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Executive Summary

Sincel996,CrookedHouseandKildareYouth Theatre(CrookedHousehasdelivereddevelopmental,
educational and training programmes in the arts for children, young people and youth leaders in the
Kildarearea.Therewaslittle focuson youth artsin the countyuntil CrookedHouseestablisheKildare

Youth Theatre. In the following years, other youth theatres emerged. Crooked House also nurtured
young filmmakers, dancers, musicians and writers. This contributed significantly to the development
of youthartsin Kildare;to the developmentof ayouth arts strategyby KildareCountyCouncilandthe
appointment of a youth artefficer.

Newbridge has a young population that is naturally growing and is a priority settlement for targeted
growth. Conversely, Newbridge holds minimal facilities to adsiygsuth needs. In 2017, during a
meetingandsubsequentiscussionso explorethe future of O ModhrainHall,the lackof a dedicated

space for young people in Newbridge was raised and thereafter a commitment was given by several
of the attendees involved to pursue tligsue.

CrookedHousedecidedto bringtogetherseveralstakeholdergo identify a solution. It commissioned

the Communiqué International team, through an open tender process funded by Kildare LEADER
partnership, to undertake a feasibility study to explore the possibilities for the provision of an open
access social, recreational, arts and culture space for ypaaple inNewbridge.

The team adopted a mixed methodology approach underpinned by:

Consultation, extensive policy research and literatergew,
identification of potential governance structures and operatiamaldels,
analysis of planning and spatgdvelopment,

identifying and appraising potentially availaliees,

and related supports and cogtojections.

= =4 —a A A

This Executive Summary sets out conclusions and recommendations that reflect the approach
adopted:

1.0 Introduction

2.0 The Consultation

3.0 Policy Context, Governance, Structures

4.0 Spatial Policy, Population Projections, Site Identification Methodology
5.0 ProjectedCosts

Consultation and population projection outcomes show demand exists for an expanded Crooked
House Facility.
hdzNJ L2 LJdzt | GA2y S&GAYFGSa d ! LISYRAE o &aK2g GKI
future is more than capable of supporting Crooked House at an equivalent of 300 annual members
(excluding outreach) in an expanded facility:

1 At2016,this capaciy would accountfor 13.5%0f the 12-18agegroup,wherethat agecohort
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I 002dzy i SR F2NJ podm: 2F (GKS G2é6yQa G240k € LI LA |
1 Itreflects 1% of anticipated town population by about 2026 and 10% ofgrasiary school
enrolmentsnow.

Consultation conclusions

Theconsultationprocessharvestedof ideasandviewsfrom a broadrangeof stakeholdersandyoung
people in particular about the potential for locating a youth cultural resource centre in Newbridge,
where Crooked House can continue to deliver its ambitious programnveré&f

Young people believed that the new facility could have a transformative effect on Newbridge
particularlyfrom anArtsand Culturepoint of view. Theyoungpeoplealsofelt stronglythat havingthe
facility would reduce antsocial behaviour, and more imgantly would promote sociahclusion.

Other stakeholders believed that it is important that the proposed centre be in Newbridge; the
geographic heart of the county.

Conclusions from the process acknowledged that the path to success is marked by thieilayaif
the physical space, a good governance model and structure, a deliverable vision/mission/values and
objectives, a sustainable model of resourcing and a plan as to how income generation will be met.

Key questions remaining among statutory stakdelers are:
1 how a building will be@rovided
T where and who will delivat
1 the extent of the services offered in sucheatity
1 resourcing the operation and establishing an appropriate governamaiel.

It iswidelyfelt that a collaborativemodelwill be the only wayto deliver CrookedHousefuture space.
Thestrategicparticipationof key statutory youth-focusedstakeholdersand other partnersworkingin
the sector will be essential for viability in the longem.

Policy conclusions

There is a positarand, in principle, supportive environment within the policy and funding sector for
the development of Youth Arts.

On policy grounds, there is a clear argument for the potential value and desirability of a new facility
for Kildare Youth Theatre, ideally Newbridge which has been identified as an area of need in the
CYPSC Plan 2015. However, this alone does not demonstrate feasibility, rather it reinforces the
outcome of consultation A Crooked House dedicated facility with Kildare Youth Theatre would onl
partly address the bigger issues of countigle provision of youth services, including youth arts and
theatre.
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Our understanding and analysis of the strategic and political context is that any such facility will need
to be multtuse and focused on diverse user groups, rather than concentrated on any single
organisation or service. We also understand that vieweaulgh the lens of countyide provision,

there will be competing priority areas within the county, and this will impact on the ability of
Newbridge to attract and secure priority and resources.

Demographic profiling of Newbridge set against spatial painy development objectives for the
town at Section 4.0 and Appendix 4 demonstrate that the capacity for the envisaged facility exists.

