have
struck ongoing working relationships with Art Africa Magazine/Art South Africa.

MISSION, STRATEGIC AIMS AND OBJECTIVES

Our core mission and aims are informed by the key principles which inform our programme, and
supported by the tools and processes we have developed.

Mission

Deveron Projects connects artists, communities and places through creative research and
engagement. 

Our three Aims and their Objectives:

1. Link artists and communities 
 Deliver a programme of national and international artist residencies focusing upon social 

engagement; collaboratively exploring issues within society
 Maintain a 50/50 approach that balances local/global, artist/community, hospitality/criticality
 Continue to develop an intergenerational approach 
 Respond to changing demographics by building relationships between incoming people 

and local residents
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 Develop further hospitality-related activities such as cooking, gardening and walking as 
tools for practical as well as intellectual engagement 

 Explore and develop digital communication links with artists and communities who are hard
to bring to Huntly

 Provide a range of professional development opportunities, where experimentation, critical 
engagement and social exchange are central 

2. Research and develop creative critical experiences, outputs and outcomes that are
situated within daily life

 Identify topics of local concern and interest by listening and engaging with communities on 
an ongoing basis through participant observation tools

 Create dialogues that relate to sustainability from a local perspective: the environment, 
socio-economics, identity, health

 Develop partnerships in participation and debate with arts organisations, universities, 
funders, the third sector, public and other bodies; focusing upon socio-political subjects 
and issues that are relevant locally and internationally 

 Create a positive working environment for staff, artists and board that fosters a constructive
and sustainable lifestyle

 Further develop the Town Collection and archive 
 Produce high quality print and digital materials and documentation

3. Explore environmental, economic and social connections under the town is the venue
principle

 Create an artistic and experiential legacy for Huntly to take ownership of
 Explore what home means socially, environmentally, politically, economically
 Connect Huntly through a local-global/home-away exploration, providing an internationally 

linked context and programme to participate in
 Contribute to the regeneration of the town 
 Become a model of good practice in terms of regeneration of rural towns
 Build on the physical, environmental and social heritage of the town through imaginative 

and effective interpretation

OUR CHANGING CONTEXT

Socio-Economic Changes in our Area

We have seen increasingly dramatic shifts and tremors in the world stage and local changes over
the period of our last business plan. Significant impacts here include:

 Declining employment: in agriculture and significant cuts in the oil industry—for which we are in
the commuter belt. Decline in retail sector.

 Changing demographics: from loss of employment to the wealthier AB employees of the oil
industry to increasing numbers of migrants and refugees. Also the threat from Brexit proposals
to European workers settled in our area, and increased VISA issues to enable international
artists to work with us. Individuals have come to work on our programme and settled over the
time of Deveron Projects, resulted in new residents, partnerships, businesses and even babies.

 Declining town centre: due to arrival of supermarkets and increased Internet shopping—
increase in empty shops, loss of sale of local produce and products, limited social spaces and
food outlets (while Aberdeen has grown its café culture).

 Increasing social isolation for young, old, and unemployed. Ageing population.

These changes have informed our priorities for the coming years, which are expressed in our
themes: Regeneration Huntly, Food Culture and Sustainable Connections, as well as home.
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Cultural Context of our Area

We are one of the few cultural organisations working in a large region between the cities of
Inverness and Aberdeen (100 miles apart). Scottish Sculpture Workshop is our nearest creative
neighbour, a residential centre for artists focusing on sculptural practice (12 miles). Woodend Barn
is a performing arts venue (41 miles). Duff House, an outpost of the National Galleries of Scotland,
provides temporary exhibitions (21 miles). Further afield are institutions like the residential
Hospitalfield, Timespan with a focus on art and heritage, The Stove Network in Dumfries, and Cove
Park residency programme. Deveron Projects is unique within this ecology of art development in
rural Scotland through its focus on socially engaged art as a model for community development.

Jacques Coetzer, 21 Years of the Town is the Venue, December 2016
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Socially Engaged Art Practice

Deveron Projects is positioned within a wider debate around arts and social engagement. Often
experimented with in urban areas, motivated by reaching deprived audiences, social engagement
has been a developing practice across the world. Deveron Projects has a significant reputation in
the development and delivery of inclusive, creative and high quality work in a rural area. We have
done this through considered and shared philosophical debate and in the development of practice. 

Deveron Projects draws inspiration from Sir Patrick Geddes, the Aberdeenshire born ‘father of
town planning’ who viewed society as a bio-diverse interconnected system. By adopting his
polymathic approach we respond to the many needs of all ages, subcultures and demographics in
our community. Our plans are informed by his model in which he describes the interconnected
aspects as Place / Work / Folk. We have developed this further, meaning: Place (nature/culture),
Work (work/play) and Folk (friendship/conflict) - a check and balance to develop and evaluate our
projects. Geddes’ home/away, local/global approach links us internationally with the wider world. 

International Context

Deveron Projects is committed to global exchange and dialogue, providing a home for international
contemporary arts. It is a forum for current developments and discourse that develops artistic
productions with artists from both Scotland and around the world. Visual arts, music, literature,
performing arts and digital media are all linked through our interdisciplinary programme that brings
together artistic, social and poetic relationships throughout and beyond the town of Huntly.

International working for Deveron Projects does not merely mean the exchange of artists, but
creates strong partnerships between artists and communities. Whatever happens on a small scale is
always connected to a larger reality. Working in our hometown with artists from around the world
connects our local communities with the international sphere.

In the past we have focused on African culture. In future we want to link more with artists and
organisations from the Middle East, coming from a belief that cultural dialogue will help existing
conflict and misunderstanding. We are also developing new methods to work with artists who are
unable to visit due to barriers on their freedom of movement. Digital means are vital to this
international work. 

Many artists from across the globe have been welcomed by our communities, giving them valuable
learning experiences and connections with Scottish/local artists. In turn, the international artists and
Shadow Curators that have lived and worked here often become ambassadors for our work and
culture. We see this as an opportunity for Scotland to promote itself as spearheading socially
engaged arts in an increasingly complex world, reflecting societal and global processes from an
international perspective. European connections need to be fostered post Brexit, talks for an
exchange programme with Leader have started; in 2017 we welcomed ERASMUS scheme interns,
a programme we want to continue (Brexit negotiations dependent).

As the organisation’s confidence, ambitions and positioning within the Scottish, wider UK, and
international art scene have grown, the methodology used here has begun to disseminate to other
arts organisations. With this international strategy in mind we want to assist in Scotland’s ambition to
‘export’ cultural innovation – in particular in relation to socially engaged/participatory art.