Organisation, structure and governance issues

Organisational issues, structures and governance matters will deternone, large extent, the
conditions for feasibility that would exist, should a site or building become available. An understanding
of governance has additional utility in that it will build Crooked House governance capadity
knowledgeof how to structurethe enterprisein away that is more robust, more resilient and more
sustainable than current organisatiormrangements.

In order to have a high level of confidence in the feasibility of the project there are a number of
conditions that need to exist:

(a) the availability of a suitable siteand

(b) an organisation with an appropriate management structure that meets recommended practice
in terms of structure andyovernance.

In addition to these, there is a need for a cohesive stakeholder group to support and help drive the
projectwith diversetypesof support, and an obviousneedfor finance (andthe capacityto manage
the finances) in order to make the projetappen.

Crooked House is a small company that is effectively led and managed by one person (founder Peter
Hussey). Within its sector, Crooked House is very well regarded for the quality of its programmes, its
succes$ managingcomplexinternationalprojects, its ability to maintainan engagementvith young

people over 18 through challenging work, and its success in managing Erasmus programmes.
Contributorsto this studycommentedthat CrookedHouseis uniquein its succes# retaininga cohort

of over 18s engaged in youth theatre and attributed this to the strength and challenging nature of its
programme.

Increasingly, funders are expecting organisations to have attained certain levels of compliance with
recommendedoracticein organisaional structureandgovernanceandit isincreasinglthe norm for

funded organisations to have a plan and a pathway towards compliance with the Governance Code
and other regulatory practices and requirements. In the context of this feasibility studgk&tto
Houseis movingin the right direction, althoughthere are obviouscapacityissuesat everylevel inthe
organisation.
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Notwithstandingthe relativefragility of its structuresand capacity CrookedHousehasdemonstrated

its capacity over the years to apply for, receive, use and account for public funds from a range of
funders, and it has also successfully managed a relationship with Clann Credo relatedftovasiaigh

the Erasmugprojects. Whilethisisimpressive,t is clearfrom researchundertakenfor this studythat

this placesconsiderablestrainandburdenon Crooked 2 dzac&p@citywhichis,in reality,embodied

in one person who fulfils numerous critically important roles. This type of organisattmature is

not unusual within the broader sector, but it is neither robust sastainable.

The feasibility of the proposed project will depend to a significant extent on the nature of the
organisationor entity that leadsthe projectandthe arrangementdor managemenandoperationof

the facility. Giventhe nature of CrookedHouseandits ambitionsc to continueto provideanddevelop

the services and activities that it has grown since 18%3seems more likely that Crooked House
wishes tabe the occupier or user or anchor tenant in the proposed new facility. These options could
be managed under a conventional lease, under a cultural use agreement or licence, or through a
service level agreemei(ELA).

In summary, the conditions for feasility that need to exist alongside the availability of a suitable
site or premises,will includethe organisationalstructures,relationships,strategicpartnershipsand
operational arrangements that increase the likelihood of the project being a success. Putting these
in place will ensure that there is adequate governance and management capacity to protect the
publicinvestmentin the projectandensureit realisesitspotential for Newbridgeandits hinterland.

Organisation, structure and governance recommendations

Althoughthe feasibilityof the currentprojectideais constrainedoy the lackof availabilityof a suitable
site/premisesdn the immediatefuture, there are developmentopportunitiesenvisagedor Newbridge
which may offer feasible solutions for Crookéduse.

Precisely what future steps Crooked House may need to consider will depend on currently unknown
factors.Howeverthere areclearpracticaloptionsthat it isnowtimely to considerto supporta phased
strategic approach to a capital development project in which Crooked House could be a significant
stakeholder.
One approach could be to break the project into discrete operational phases, fimpéxa
1. Acquisition and development of site/premisesCrooked House could establish a company
(DevCo specifically for the purposes of acquiring and developing a site and building; this will
involve raising potentially large amounts of money from a varidtysaurces; a strategic
guestion for Crooked House is to establish the extent to which Crooked House wishes or
intends to be responsible falevelopment
2. Ownership of building options could include that ownership of the asset is vestedaaCo
or that ownershiptransfersto anotherentity that would be responsiblesolelyfor owningthe
asset HoldCg9; this entity would be the owner/landlord; a strategic question for Crooked
House is to establish if it wishes or intends to be responsible for ownershipbanan
owner/landlord;
3. Building management, maintenance and operatianBevCoor HoldCocould enter into
arrangementswith another entity (NewCq to manageand direct the operation,usageand

~CROOKED HOUSE & KILDARE YOUTH T e o
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maintenance of the building; Crooked House could establish a complawC9 specifically
charged with owning and managing the building; the functions of this entity would be to
manage the operation, usage and maintenance of the building; this entity dumliélthe
buildingunderleasefrom DevCaoor HoldCo(whichofferssecurityof tenure) or couldoperate

under a licence or cultural use agreement (which is potentially more flexible but offers no
security of tenure); a strategic question for Crooked House is to establish whether Crooked
House wishes or intends to be responsible for building managé&meaintenance and
operations.

This studyrecommendsthat Crooked House establish its position and preferences with reference to
the options outlined above.

This studyrecommendsthat Crooked House takes professional legal and financial advice on these,
and any other, options that would involve it in entering significant legal and financial undertakings of
this nature.

The studyrecommendsthat Crooked House develops its network of stakeholders and strategic allies
to helpit identify individualswho coud providethe requiredexpertiseandskillsat Boardlevelto help
Crooked House decide on the most effective coursectbn.

Section 5.0 of this feasibility study provides budgetary guidance on the operating costs of a future
Crooked House facility.

Site Identification and Search Outcomes

The current facility is unsuitable for future growth as it is too small and cannot be expanded.

Using consultation outcomes, steering group vision and estimates of usage tested against population
projections and planned growth: a 6Q®00 nt facility has been identified for future requirements.

This facility must be assured and therefore must bdamy lease or bought.

The Research stdbmmittee will identify the suitable governance actors and structure for securing a
facility.

Establishedurban areashaveexistingbuilding stock, therefore the new facility may not be purpose
built but retrofitt ed;
1 Evenwith stakeholdersupportanddedicatedcompany/grougor site procurement,it is likely
that funding streams may Hdemited.
1 The Research sudbmmittee recognises that flexibility is required in identifying a new

f20GA2y2 G(Kdza WaAGSQ Ay GKA&A SESNDAAS KI &

existingbuilding.
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Assite finding study (buildingsand sites)hasbeenundertakenandit is found that there is no site for

sale or long lease suitable for Crooked Houghis is not to say that suitable space will not be available
at alater date,andhere,at section4.2,the requirementsof anew spaceare setout in order they can

be deployed to test against any new sites that may becanadable.

In the course of the site finding study; three projects that may be capable of accommodating

Crooked House arose, each with unique characterte¢ { G & / 2yt SGKQa t I N] NBR
planning submissions re. the Cultural and Civic Quarter for Newbridge; and the Library
redevelopment.

None of the potential spaces identified is immediately available, though each is in, or just beyond the
plaming stage. Thereforeanmediate engagement is required in order to position Crooked House as

credible occupiers of potential future space$he recommendations for each of the potential routes

to securing a future growth space is predicated on Crookedselcanvening the group they envisage

best suited to this task. This group is likely and most effectively represented by individuals, who mirror

GKS RSt AGSNBNE YR 200dzZLJASNE 2F GKS / NB2ahdSR | 2 dz?
0 dzA dpdridlists, legal advisors,arts leaders and stakeholders. This group must be capable of

meaningfully engaging with public service and private enterprise. Their governance structure will be
informed by the recommendations at Section 3 of tkisort.

In general, subject to building survey and compliance assessment, the repurposing of an existing
building is less expensive and time consuming than a dedicated build. Section 5.0 provides some
budget guidance on site aquisiton.

Projected Costs

The Studysimply concludes that a space is required, there is appetite for same and a sustainable
supply of users. Dedicated funding will be required to eventuate a dedicated Crooked House future
space.

In order that a sustainable business model is developed ta@matconvened and operational board,
management team and site, the Feasibility Study closes with an order of magnitude of costs guide to

site acquisition and operations.

Ly adzyYYINET OljdAaAidArzy yR FAG 2dzi 2F |y SEAA
0KS O2yaldNHzOGA2Y 2F || ySg O0dZAfRAY3I G endrad

Anyof the aboveelements(acquisitiondesign build, fit out) maybe securedviafundingor donation
(time, moretaryresources).

The proposed mukuse building will comprise a mix of cost centres and profit centres, as is standard
with similar models throughout Ireland. Although the precise details of the proposed new centre are
yet to be confirmed, this study Baassumed that the final building/centre will be comparable to a
small to mediumscale mixeelse arts centre or muHiunction community centre.
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Forillustrativeandindicativepurposesthis studyhaslookedat the financialprofile of a samplesetof
artscompanieghat are broadlycomparablen scaleto the proposeddevelopmentoy CrookedHouse.

This studyrecommendsthat as the Crooked House project develops, the Researcitauimittee
shouldbeginthe exerciseof drawingup scenariodor the possibleoperatingcostsandrevenuemodels

for the proposednewcentre. A usefultemplateandmodelexistsin the fundingapplicationform used

by An Chomhairle Ealaion/The Arts Council. Other funding and development agencies will have
broadly similar requirements for information on projected operating costsramenue.

This studyrecommendsthat Crooked House begins the process of develpmapacity to create a
more comprehensive business plan, using the resources available from the Kildare Enterprise Office.