Anthony Schrag, Lure of the Lost, 2015
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SWOT analysis

STRENGTH WEAKNESSES

Artistic Quality

- Unique curatorial model of the town is the 
venue with reputation for high quality
- 21 years experience to build on
- Recent overhaul of archive through Shadow
Curator programme – allowed to take stock 
and write new strategy
- Experienced and skilled workforce and 
range of Board members
- Good working/living accommodation for 
artists 
- Paid internships
- Provision of interesting, paid opportunities 
attracts high quality artists
- Well-equipped and adequate office spaces
- Staffing model which constantly refreshes 
and challenges the organisation through a 
rolling programme of interns and Shadow 
Curators
- Artists and staff living and working in the 
town

Community

- Huntly's compact size, facilities, 
demography and location on strategic road 
and rail links 
- Strong community support
- Focus on interest groups cutting across 
socio-economic divides
- Strong commitment to local environment
- Expertise in making contacts with 
community members cherished by the artists
- Support from local/regional media
- Good working relationship with local 
schools

Networking

- Good local links based on over 20 years 
experience
- Good links with Scottish art network and 
Academia
- Good international links
- Good national media coverage

Finances/Funding

- Core funding and professional support from 
Creative Scotland and Aberdeenshire Council
- Strong track record in attracting project 
funds
- Low overhead costs, as no building costs 
covered by Aberdeenshire Council

Equalities and Diversity

- EDI plan in place and already operational 

Marketing

- Attractive new brochure based on new 

Artistic Quality

- Rigid structure of 3 month residencies - 
will be replaced with a more varied and 
bespoke pattern – need to be tested.

Marketing

- New name may lead to initial confusion
- Various curatorial models (50/50; town is
the venue; Walking Institute; hospitality) 
confusing for audiences/stakeholders

Finances/Funding

- Funding from Aberdeenshire Council 
always precarious
- Constant need for fundraising for 
matching funding more difficult to reach; 
taxing for small staff 
- Reliance on project funding (match) 
could result in it dictating the shape of the 
programme

Location

- Rural location expensive to travel to
- Distance from centre location makes it 
difficult to recruit new skilled staff and 
board members if needed
- Location makes diverse board 
membership expensive and hard to recruit

Staffing/Expertise

- Staff working at full capacity 
- No dedicated expertise/capacity in 
marketing

Evaluation

- Difficult to measure long-term impact
- Anthropologist introduction to evaluation 
not a quick-win of data
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strategy in place; design also gives base for 
new digital marketing
- Statistics provide good baseline to work 
from

OPPORTUNITIES THREATS
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Finances/Funding

- Potential for support on a multi-year basis 
through new directions, e.g. focus on 
regeneration, food, etc.
- Creative Scotland RFO funding to 3/2018
- Big Lottery for Art & Community Worker in 
place until 2022
- Fundraising strategy in place
- Place Partnership to come

Network

- Director has a good international network 
- Good working relationship with funders, 
local and regional organisations; long-term 
engagement with Forestry Commission

Staffing

- Good team structure; succession plan in 
place
- Well trained Project Manager could take 
over 
- Art & Community Worker, a successful new 
approach to community participation
- Artistic, community and environmental 
values in daily team life

Positioning

- Unique - no comparable organisations in 
Scotland or even the UK and internationally
- Current international interest in socially 
engaged art; renewed interest in public art
- town is the venue fit with Aberdeenshire 
Arts, Economic Development and Town 
Planning Strategies
- New socio-economic priorities fit with these 
and Leader funding remits
- According to Aberdeenshire Audience Atlas,
around 3000 people around Huntly area may 
be interested in attending culturally led events
- Huntly’s position on main transport routes

Community

- Potential to contribute to the wider 
economic development of the Huntly area by 
changing external perceptions of the town
- Huntly Regeneration programme provides 
good opportunities for partnership working

International collaboration

- Clear vision of the value of local/global links
- ERASMUS bring new experiences from 
other countries
- Leader Aberdeenshrie interested in 
international exchange programme

Equalities and Diversity

- Opportunity to roll out to a wide range of 
young/old; local/global relationships

Evaluation

- Engagement of Anthropologist to address 

Finances/Funding

- Need to continue to secure funding for 
both local and further afield programming 
- Need to make more effort to attract sales
and other own income

Location / Community

- Huntly residents have a relatively low 
income and are therefore potentially less 
inclined to pay for events/workshops etc.
- Locally based arts audiences are used to
travelling to population centres for cultural 
activity, they may overlook local activities 
because of this
- Costly/time intensive to engage in 
networking due to remote location

Government

- Unknown impact of Brexit
- Unknown impact of Scottish 
Independence movement
- Budget cuts in cultural funding
- Visa regulations for foreign artists costly

Management

- Current effective staffing structure might 
be difficult to fund in future

Accommodation

- Landlord may need to claim second 
house back

Audiences

- Name change alienates some people 
that Deveron Projects wants to work with
- Vital markets among walkers, outdoor 
enthusiasts and environment sector cannot
be tapped into due to lack of audience 
development expertise outside Huntly
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difficulty to assess long-term impact
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PROGRAMME

Geddes: Place / Work / Folk

Patrick Geddes’ model of Place / Work / Folk informs how
we look at our home and therefore our programme themes
and structure. Looking at our town and its relationship with
the wider world through the interconnected lenses of
Nature/Culture, Work/Play and Conflict/Friendship, we aim
to encompass a range of themes that assist with
regeneration and sustainability through a Local/Global
perspective. 

Small is Beautiful informs both our artistic and community
priorities for this business plan through a re-reading of our
local economies and how this can help to reshape the
wellbeing of our communities. There are a whole series of
exchanges, values and relationships that take place in
everyday life and contribute to the economy of a place. We

will look at issues around skill sharing, regeneration and sustainability in our own place, and assess
how we connect to the world, always allowing for flexibility to respond to our changing cultural,
political, social and economic context.  

Within the forthcoming programme, a shift to varied timescales is planned. Moving from our usual
three month residencies to a more flexible plan of shorter research residencies, with longer, or
phased, commissioned residencies, to enable a different more sustainable approach and impact;
working with some of the new partners such as shop owners, council planners, property developers,
farmers, entrepreneurs and others.

Each project will centre around collaboration with an artist in residence, working on an identified
topic through a mutually agreed proposal. Residencies, in future, will be of varying timescales,
duration and form (research/production/commission).

Artists will focus on one of the three themes, however, with home at the centre of all we do here at
Deveron Projects; always taking into account different perspectives and experiences of home. The
themes proposed will be continually explored through our year-round programme by the
organisation, partners and Huntly/AB54 communities. 

Our projects cover many different topics that bring people from all walks of life together, where the
artistic outputs emerge as public gatherings, symposiums, forums, workshops, street events, Slow
Marathons, local rallies and much more—always well documented through digital and printed
formats.

Essential for the understanding of our programme is Geddes’ Place / Work / Folk, of which each
element plays a fundamental role in the construction of a sustainable local community and
economy. Therefore, the elements of Geddes' thinking machine are also the foundations for each of
our three project themes below, always emphasising the interconnectedness between them. 

Proposed three interconnected project themes

Taking these concepts as a starting point, our artistic programme can be split into the following
interconnected parts:

1. Thematic Artist in Residence Programme, which is the heartbeat of our work. More
information below.

2. Art & Community Worker, developing a series of community building projects based on skills
sharing and hospitality through our seasonal programme. Those include the Farmers’ Market,
the weekly Friday Lunch and the Food Chain programme as well as a critical discourse
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programme (Appendix 3: Art & Community Strategy). This also includes our Town Collection.
3. Critical Discourse to continue to be at the forefront professionally in socially

engaged/participatory arts and place making, as well as socio-political engagement.

Our
three
key

overlapping themes, identified through extensive community research, are summarized below (for
more detail see Appendix 1: Artistic Plan):

1. Regeneration Huntly
Deveron Projects has undertaken research which highlights the common concern that the town
centre is run down, lacks activities and has many empty shops—largely due to the arrival of
supermarkets and the increased use of internet shopping. As this has been identified as the highest
community priority, a longer term approach is needed, with strong partnerships with civic and local
organisations with the responsibility and power to affect change. What is important here is a
nature/culture approach that looks at the built fabric and natural assets of the town and its
surroundings.

Funded and working closely with Aberdeenshire Council (Marr Area manager), Deveron Projects is
taking a creative look at the problems and developing a number of interventions, and possibly
permanent commissions, to make the centre a vibrant, welcoming place for locals and tourists alike. 

Research is currently being carried out with artist Jacques Coetzer, (Room to Roam town branding)
which will be published in early summer 2017 to inform the programme. In the meantime we have
scoped out the kind of programme that we envisage over the coming years in the Artistic Plan.

2. Food Culture 
While Huntly is the centre of a productive agricultural area, and our collaboration with the Farmers’
Market has encouraged more local interest, the town has a poor reputation for fresh local food.
Shops and food outlets do not often make or sell locally sourced ingredients, and a wider range of
healthy, ethnic and imaginative food is absent. There is a high take up of the local food bank, which
also does not offer fresh ingredients. We will be looking at a wide range of food related aspects from
food production to distribution to consumption, the politics of food, and the joy of making and sharing
food.

Cultural activity is based more and more around the social act of eating, people often travel further
afield rather than getting together locally in Huntly. Our recent work with the Syrian new Scots,
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Omar Afif and artists/groups such as Rhynie Woman, has shown that quality and range of local
production and consumption are of interest; this has also been evidenced through our extensive
community consultation process. We plan to build on this to develop the local market for growing,
cooking, selling and promoting imaginative, fresh, locally sourced but internationally inspired food.

3. Sustainable Connections 
Placing people at the heart of sustainable development, exploring new connections and building
long-term relationships through a local/global approach. Based on Geddesian principles, and
starting with home as a focus, we will be using wider global connections to develop new
approaches.

Building on our work around the White Wood, this is a continuation of thinking about art, ecology
and peace that will offer social and cultural perspectives on sustainability: local and global
understandings and lived practices around the world. We will ask what role art can play in
investigating the key principles of sustainability, such as ecology, social justice, grass roots
democracy and non-violence. By bringing together people from arts, anthropology, ecology, politics,
peace-making in our locality, we will ask how we can foster a culture of complexity, an art and a
community that works together for a better future.

Projects, Artistic Quality, Artists

Each artist in residence project will be accompanied and realised through:
(research residencies will involve many, but not all, of these aspects)

1. One major event, performance or other output contributing to the long-term theme, focusing on
social engagement and participation

2. Invitation of a specialist in the field of investigation (e.g. food or town planning expert)
3. Collaboration with local artists where appropriate to assist and compliment the project
4. A Shadow Curator Intern 
5. An Erasmus International Intern and some voluntary placements
6. An education programme focusing on local schools and life-long learning in the community;

often including an academic partner
7. Events focusing on each residency theme; artist’s talk, school workshops, specialist talks, final

presentation and discussion event
8. Events which give space to critical debate on related topics or themes
9. An environmental and/or health related element that encourages developing sustainable

approaches, healthy activity, social engagement 
10. A walking/cooking related element, often related to the seasonal calendar 
11. A contribution to the evolving Town Collection by former artists (paintings, photographs, murals,

plaques etc.) in pubs, shops, schools, garages, offices 
12. A programme of events and opportunities that support our Equalities, Diversity and Inclusion

aims, outlined in Deveron Projects’ EDI Plan 

A Shadow Curator will accompany each annual programme. A social anthropologist will develop an
impact strategy for us to monitor our work.

Artistic quality is ensured through:

 The experience and network of the Director and team/board of Deveron Projects in curating high
profile socially engaged arts projects with some of the best artists in the field

 The quality of the artists, based on their previous work and critical reception; their potential to
work, or adopt a method of working, which is socially engaged to some extent; as well as
providing a well balanced mix between local, national and international artists, male and female
artists, young and established artists (50/50)

 The Shadow Curator involvement which brings in professionals of the highest calibre through a
critiquing assignment; Shadow Curators also connect us to a wider network of international
contacts and organisations

 The Advisors with wider academic and social engagement skills: Professor Tim Ingold/University
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of Aberdeen, Professor Deirdre Heddon/University of Glasgow, Michael Höpfner/University of
Vienna, Tracy Mackenna/Duncan of Jordanstone College of Art, Professor Neil
Mulholland/Edinburgh College of Art

 The board of Directors which include expertise from artists such as Louise Scullion, Mary
Bourne, Rachel Walker, Sophie Hope, Yunior Aguiar

Artists: To date we have worked with over 80 artists on over 100 projects. The artists that live and
work with us come from all over the world. Some are local, some Scottish, others from different
continents. They can be up-and-coming, young or older, of any ability or discipline. We always try to
keep a healthy mix between those demographics. What they have in common is that they are
experienced or interested in developing a socially engaged participatory project with us – often with
a peaceful protest in mind.

We work with artists from any genre. Many come from a visual arts background, but we also have
musicians, writers, dancers and others working with us. For this 2017-22 programme we expect to
work increasingly with artists that have a design, architectural or horticultural practice in relation to
our regeneration and sustainability programme. 