The expansion of Crooked House services at a dedicated facility, alongside other STEM, sports and
social youth activities, will bean important sustainable resource for a youthful growing town, and

aid in the delivery of The Arts in Education Charter (2013) and government objectives for increased
participation of young people in the arts and selected STEM activities.
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1 Introduction

Sincel996,CrookedHouseandKildareYouth Theatre(CrookedHousehasdelivereddevelopmental,

educational and training programmes in the arts for children, young people and youth leaders in the
Kildare area. These programmes focus méainl 2y & dzLJLI2 NG Ay 3 LI NI A OA LI y i
expression, positive metal health, h&kills development and setbnfidence. They also develop

LI NOIAOALI yiaQ aLISOATAO FoAfAGASE YR aiAtta Ay |
they wse, where they develop new work, host international exchanges, and provide cultural youth

work with the assistance of a team of volunteers from Ireland and Europe. Crooked House operates
FNBY | aLl OS 20SNJI W2KyazyQa traabeladdigrdb SgoNARISST 4K

This initiative arose when a group of people involved in the community came together to question
why a community facility (O Modhrain Memorial Hall) was being sold to a private developer. Those
who attended a public meeting in the TownIHa August 2017 were concerned at the sale of the
building (derelict for several decades) in a prime location beside the Whitewater Shopping Centre.
They asked whether it could be refurbished as a public facility. Newbridge does not have a town
community centre or an active community development association. During the meeting and
subsequent discussions, the lack of a dedicated space for young people in Newbridge was raised and
thereafter a commitment was given by several of the people involved to pursuissue.

Thisdiscussiommnthe needfor spacefor youngpeoplehasbeenledfrom the outsetby CrookedHouse
Theatre CLG, which has worked with young people in Newbridge through Kildare Youth Theatre for
the past 25 years. Crooked House is the project promoter for the Leader funding. Newbridge has a
young population that is naturally growing and is a ptjogettlement for targeted growth minimal
facilities to address youth needs. Crooked House decided to bring a number of stakeholders together
to identify a solution. It commissioned the Communiqué International team, through an open tender
process funded ¥ Kildare LEADER partnership, to undertake a feasibility study to explore the
possibilities for theprovision of an open access social, recreational, arts and culture space for young
peoplethere.

Its terms of reference described the context and desirattomes:

1 A practical and solutiondriven study focusing on the views of young people around what
type of spaceworksfor them andmatchingthat with the opportunitiesavailableto makethat
areality.

1 Address the provision, management, operations, delivery, funding and sustainability of a
dedicated youth space in Newbridge, to be delivered in the medtium.

9 Ensure an open and transparent process led by a commitment to youth participation in all
aspects of the project and communicating with the various communitiegerest.
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The team adopted a mixed methodology approach underpinned by:

1
1
1

—CROOKED HOUSE & KILDARE YOUTH T

Cmsultation,

extensive policy research and literatusview,

analysis of planning and spatial development, assessment of physical infrastructure;
identifying and appraising potentially available sites and related sup@otks,

identification of potential gvernance structures and operatiormabdels.

In order to inform our findings, we placed a strong emphasis on consultation with a broad
rangeof stakeholdersspecificallffocusingon youngpeople bearingin mindthat they arenot
QoSAy3a Ay o0SO22ARIFEN B dzli WOAGAT Sya 27
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2 The Consultation: Oapproach

Leading

Contributing
Endorsing

Following

Observing

Figure 2.1 The Engagement Pyramid, Gideon Rosenblatt

This consultation process harvested ideas and viesvs a broad range of stakeholders, and young

people in particular, about the potential for locating a youth cultural resource centre in Newbridge,

where Crooked House can continue to deliver its ambitious programme of work with young people.
Whenundertakingthe assignmentye took the viewthat anapproachof persistenceandpartnership

gl & NBIldZANBR G2 3ISYySNI p@nioisKkS o0Said @FftdzS FNRY LIS?2
We acknowledgedhat achievingasuccessfubutcomewouldbe dependentonthe sumofthed i dzZR& Q &
individualparts,andhow they createdsynergiesvith other Kildarecountyandtown plansandpolices

for longterm sustainability. Therefore, throughout our engagement with stakeholders, we
emphasised that we were anxious to progress from diagnostics to action amtleye to the

implications of existingolicy.

We believed that it was important to build on existing relationships that Crooked House had
successfully established over the years, as well as leveraging from its excellent reputation, thus
strengthening trus and transparency throughout the consultation process. Our experience of
conducting successful consultation processes has shown the importance of generating the
WSELISNASYOSQ 2F YI1Ay3a I RAFTFSNBYyOS | a dihata i Ay Oil
the quality of consultation with young people, as key stakeholders, would be critical. We wanted to
create a participative environment for them, where new ideas were welcomed and accepted, and
wheretheywere empoweredto contributeandto beinvolvedin engineeringhe decisionghat would

benefitthem.