The artists we are considering for our 2017-22 programme include: 

2017/18 (confirmed): Jacques Coetzer (South Africa) who is working with us on a strategy for the
regeneration programme; Tim Knowles (UK) who will be finalising his work Exploration Aids
Rachel Ashton (Huntly) and May Murad from the 42 km long Gaza strip; both traditional painters
who will collaborate for the 2018 Slow Marathon; Manaf Halbouni (Syria/Germany) What If? project;
Gardener in Residence, Town is the Garden.
2018/19 (confirmed): Hanna Tuulikki (Scotland), research undertaken inwinter 2016/17 on female
representation in ballads; Noura Khasawneh (Jordan), an artist/curator with a socially engaged
practice who has built up the Spring Sessions; Suzanne Lacy (US) to undertake a project on econ-
migration (research); Lateral North (UK), a Glasgow based art-architectural-design practice; event
with Rachel Ashton and May Murad. Shadow Curator: Lorens Holm, Patrick Geddes Institute.
2019-22 (detailed programming tbc): Nisrine Boukhari, Syrian Artist now living in Vienna, both
very interested in working with Syrian women; Aymen Gharbi (Tunisia), a young architect from
Tunis with an artistic practice using social engagement, walking, and lighting effects; DJ Invizable
a Cape DJ in collaboration with BYT scheme of Art South Africa; MyVillages, an international artist
collective interested in the rural as a space for and of cultural production; Iona Fyfe Huntly born
folksinger, one of Scotland’s finest young ballad singers, rooted deeply in the singing traditions of
the North East of Scotland; Maya Youssef musician from Syria; Elephant Sessions (Scotland),
winners of Scots Traditional awards ‘up and coming act of the year’ (with young Huntly guitarist
Mark Bruce); walking artists Richard Long (UK) and Marilyn Lennon (Eire) in the Brexit year 2020
undertaking a border walk (either England/Scotland; or Eire/Northern Ireland); Christine Borland
(Scotland) to develop further work in relation to international fabric/cloth trade; Raed Ibrahim
(Jordan) artist with a distinct socially engaged practice, coming from a Middle Eastern view point;
Jeremy Deller (UK) conceptual, video and installation artist with a collaborative practice and a
strong political aspect (in collaboration with Modern Institute, Glasgow)
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CROSS CUTTING THEMES

Place and Quality of Life

This Creative Scotland ambition remains core to our purpose and success - evidenced by winning
the Creative Place awards in 2012 and 2013 and by the selection of the Director and her team as
the Huntly Citizen of the Year in 2013.  We work with the many local cultural and non-cultural
groups. Huntly is and remains our place. 

We are proud to have been commissioned to develop renewed branding for the town, with South
African artist Jacques Coetzer and many community groups - resulting in the slogan and logo Room
to Roam.  He now is commissioned with Aberdeenshire Council funding to develop a regeneration
plan for Huntly (available early summer 2017) and contribute to our programme with the Huntly
Town Team - Huntly and District Development Trust, Community Council, Networks of Wellbeing,
Business Association and Marr Area Committee.

All of our revised strategies look to develop this goal; specifically addressing it through our
overriding mantra of the town is the venue, and the themes of Regeneration Huntly - fitting with the
strategies for town regeneration of the Town Team; and Food Culture; a focus on the town and its
environs’ produce. We want to work further with the Town Team to improve the town for people to
work, live and visit. A tourism strategy to which we contributed has been put in place.

Through our dissemination online, public debate and publications, we have shared our model and
processes to enable others to realise how artists can help us to look differently at where we live; to
understand in practical terms how we can creatively and co-operatively help build quality of life.   

Equalities and Diversity   

Deveron Projects has a strong commitment to Equality and Diversity for artists, staff and our
communities. We work with artists from all ages and backgrounds. To accommodate artists with
families we provide adequate housing, we arrange schooling for the children and try to facilitate
opportunities for partners.

Our premises are now fully accessible for wheel chair users. To help us find out our possibilities and
limits, we have been able to engage on a temporary contract an intern with multiple health issues.
We have also collaborated with dancer Claire Cunningham with limited mobility, to identify how we
can take our work around walking and the outdoors further with respect to disability of various forms.

The work initiated by the Cultural Health Worker pioneered access through cultural health
irrespective of peoples’ ability, age or social background—crossing all social boundaries and
fostering a healthy community. Our Art & Community Worker takes into account all special needs as
projects develop.

Working internationally is reflected in our commitment to ethnic diversity. Huntly itself is still largely a
‘white-Scottish’ place; bringing people from other backgrounds to the place does not only benefit
their integration, but also our community’s accolade as a creative place with Room to Roam in the
widest sense. Recently Yunior Aguiar, an artist from Cuba, joined our board; and we worked with
Omar Afif, a musician/chef/craftsperson originally from Morocco.

In 2017 we started working with the Aberdeenshire Resettlement Coordinator and the newly formed
Amal (Arabic: Hope) Committee of Aberdeenshire’s Syrian new Scots. We have, so far programmed
various events such as a Huntly Meets Syria ceilidh, and various cooking sessions. A collaboration
with artist Manaf Halbouni started in March 2017.

Further details are available in our appendices: EDI plan (recently reviewed by CS and already
implemented), Child and Vulnerable Adult Protection policy; Equalities and Access Policy; Health
and Safety Policy.
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Creative Learning

Creative Learning is fully embedded in our artistic programme and indeed in all our operations. 

Working with the formal education sector is done through collaborative projects with The Gordon
Schools (secondary) and its various departments: Art, Languages, Modern Studies, PE, etc., taking
a multi-disciplinary, inclusive approach, depending on the topic addressed by the artists. Other local
schools include Gordon Primary and some of the 14 small feeder schools. But it is the more informal
education that takes place through our range of events, workshops and other activities that foster
skills exchange, dialogue and conversation. This happens with established groups such as the work
that Tim Knowles has done with the Explorer Scouts, or our collaboration with the Amal committee.
Or it happens through offering regular opportunities through talks at our Friday Lunches, learning
experiences at the Farmers’ Market and workshops as part of the Food Chain programme,
facilitated by the Art & Community Worker, in collaboration with the artists and the rest of the team.
Digital means too have increasingly been used as a tool; introduced first by an SCVO sponsored
Digital Intern.

Specific attention is given to environment and ecology, outdoor education and the human heritage of
the landscape through our walking related activities; to food related skills exchange and to world
connections and sustainability in environmental, cultural and social terms.

In recent years we have developed our partnerships with the Higher Education sector with Scottish
art schools and other institutions across the UK and also abroad. This is done through regular
student group visits and collaborative projects on topics such as pacifism, walking and art and the
work of Patrick Geddes (see section Partners). We are currently working with two academic
institutions to bring a Social Anthropologist to develop evaluation tools to measure the long-term
impact of our work. 

We have run successfully internships for young graduates for many years and are now adding an
international dimension through the ERASMUS programme. We are also in our second year of
running a Thinker in Residence programme in collaboration with Glasgow University

Critical discourse is an essential part of our work, in order to remain at the forefront of socially
engaged/participatory arts and place making, as well as socio-political engagement. We will
continue to develop networks nationally and internationally through a range of mechanisms such as
conferences, seminars as well as giving talks and workshops on other platforms. 