—CROOKED HOUSE & KILDARE YOUTH T
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2.1 Youthconsultation

Apart from undertaking an cfine survey, we were keen to engage directly with young people of
varying profiles through Crooked House, local organisations and schools. Particular emphasis was
placed on the face to face youth consultation, which took place via 4 focus groups owerek period

in Newbridge and Naas.

These groups included teenagers and young adults in their 20s. Many of them, particularly the
teenagersalreadyengagedhroughYouTubelacebookinstagram SnapchatWhatsAppand Twitter.

We used social media to inform them abdbe consultation, i.e. primarily as a promotional tool for

(KS WNBItQ S$0Syis +a 2LILRASR (2 dyRSNIF{Ay3a SEQS
has shown that young people often feel disconnected, and do not want to be reached through socia
andonlinechannelsalonebut preferfaceto-facecommunicatioranddislikethe senseof detachment

that comes from sociahedia.

2SS F2dzyR GKIFIG GKS @2dzy3 LIS2LX S @I fdzSR GKS NBIf C
than just virtual interadbn, and therefore we prioritised fae®-face interaction with them, while
using the social media tool as baagg.

Weidentified 3 targetgroupsdrawn from existingserviceusersandyoungerchildrenfrom the Family
Resource Centre network in Newbridge, and with Comhairle na nOg in Naas, which provided us with
a segment of the broader geographic spread of young people, who might travel to Newbridge to
participate in such a resource, weraitailable:

Categoryl ¢ Young people involved in the arts,
Category 2Young people involved in local youth services,

Category 3Young people who do not engage in any youth service activity.

2.2 Methodology
This consultation was designed to be a hybrid of world café and structured dialogue. It focused on 4
keyareas;Participation Activities,OutcomesandGovernanceWeincludedenergisegamesasalead
in to group discussions and allowed time for reflentand comment after eadection.
We explored the potential of such a resource through a number of trigger prompts:
1 What would make you get up and go to such a plgEarticipation)
What would prevent you goingBarriers)
What do you think you would want to do theréRctivity)
What would you want to get out of if®utcomes)
What would be the most important thing about a place like tifis&lues)
Of the models presented, what features would be most important to ybehu)

=A =4 =4 4

1 Appendix 1
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Throughoubur discussionsvith them, barriersto attendanceidentified by the youngpeopleincluded
lack of privacy, difficulty in accessing a facility, distance to travel, opening hours, cost, a negative
atmosphere, overcrowding, too many rules, bad reputation and locativangport.

2.3 Feedback

2.3.1 Participation in a nevacility

What would make you attend the youth facility?

tog2 1Se NBlFrazya ¢SNB 3IAGBSY Ay yagSN (2 GKS I dzsS
Young people cited the quality of the atmosphere in the facility and the typastiities that would

be available to them there.

The atmosphere was cited by all groups. It must be youth friendly. It must be bright and welcoming
with places to hang out. It should have music on in the background and staff that know how to deal
with young people. It must be open to all young people to attend.

The young people were clear that there should be a range of activities in place to meet the various
social and developmental needs which should include arts, social, educational and cultural activities.
In essence, they felt that the atmosphere and looktaf place would attract the young people and

the range and level of activities would make them stay and engage.

2.3.2  What would you like to see in the néacility?
Allgroupshighlightedthe needfor arangeof activitiesto suitthe varietyof needsandinterestsof the
target group agollows:

Social

I WKIFyYy3 2dz0Q aLI OS 461 a YSYGA2ySR ydzYSNRdza GAYSa
placeto gatherand meetfriends.Theyfelt that localshoppingcentresare not overlywelcomingthey

can restrict access and are quite strict if they perceive that young people are loitering. The need for a
safe place to hang out with comfortable sofas and access to food at reasonable rates would be a
priority.

Recreational
A wide range of recreationattvities was proposed including all the usual ones, such as pool tables,

air hockey, table tennis etc.

Specialitclubsandsocietiesverealsohighonthe agendaThesewvouldincludesmallgroupsof young
peoplewith aspecial interesin one areasuchasthe arts,books,comics moviesetc.

Arts

2 Appendix 1Focus group feedback by meeting
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The arts featured strongly in the consultation with an expressed need to develop a range of
programmes to develop the artistic talents of the young people. The activities included drama,
photography, painting, music tuition and performances.

Culture

Throudhout the consultations, the groups identified the need for a lot more to be done to develop
@2dzy3 LIS2L) SQa gl NBySaa 2F 20KSNJ Odz GdzNBa | yR
would take the form of culture nights, food appreciation, music and performances from other
countries.