Documentation is important to us. Over the years we have built up a sizable collection of printed and
digital media. Our recently overhauled archive has become a sought after source, which along with
our Town Collection form a resource for community and scholars alike.
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Digital Media

The integrated use of digital media in all aspects of operation is vital. Working in a rural area we
understand the importance of digital media in providing an alternative platform for our work,
broadening our audience and making our work more accessible. 

Skype/Facetime is a common tool for administration, networking and dissemination; we are often
interviewed this way by the increasing number of researchers interested in the town is the venue.
 
We also gain insights into global practice through digital channels and bring international practice to
our community. At the time of writing this plan we are hosting a series of public Skype talks/debates
as part of our Friday Lunch series with artists from countries which they cannot leave, e.g. West
bank, Gaza strip, Iraqi Kurdistan, Syria – enabling our community to access the widest possible
engagement with global arts practice. We are currently establishing one remote digital residency for
an artist who could never come, through this research.

The period 2018-21 will see at least one digital artist working with us. Further research needs to be
done on this - especially ensuring the inclusion of social engagement.

We have done a lot of ground breaking work in relation to mapping with our www.walking-
institute.com website, which is nested within the www.deveron-projects.com website. We have also
started working with BING software to make human heritage of the landscape information
accessible to the public (e.g. artist Gill Russell’s Lorg-Coise project) and experimented with
Geocaching (Aidan O’Rourke) and GPS connected photography. Google trekker might be our next
step.

Our website has been developed for easier access, and two full-time staff undertook in-depth
training in social media recently; as a result we have greatly improved our output, quality and targets
in social media:
 Reached our target of 2000 Facebook likes (fans)
 More than doubled our total page reach for Facebook
 Increased website sessions by 5%
 Increased average session duration on our website
 Consistently achieve above industry average engagement level with our electronic 
newsletter 

While we are keen to develop fully embedded IT systems, once a year we also undertake a Digital 
Detox, which ties up with our staff development and our seasonal programme during lent. 

Environment and Ecology  

Deveron Projects operates a stringent environmental strategy, which beside operational aspects
outlines how environmental concerns can influence artistic decisions. Living and promoting a holistic
lifestyle is important to us. 

We integrate environmental policies in our office and daily working lives: we grow food in our garden
for our Friday Lunch, compost leftovers; engage volunteers through the WWOOF association; artists
and staff are all given a second hand bicycle; we use only unbleached, recycled paper; we print on
both sides of paper. We buy ecologically approved cleaning materials and fair trade goods such as
coffee and tea and we are an active member of the local Fair Trade town set-up. Where possible we
travel by train and our office is largely furnished with second hand furniture from Huntly's charity
shops or otherwise made by local tradesmen. We also have joined a local car scheme for any travel
that cannot be undertaken by train/bus/bike/foot.

We have worked with Creative Carbon Scotland to assess our baseline carbon footprint and set
targets for reduction. They also have worked with us on improvements at our base in the Brander
Building. (See Appendix 14: Environment Policy)

During our last business plan we launched a number of lifestyle and environmental related projects,
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such as Hielan’ Ways (addressing transport and land use issues), 300 Years to Grow (a residency
with storyteller Ben Macfadyen who cycled to the Paris Climate Summit carrying an oak) and the
now annual Slow Marathon (which in 2017 focuses on Energised Landscapes with artist Andrea
Geile). Our artists have a contractual obligation to consider the reduction and disposal of any waste
that might result from their artworks.

In 2017, along with Peacock Visual Arts, Aberdeen Performing Arts, Scottish Sculpture Workshop 
and Woodend Barn, we set up the Climate Futures group, an advocacy group for the development 
of new cultural responses to address the changing climate of the North East of Scotland. 

Our next major programme themes give priority to our ecological beliefs. Regeneration Huntly is
based on the belief that the quality of our urban, as well as natural environment, affects our quality
of life. Food Culture will encourage greater focus on local produce, food miles, and creative food
production and promote this through social eating and hospitality. Sustainable Connections will bring
together critical involvement through networking, debate and other forms of dialogue around wider
issues of sustainability and regeneration in economic, environmental and cultural terms.

Starting in 2017, will also run a series of Green Tease events in collaboration with Creative Carbon
Scotland and SSW, exploring local cultural responses and responsibilities to addressing climate
change.

We are currently considering investing some of our reserves into Huntly community shares, a green
energy scheme from the community wind turbine.

Environmentalist Satish Kumar talking at the White Wood Gala, 2016

FINANCE AND ORGANISATION

Value for Money / Financial Resilience

Working in a small rural community of 4,500, we face significant transport challenges. Nevertheless
we believe the town is the venue model provides exceptional value for money in developing
excellent, risk-taking creative work in a rural area.
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Our community and surrounding populations (and the increasing numbers of arts professionals who
travel to see our work) have free access to our events and programmes. We sometimes ask for a
contribution – e.g. a small amount towards the cost of food at out Friday Lunch.  

We also frequently focus on projects which extoll recycling/waste control/upcycling; see our
environment policy.

A high percentage of our population engage with us as active participants – not just an
audience/spectator (see Appendix 3: Art & Community Strategy,).

We deliver ambitious work while ensuring we meet best national practice in rates of pay and other
aspects essential to building a sustainable economy for artists and arts professionals.  We do not
give up on the increasing difficulties of bureaucratic issues in getting great artists into the country to
work with our community, or limit our programme in relation to required travel costs.

As well as a sound costs basis we provide added value through the range of supported professional
experiences we offer - at all levels. Many of our short-term contracts also provide exceptional
supported experiences for emerging artists and curators through projects, internships and voluntary
placements. We invest in people, paying dividends to our work. Development training is important
for staff, board and interns. We also build skills of volunteers, supporters and partners to enable
future work to be higher quality and well run. See below for staff training.

Thanks to the town is the venue model, we have little overhead costs for building, energy and
maintenance. We are fortunate to have exceptional support in kind in terms of offices, overheads,
and accommodation for artists and other guests, as well as many other aspects on a project basis.
See below for more information on finances.

We have built up a reserve that allows us to operate up to 6 months in case of emergency.

Budget (outline) 
Note: For the purpose of clarity we highlighted the funding years 2018-21; a full budget for those years can be found in
Appendix 2. Full budget for 2017/18 is included in the budget sheet. The 2021/22 budget will be decided after 3 years in
operation.

Budget commentary 2017-22

Key developments and changes: (Please refer to Appendix 2 for detailed budget)

Deveron Projects is not requesting any increase from Creative Scotland other than for the costs of
inflation. We kept our request to Creative Scotland at well under 50% of the total 3 year budget
2018-21; reducing the percentage from previous years.