The groups also saw the centre as a base to develop European Exchanges with other groups in different
countries.

Other activities

Animals featured strongly in all groups as the young people liked the idea offhavin2 YS a1 2 dza S
pets in the facilityg possibly a cat or some fish. Again, many special interest groups were mentioned
including meditation sessions, grinds, revision classes, gardening and astronomy.

2.3.3  What difference will the new facility make faungpeople?
Theyoungpeoplewerevery clearthat this facility haspotential to makea significantimpacton young
LJS 2 LlifeS.lcanhelpthem developskills,meet newfriends,providesafetyandsecurityandcould
act as an alternative to ansiociabehaviour.

What difference will the new facility make for Newbridge?

Thenewfacility couldhaveatransformativeeffecton Newbridgeparticularlyfrom anArtsandCulture

point of view. There was a substantial feeling that by developing the arts and artistic performance
therewouldbe aknockon effectthat wouldimprovethe quality of all arts, the quality of performance,

the interest within the community and thergfile of Newbridge as an Arts hub. Impact on Arts and
Culturein Newbridgewould be significantasit wouldincreasethe numbersof peopleengagingn the

arts. It would also help to discover new talent and would generate more arts performances and
exhibtionslocally.Theyoungpeoplealsofelt stronglythat havingthe facility would reduceanti-social
behaviour, and more importantly would promote sodiadlusion.

2.3.4 How will the new facility bein?

Governance

Youngpeoplesuggestedhat alot of work will be neededto comeup with the bestgovernancenodel

which will have the balance of youth input and the implementation and management of proper

policies and procedures. The model of governance proposed was an overall committee to have
NEALRYaArAoAt AGeE O66KAOK ¢2dzZ R, and/piofeskBral staftapdry LIS 2 LJi
out the day to day operational aspects of the facility. Key stakeholders were identified as Kildare
CountyCouncilLocalyouthTheatres)YouthServicegndother statutory partnersandinterestgroups.

¢ KS @& 2 dzy groupdSaerelnifdfbof the different levels of expertise required to deal with the

different stakeholdersand the responsibilityof managinga facility of this sizeand stature. Young
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people defined their roles as having an input to ideam making, but with no direct responsibility for
operating the resource.

Values
The key values identified were respect, tolerance, acceptance, accessibiliydgamental,
welcoming and encouragement of selpression.

Equality
Allparticipantsin the consultationagreedthat the facility neededto be accessibléor allyoungpeople
in the community, regardless of gender, ethnicity, economic statbsckground.

Access

The groups were clear that this would be an Out of School hours facility as a priority, with evenings
and weekends especially important. There was some debate about potentially having different times
for different age groups in the facility, as-14-yearolds may perhaps require different activities to
15-18 years.

KILDARE
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2.3.5 Young People: What they said

Newbridge would be a
forerunner: it would be
the first arts andtultural
space just dedicated to ‘ It must promote
youngpeople equality

Responsible,
Inclusive, Respectful
of others

Maybe watch
movies- a movie
forum - discuss
them

| think that a lot of people
in my town would be
interested in a place to
read and practice music

Young people will have
a space to try new
things, to fail and To have &afe
try again environment

To learn from friends,
and explore how to ba

Make it accessible and
disability friendlyg all kinds
of disability, visually
impaired, hearing impaired
andaDowns Syndrome

It would put
Newbridge on the
map for arts and

52y Q0 RAAONAYAYFGS 3FAyad e&2dz/3 LISA
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2.4 Otherstakeholders
A series of telephone conversations took place with key agency stalahohnd other service
providers between November 2018 and February 29109.

In general, what has emerged from these conversations was acknowledgment of the overwhelming
need for a youth facility in Newbridge. Many stakeholders referred to the history behind various
efforts overmanyyearsto deliversuchafacility. Therewerereferencego abusinesgplancompleted

ten years ago, which had gained litttaction.

Eachstakeholdereferredto the enormouscontributionthat CrookedHousehasmadeto the livesof
the youngpeople,who participatedin activitiesthere. Everybodyalso agreedon the excellentquality
of the work produced by groups engaging in fineject.

Moreover, stakeholders acknowledged that with the national economy in recovery and a focus on
encouraging creativity at local level, renewed impetus might be chéthéito establishing a youth
cultural hub and resource centre.

It wasalsobroadlyagreedthat the keyto successsto havethe right peopleinform the processThere

must be ongoing listening and transparency in communication; an openness to share detail from
design stage through to implementation to completion and inform stakeholders at each point of the
process so that if required, various elements camvmaked.

Specific points raised included: 2.4.1 The building, 2.4.2 Activities, 2.4.3 Governance.

2.4.1 TheBuilding
Issues in relation to a lack of suitable resource in which to work with young people were flagged
numerous times among all stakeholders.