The programme budget is related to cost levels in terms of number of contracted artist/ projects;
calculated at 12 residency months per annum. As we are moving to a more flexible pattern of
lengths and nature of residencies we have calculated with 1 month research, 1x2 months and 1x3
months medium term residencies, 1x6 months larger project residency (see Appendix 1: Artistic
Plan) = total of 12 months. This can change from year to year - but will stay at 12 months total
annually.

We have increased the average artist in residence fees by 17.5%. Artists receive this in addition to
the accommodation and all the other benefits (like travel, materials, etc.). In comparison with other
organisations in Scotland these figures are on a leading payment level.

We applied the Scottish Artists Union recommended fee for local artists assisting with the
programme. Also such fees for Shadow Curators (higher level). 

Our potential partnership income from grant sources is estimated in relation to the national and
regional public funding situation. We managed to achieve 5 year project funding to cover the Art &
Community Worker post; and there is an estimate for commissioning/contract income for our work in
relation to Regeneration Huntly from Aberdeenshire Council. We also managed recently to get CCF
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funding for a horticultural programme for 2017/18 - if successful we may try this again (however
currently not reflected in the budget).

In-kind support is up, due to re-evaluation at market rates/actual costs of our offices, overheads and
artists/interns’ accommodation as well as the ERASMUS grants international interns are getting.
The budget includes figures for estimated in-kind project costs (goods and services).

All staff and artists/arts professionals are paid at national recommended standards.
Volunteer time has been valued according to recommended rates (based on Heritage Lottery Fund
recommendations).

Fundraising and Own Income

Committed to hospitable and open access we rarely charge for events, for example asking only a
small amount towards Friday Lunch. As our purpose is public engagement our work is based largely
on providing experiences; our projects are not aimed at permanent artworks or editions so sales are
limited, though we do sell publications and occasional collectibles such as T-shirts or mugs.

We do have a successful track record of raising grants and donations from a wide range of funding
interests; however we are concerned that recent political changes, continuing local authority
cutbacks and the potential impact of Brexit will adversely affect our potential, especially as EU
funding has been significant in this area.

Like many arts organisations we are finding this increasingly difficult as local authorities, developers,
and particularly the farming and oil businesses, have declined since our last business plan. We also
anticipate very significant uncertainty and potential loss of EU cultural and economic development
funding in our area - the backbone of many significant projects. Last year we have managed to
secure in excess of £25000 per annum for the Art & Community Worker post from Big Lottery Fund. 

Through in-kind community support we get the free use of a four bed-room house in the centre of
Huntly. In the years to come we want to consider acquiring a property for artists and rental income.

While we do sell project collectibles, artist editions and some publications, earned income is not
high; some income is raised through giving talks. Our focus is on promoting the community
developing sustainable operations; however we minimize our costs by growing our own food in our
garden, using public transport, etc.

Financial Controls and Audit

The cashflow and accounts are kept on a daily basis by our Project Manager Joss Allen. Director 
Claudia Zeiske, who has a degree in Business Administration, oversees the accounts on a weekly 
basis. The team reports four times a year to the Deveron Projects board of Directors. This includes 
a cashflow report and state of funding and current financial assets, which are first scrutinized by the 
Treasurer (Mike Whittal, a VAT consultant) before presentation at the meeting. 

At year end we engage Jane Dempster, a chartered certified accountant and registered auditor to 
prepare our annual accounts for the AGM in October and for submission to OSCR. 

Staffing and staff development

We believe we have a unique working model in Scotland that extends not just to how we
programme and work with communities but also how we work as a team and support cultural
workers. This stems from our investigation into the idea of home and Geddes’ Place / Work / Folk
thinking machine, of which each element plays a fundamental role in the construction of a
sustainable local community and economy, and therefore also a sustainable work environment.
These ideas are central to how we think about our work and the way that we want to work. They
provide us with a framework that promotes a holistic approach to work and to life - always conscious
of the capacity, health and wellbeing of our team.
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As we do not have a traditional gallery space, our office plays a central role in our work. It is a
reflection of our overall attitude to creating a supportive working culture. We have made a
considered effort to address the way our office space functions and looks; creating a space that
engenders learning, inspiration and wellbeing. In other words, we try to make our office as homely
as possible. We believe that this kind of space is best for supporting our staff and artists, as well as
creating the right kind of environment for hosting our community and guests. Our ambitions towards
equalities, inclusion and diversity are reflected in the way we have constructed this space, for
example: our door is always open and we encourage the community to visit us whenever we are in;
we have made improvements to the building itself so that people of all abilities can access and use
the space comfortably; and every Friday we invite the community to join us for a communal lunch, to
share with us their ideas and ambitions for the town.

The wellbeing of our team is paramount: our staff working hours are flexible, to suit their needs; we
incorporate walking, relaxation sessions as well as gardening into our everyday office work; we
experiment with digital detoxes, combating the culture of ‘always on’; and take regular trips away
from the office together, exploring different spaces to work in. Staff development is also vital to our
work. We offer all our staff the opportunity to gain further skills not just in work related areas but also
things such as composting, fuel efficient driving, walk leadership, cooking, growing, languages, to
name a few. Supporting our team to develop themselves in all areas of their life is fundamental to
what we do. 

All this is a process, that of course has to be balanced with productivity and creativity for our core
work as described in this Business Plan. We are looking at others internationally who have
developed such programmes and processes – e.g. CASCO in Utrecht/NL to learn from and with.
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Director, Claudia Zeiske 
The Director looks after the organisational and artistic management and integrity of Deveron
Projects. This includes the international networking and selection of the artists and project themes.
Claudia is a founding member; her balanced approach lies between artistic criticality and community
involvement with artists from across the globe. An Anthropologist, she started her career in human
rights. Since coming to Scotland she has worked for many art organisations, including Duff House
and set up the artists’ programme at Glenfiddich. A true European, whilst having strong roots in
Huntly, she was voted citizen of the year in 2013. Claudia is a board member of Engage, speaks six
languages, loves homely food and is a keen walker who has bagged all the Scottish Munros.
Claudia has recently undertaken staff leadership CPD as part of the YACNE scheme. She is
planning a research sabbatical to East Africa in summer 2017.