A number of stakeholdersassertedthat it is unacceptabldor agenciesandthe voluntarysectorto be
obligedto paycompetitiveprivaterentsto enablethem to fulfil their missionswhenthey are funded
by the Governmenin the first place.lt doesnot makesensefor Statemoniesto be investedin sucha
way.

The proposed location was questioned: Why should something like this necessarily be located in
Newbridge?YoungLJS 2 L#e&t®@ Bappensacrossa numberof differentlocationsin the countyand
other groups, active in this sector, should als@abknowledged.

A buildingbased entity has implications for costs and for governance. What to avoid is:
1 Asinglepurposebuilding,whichmaynot be viableonits own; nobodywantssomethingthat
is not going to be put to the best possibise.
T Inability to use a building or having a building that is lying idle, because not enough thought
hasgoneinto the governancassuesandthere is no agreedmanagemenstructurein place.

The concept of a single purpose building did not receive an enthusiastic response, in general.
Respondents noted the difficulty of resourcing such a facility and the governance issues that could
apply. One respondent noted that an important factor in dfttos is that Arts funding tends to be

3Appendix Al.Qist of consultees
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allocated to projeciased activities rather than to a buildHiigised entity, particularly since the
change in Arts Council policy.

The building should have amvironment that suits both the extroverted and introverted service user,
i.e. large open spaces and smaller, more intimate, fewer intimidating spaces.

2.4.2  Activities
Does Crooked House want to expand its own group in terms of its artistic potential, and creative
development only, or does it see itself feeding into a broader remit?

The range of activities that might take place theravould it be limited to arts and cegive
programming? The more services there are in a building like this, the better it would be for young
people.

Synergiesvere acknowledgedetweenthe type of activitiesengagedn by CrookedHouseandthose

of KildareWicklow ETB, Fordige, Kildare Yo&trvices and some local schools. Each of Crooked
| 2 dzza&igt&@scorrespondwith the Kildare/Wicklow Educational rainingBoardbrief of education,
cultural involvement and support that they offer youpegople.

One respondent articulated concern araligrowing polarisation within busy pressurised society.
Some element of the project/service should be dedicated to developing civic awareness in young
people as a crucial investment into the future. In large and growing towns like Newbridge, it is
challengngto inculcatethe Weratherthanthe I, where a senseof anonymitycanbe pervasiven the

faceof suchalargeandgrowingpopulation.lt would be greatto seeprojectsthat encouragepersonal
resilience for young people, in conjunction with our responsibilities and reliance on one another to
function as &ommunity.

2.4.3 Governance

Who ultimately will take the lead in gathering the partners around the table? One respondent was
happy to take a lead role as long as there would be no feeling of territorialism or that Crooked House
might feel threatened in any way.

Thereisaneedto enaure that ongoingchecksandbalance®n processesarein placeandthat regular
monitoringandreviewinghappensAnycentrefunded by Governmenneedsto be sustainableit also
needs a strong strategy describing its vision, mission, values andjcsdar

The benefit of Crooked House is that is provides a safe space in everypeay leadership is a
significant strength.

hyS NBaLRyRSyld NBFSNNBER (2 ¢g2NJAy3a Ay GKS LI ai
Crooked House and Crooked Mice (Younger people under 10). The original Riverbank model of the
three generationon the one sodworkedverywell - it extendedtheir reachinto the town andwasan

attractive package for funders e.g. By having a link with Newbridge Active Retirement Association, that
intergenerationalinkwascreated.Thiswouldbeconsiderecamoreinclusiveapproachgenerally. Also,

once they wereaeened, they could be a resource from a volunteering perspective. This could present

a stronger case tlunders.
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The Youth Work approach should complement and support anything that Crooked House might
undertake. It would also have toperate within the Quality Standards Framework for Youth
OrganisationsETBY outhworkerscouldfacilitate that if CrookedHouseR 2 S alye&iihaveit - bring

it through the different stages, undertake the youth consultation, community consultation and get
them over theline.

ThroughCommunityeducationservicesijt would be possibleto sourcefundingfor trainedfacilitators
to work with them on governareissues.

The idea of a partner LILINR | OK g2dzf R YI 1S Ad F @AFoftS LINRLRSA
{ LI} OSQx AT /NRB21SR 1 2dzaS 0O2dzZ R LINRPYARS (G(KS aLlJ O

contribute a Project Worker or a Caretaker Manage

Complementarity and collaborative approaches would strengthen any funding application and would
be better value for money. The more organisations focus on working together, the stronger and the
better the process and the outcomes.

In addition to delivey of space, ongoing sustainability needs to be addressed through provision of
secure funding streams to support initiatives that are service user led and importantly, the
engagementf a suitablemanagerwho will growthe serviceandoptimisethe experiercefor service
users. Sometimes too much pressure is placed on youth organisations to operatéagilittes.

The weight of several partners is needed around the table, who have experience, insights and the
necessary knowledge to make it work.

¢tKS 1 A@S Ay YATRIFEINB (G26y o6Fla OAGSR & F LRAIGSYGALl
YouthProject(KY Sinovedfrom their former locationin the town andare anchortenantsof TheHive.

They have increased the numbers of young people gadavith KYS by 100% since transferring to

The Hive, largely due to the quality of the premises and central location. The Hive has an interagency
board made up of representation from the Integrated Services Programme, Kildare Tidy Towns, Kildare
CommunityForum, Kildare Youth Services, Kildare County Council, County KHdD& Rartnership,

Tusla, An Garda Siochana, South West Regional Drug and Alcohol Task Force and Kildare Wicklow
Education and Trainirigoard.

One respondent described the risks around two specific models:

1 A Board which is volunteer led with professional legal, financial and HR skills. This can be
difficult to support as people realise that they are in deeper water than they anticipated
because hey have to operate a centre, they can often loose impetus as a result. It is also
becoming increasingly difficult for voluntary boards to support the exacting regulatory
environment and conditiontherein.

2 A Board which is made up of directors from amdnfye agency partners. On the one
hand, that could be very viable because interagency partnerships in Kildare have been
tried and tested and work very well together. On the other hand, sometimes,
2NBFYA&lLGA2ya | NBYy Qi @S NEdirept@sS Feopledlsokdali@eS a i+ T
the onusthat isonthem personallyto actinR A NB @leshmdiBr€lesswillingto assume
responsibility.
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2.4.4  Conclusion

The path to success is marked by the availability of the physical space, a good governance model and
structure,a deliverablevision/mission/valuesndobjectives a sustainablanodel of resourcinganda

plan as to how income generation will be met. Kegsgtions remain; where and how a building will

be provided? Who will deliver it? What will be the extent of the services offered in such an entity?
Howwill the operationbe resourced™Howto establishanappropriategovernancanodel?It iswidely

felt that a collaborative model will be the only way to deliver this type of initiative. The strategic
participation of key statutory youtfiocused stakeholders and other partners working in the sector

will be essential for its viability in the loegerm.

245 | 2y adNdios SaQ

A large multipurpose facility with a cultural and youth focus, where Crooked House would be one of
the anchor tenants. It could house teenagers and young peopt8@.dt would be accessible to

other groups with a yotht focus.

Activities
9 It could provide youth services in general absorbing activities of other youth service
providers.

9 It could be a training facility for youth leadership and voluntegning.

9 It could have a developmental purpose for young artists with a sound proofed studio space
and ITfacilities.

1 A downstairs basement could double up as an alcfitea nightclub- also as an academy
for DJs.

9 It could be a hub to incorporate a youth café widteption area andffices.
1 It could include accommodation for dance, youth club and smaller praciices.
1 It could build in space for filraiewing, reading and for teachisgssions.
1 Its outreach could cover student numbers from Z@&D00.
Governance

91 It wouldbe governedby aboardof interagencystakeholdersywho would operatebest
practice policies angdrocedures.

1 It would require a key stakeholder to take a |leakb.

1 It would offer a wide range of youth supports in partnership with other statutory and
voluntarystakeholders.

T It would be inclusive, accessible and safe and would operate within the Quality Standards
Framework for Youtl®rganisations.

1 A centre manager wodlmanage day to day operations with a voluntary team to offer
support. Young people would have a sagieisionmaking.

Values
1 Access, Creativity, Equality, InclusRespect
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2.4.6 Stakeholders: What thesaid
people

one another is really

QL]

FEASIBILITY STUDY

A place for young

to engage with

There is a dearth of

essential in the facef

growing societal
polarisation within a

space to meet
@2dzy3d LIS2
needs in the town

busy pressurised

The unacceptable thing is
that agencies and voluntary

society

‘

sector stakeholders are
obliged to compete for
space in the privateental
sectorbuilding.

If this is to work, a number of partners
around the table with experience,
insights and the neceary knowledge is
needed to make it work

The more organisations are working
together, the stronger and thieetter
the process and theutcomes.

There must be ongoing
listening andransparency
in communicationWe
need to learn from
mistakes of thepast.

Success will be marked by the availability
of the physical space, a good governance
model and'structure, an agreed strategic

~CROOKED HOUSE & KILDARE YOUTH T K
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A peerled model
is a significant

I A0NI GS3IAO0 LINX
strategic plan is to identify
suitable facilities for young

people in Newbridge

52y Qi dzy RSNEB
energy and effort that go
into running and managing
an camsm .

Have theright people
informsthesprocess

It would be great to see projects that
encourage both personal resilience
for young people in conjunction with
our responsibilities and reliance on
one another to function as a

community

and an income generation f







































































































































































































































































