Project Manager: Joss Allen 
The Project Manager’s job is to look after the smooth running of the organisation and administration,
including the book-keeping, maintenance and evaluation of website and social media, acting as
environmental champion and maintaining the artists’ houses. Joss graduated from Duncan of
Jordanstone (MFA) and has worked for the University of Hertfordshire Arts and Galleries, Tintype
Gallery London and the School of Critical Engagement, Copenhagen. He has also worked as a
support worker for adults with autism. After a stint as Shadow Curator Intern he was appointed
Project Manager in March 2015. Joss is interested in how art can contribute to the shaping of non-
capitalist economic forms and cultures and engender collaborations across disciplines. In 2016,
Joss has undertaken a series of social media marketing and monitoring courses.
Art & Community Worker: Rachael Disbury 
With concepts of home and hospitality at the core, the Art & Community Worker develops Deveron
Projects’ programme of engagement, events and activities. Rachael graduated from Duncan of
Jordanstone in Dundee and completed an MFA at ECA in 2015. She completed a Shadow Curator
Internship and has been appointed to her new position in September 2016. The development of a
long-term programme aims to create a dialogue surrounding local sustainability, challenge
producer/consumer relationships to food, and interrogate environmental, economic and social
influences. Rachael collaborates with visiting artists, specialists, partners and community
representatives, maintaining Deveron Project’s 50/50 approach to working. In 2016, Rachael
undertook participation impact work in collaboration with Artworks Scotland.

1 x Shadow Curator per year: experts 
in socially engaged art, similar to a 
mentor. Note: in previous years we had
one Shadow Curator per project, but it 
has been decided to be more effective 
in both organisational as well content 
terms to appoint one per annum.

2 x Annual Shadow Curator Interns3 
for graduates aiming to make a career in
socially engaged art.

4 x Erasmus Project Internships for 
young academics from a variety of 
disciplines and countries.

2 x Volunteer placements for aspiring
young curators who wish to take up a 
career in socially engaged art; accom-
modation and subsistence provided. 

3 Note: Sophie Hope (board member) is developing internship and volunteer guidelines, which should be ready for the
2018+ period.
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Deveron Projects also contracts other freelance professionals and volunteers; including IT and web-
management, PR and curatorial support, cleaning and janitorial work. 

A good and inspiring working atmosphere is important to us. This includes giving the workplace a
feeling of home; regular training in both artistic and managerial aspects of our work and career
planning. To assure this, the team takes part in weekly meetings and in biannual reviews of the
programme and training needs. At least once a year the whole team goes off-site for a residential
planning ‘boot camp’. 

Our belief in diversity and internationalism is reflected in our always fluctuating team, with staff,
interns and volunteers from many different backgrounds, nationalities, abilities, professions; always
striving for a balanced mix between male/female, local/international and art/other profession and
skills. 

Staff/Pay Structure (March 2017)

Position Name Weekly hours Gross Salary 
Director Claudia Zeiske 40 hours 41660.88
Project Manager Joss Allen 40 hours 23806.80
Art & Community Worker Rachael Disbury 40 hours 20000.00

All three positions are on a salaried basis; reviewed annually. A government recommended pension
scheme is provided. A regular appraisal process is in place. The Art & Community Worker has
become a permanent employed position making out a vital part of our programme. 

Deveron Projects aims to have adequate salaries in place reflecting the skills and experience of the
workers. As such a pay rise of 10% has been granted in 2014 to the Director, to bring her more in
line with comparative jobs in the field. 

A Succession Policy for the Director and Project Manager posts are in place (Appendix 21).

Deveron Projects team with artist Omar Afif, spring 2016
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Board of Management

The Deveron Projects Board meets quarterly and represents a broad cross-section of expertise
relevant to the organisation: artistic, community and management. A Board Development Plan is in
place (Appendix 20).There are quarterly management meetings at which a Director’s Report is
presented with updates on artistic, financial and organisational progress. An Annual General
Meeting is held every year in October. An annual away day is organised in January (2017:
Hospitalfield House). There are three board sub-committees, which focus on:

1. Programme planning, including audience development and marketing
2. Financial planning and staffing
3. Equalities and Diversities

Name Profession Expertise/Skills
Mary Bourne, Chairperson Artist Visual Arts

Jason Williamson, Secretary Exhibition Manager Aberdeen Art 
Gallery Visual Arts

Mike Whittall, Treasurer Independent VAT consultant Accountancy/Trumpeter/ Furniture 
maker

Yunior Aguiar* Artist/Lecturer, Perth College Visual Arts, International working, 
Ethnic diversity

Iain Irving Independent Curator/Former Lecturer, 
Gray’s School of Art Visual Arts

Louise Scullion Artist/Lecturer, Duncan of 
Jordanstone College of Art

Visual Arts

Stephen Brown Forester/Piper Environment/Traditional 
music/Community

Sophie Hope Independent Curator/Academic, 
Birkbeck College

Socially Engaged Arts, Evaluation, 
EDI, London Network 

Kevin McIntosh Teacher, The Gordon Schools Secondary education/Photography

Christine Sell Teacher, Gordon Primary School Community/Photography

Rachel Walker Artist/Project Manager Young arts professional/Glasgow 
Network

Hazel Gardener (Observer)* Pupil, The Gordon Schools Young People’s Representation, 
cross-gender

* New members since last Business Plan 

Deveron Projects Board at Hospitalfield away day, Jan 2017
PROJECT PLAN AND TARGETS 2017-22
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Monitoring and Evaluation

Monitoring and evaluation is core to what we do: contributing to the welfare of our town. We
currently practice a multi-facetted approach to evaluating our projects using a participant
observation methodology. This results in an extensive project report outlining achievements and
problems encountered; including: artists’ and participants’ comments, archive of printed materials,
press file, photo/film documentation and any other materials available, as well as all artists
delivering a written report. As part of the evaluation process we are keen to monitor our work
against our key goal of developing the town is the venue programme and are dedicated to applying
new evaluation techniques that avoid forms (often perceived as obtrusive). Each project is followed
up with an intensive review bringing together the artist(s), workers, collaborators and participants.
This has in the past included activities such as picnics, gatherings and writing sessions. The above
is also reflected in our archive, which through its Archive Sheet asks specific, self-reflective
questions in relation to the specific project and in relation to our methodology. 

In preparation for our next phase of development we carried out structured surveys in as informal a
way as possible—in conversations at the Farmers’ Markets, with clubs and at other public events
(Appendix 9). All larger events were followed up with a Survey Monkey questionnaire.

We always adhere to our check and balance approaches:

1. The 50/50 approach of balancing artists with communities, local with global, home with away,
etc. 

  

2. The Place / Work / Folk structure to check our themes are met by our projects.

Social researcher Frances Rowe undertook a report on the social impact of our work as part of her
PhD (University of Newcastle); this showed some of the long-term developments such as
sustainable cultural groups set up and certain people moved to Huntly because of Deveron Projects.
What it has not been able to achieve is the long-term benefit of the town itself. To develop and
evaluate the long-term impact of this programme, we aim to set up a Social Anthropologist led
research project with an academic partner (ECA/University of Aberdeen). Through this we hope to
develop new ways to identify and evaluate the value and impact of the benefits of our work.

Marketing and Audience Development (see Appendix 15: Marketing Plan, and 5: Audience 
Analysis Report for details)

Audience highlights over the last business plan:
 We reduced the number of annual events while increasing our average attendee number 
(participants/events)
 Increased number of new participants to 20%
 Grew our audience in the age groups: under 18-34 and 55+ 
 Increased Facebook and other social media audiences by 25%

Our marketing at a local level is effective: Farmers’ Market Stall; blackboards outside our building on
the square; integrated working in our community; newsletter; Huntly Express; posters around town; 
local digital networking.

Our profile in the arts sector is high, nationally and internationally; evidenced by the frequent 
requests for us to present at seminars, and for research in our archive. Our social media reports 
show increasing profile (see Digital, above).

A new Media Strategy (Appendix 19) was commissioned from New Century PR. The report (Feb 
2017) shows that we have a high profile locally and a respectable one beyond that, given the failings
of national or UK press to cover much outside the central belt. The report will assist us in developing
media coverage. 
Five Year Plan
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TARGETS FROM 2017 – ANNUAL

TO DEVELOP ARTIST RESIDENCY PROGRAMME WITH FOCUS ON PARTICIPATORY ARTS

  4 x artist residency projects per year
Established and emerging local, national and international artists working collaboratively with local groups and
individuals. At least one digital residency during the middle of the 3-year term.

1 x research residency projects per year
Established and emerging local, national and international artists establishing an ambitious project through
research period.

1 x Shadow Curator per year
To contribute to the development of the artists’ projects and the town is the venue model through the Shadow
Curator methodology (note: this changed from previous years where we had one per project).

4 x Erasmus internships and 2 x volunteer curator placements
Provide a programme of internships and art & community placements for students/young art graduates
interested in collaborative art. 3 months each.

2 x Shadow Curator internships per year 
Young curators interested in developing a career in socially engaged/participatory art. 6 months each.

1 x Thinker in Residence per year
Provide residency space and context for a researcher in the humanities. ca 1 month; NB: additional to our 4
residency projects.

ART & COMMUNITY: TO ENGAGE AND ENCOURAGE LOCAL PEOPLE IN CONTEMPORARY ARTS PROJECTS

3 x themes of local interest
Based on ideas of Small is Beautiful, themes are: Regeneration Huntly, Food Culture, Sustainable
Connections – coming from a Geddesian view of home.

1 x Art & Community Worker 
Develop post in long-term scheme.

5 x Committees and Groups
Represent Deveron Projects on at least 6 local committees and groups (e.g. HDDT, HADTAG, Huntly Town
Team, School Council, Sport Clubs, Film Club, Hairst Festival) per annum.

4 x 2 Events 
Events programme relating to the themes and 4 projects per annum (talks, film screenings, walks, festivals,
etc.) 

12 Events 
On skills and knowledge around food culture and production.

6 Skill sharing Events
Promotion, learning or furthering of local skills.

2 Events focusing on EDI priorities
Focus on migrant/local and young/old; explore what home means socially and work with groups and artists
who share a variety of protected characteristics.

  50 x Friday Lunch and 12 x Farmers’ Market
Talks at weekly Friday Lunch (12 x digital) and skill sharing events at monthly Farmers’ Market.

Participation and Audience
4000+ p.a. will collaborate with artists through events or other participatory formats (Art & Community
Worker).
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TARGETS FROM 2017 – ANNUAL

4 Co-productions
Art & Community Worker and community groups/schools co-produce events considering mutual interest.

2 x Seminars/Conference
One in relation to socially engaged practice, place making, political engagement
One in relation to Art & Community Worker’s programme

Engagement in the locality
Continued and increased engagement is planned through:
 talks to local groups, e.g. Community Council, Marr Area Committee, The Rotary Club,

SWRI
 talks to special interest groups connected with themes
 talks/workshops at Gordon Schools art and other departments; assembly
 contribute to seasonal events in the local calendar, e.g. Solstice, sound Festival, Int.

Women’s Day
 attend careers convention at The Gordon Schools (every second year)/Gray’s School of Art

EXPO

TO ENGAGE IN ARTISTIC EXCHANGE AND DIALOGUE

Publications/Documentation
4 x quality publications/CDs/multiples p.a. documenting the town is the venue model 

Conferences
Conference/seminar promotions of the town is the venue model nationally/internationally.

Network
4 x significant new international contacts should be made which allow Deveron Projects’ work to be seen on
international platforms, visit international events.

Partnerships
Engage in partnerships with others as outlined in the Marketing Plan.

T O A C H I E V E E X C E L L E N C E I N A L L A R E A S O F O R G A N I S A T I O N A L DEVELOPMENT

  Evaluation
  Develop Evaluation Programme with Anthropologist in collaboration with academic partners.

  Town Collection
  Address Town Collection (hanging, education, promotion) through bringing in a young curator.

  Academic institutions
  Develop and confirm collaborations with academic partners.

Media Coverage
  Regular media coverage: 24 x in Huntly Express; 5 x Press and Journal; 5 x Scotland wide, 5 x other UK/

international wide media; 4 x radio; 2 x TV per annum

Ensure professional payment structures for artists.

Meet targets of the Fundraising, Marketing and ACW strategies.

Implement and roll forward EDI plan.

Ensure core funding for staff to allow for permanent full-time contracts and pension contributions with industry
standard wages and conditions.

Put in place strategic plans for years covering 2022-26.

Put in place budgeting and planning for fundraising for 2022-26.
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Risk Assessment  

Risk low Med high mitigation
Artistic Development
Change to length of 
residencies may make 
outputs less certain/ 
control more difficult

X
More tailored to needs of projects, partners and 
artists

GOVERNANCE
Loss of key staff X Strategy in place
OPERATIONAL
Procedural 
documentation: risk if 
staff leave and 
paperwork not up to 
date

X
All paperwork is up to date; a procedure is in 
place to maintain this. A number of written 
procedures: website bible; office policy; Director’s 
filing always updated; back-up policy

Contract risk: we have 
a contract with CS and 
others which we need 
to deliver

X
Our track record shows that we manage to deliver
on target over the past many years

More flexible 
programme less 
predictable

X
The programme is well thought through on staff 
and board levels with a good commitment of 
artists in place

FINANCIAL RISK
Reserves X Reserves of six months in place
Fraud or error X Sound track record based on regular oversight by 

Director, board, treasurer and others
Dependency on key 
funder/s

X Deveron Projects has a good track record with 
fundraising, which will continue in future. If 
needed our programme will adapt to funding 
availability

ENVIRONMENTAL OR EXTERNAL FACTORS
Political impacts 
internationally; e.g. 
Brexit/Visas 

X
Experience of international working means we are
able to react positively, use these changes as 
opportunities to examine

Political changes 
nationally, e.g. 
Referendum/cuts to 
Local Authorities

X We are as resilient as possible with a small staff 
base, limited liabilities and strong regional and 
national partnerships. Again, we will address 
issues in programming where relevant
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