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DIRECTORS’ NOTE

The Bank Arts Centre is a volunteer-led, not-for-profit community hub and cultural venue
based in Eye, Mid Suffolk - owned and run on behalf of the community by Eyes Open CIC
(registration number 08330737). The Organisation and Centre were established in
December 2012 to address a recognised lack of accessible, affordable creative and cultural
provision in the region. The Bank is a unique venue that supports the Visual Arts, Music,
Digital Technology and Social Opportunities in one hub - providing exhibitions, live events,
creative workshops, digital learning, volunteering opportunities, social space, and an
affordable café service — as an organisation we aim to use the Arts, Creativity and Social
opportunities as a tool for making positive, lasting and meaningful impact to our individual

and community wellbeing, for both residents and visitors to rural Mid Suffolk.

In 2021, Eyes Open CIC began an full re-development of the organisation, led by a new
Board of Directors to instigate a significant re-development of the Centre. The aims were to
ensure the Centre remained open as a community asset and transform
operations/programming to ensure it can thrive. To achieve this there is significant need of
capital investment and works, restricting of staffing, procedures, and activities and, most
importantly raising awareness of the project, the positive changes taking place, and break

down any barriers to access.

In the past 4 years, the team has already seen significant organisational growth, expanding its
programme, increasing visitor numbers, improving facilities, and strengthening its financial
position. Till revenue has increased from £16,065 in 2021/22 to £55,679 in 2024/25,
representing a 247% increase over four years. Kitchen revenue has become an important
contributor, rising from £5,912 in 2023/24 to £19,023 in 2024/25, following targeted
investment and improved footfall.

The following document expands our plan for the next 5 years, in which we aim to:

. Complete major redevelopment works to secure long-term viability

. Increase earned income to reduce reliance on grants


http://www.thebankeye.org

. Expand programming for diverse audiences, including underserved groups
. Strengthen governance, staffing, and operational capacity

. Operate as a self-sustaining, community-owned cultural hub

Our ambition for this project is to re-establish the centre as a hub for creative engagement,
learning, collaboration, and community. By 2029, Eyes Open CIC aims to be a financially
stable, fully refurbished, well-governed organisation generating the majority of income
through trading, with grants playing a supplementary rather than core funding role, and

contribute to building a cohesive and lively community.

Jon Betts, Abbie Schug, Liam Hayes
Board of Directors, 2024

ORGANISATION OVERVIEW
HISTORY & BACKGROUND OF EYES OPEN CIC

In December of 2012, four local artists and musicians — Rebecca Lyne, Christopher Parr, lan
Harvey, and Donna-Marie Harvey - formed Eyes Open Community Interest Company
to reuse the ex-HSBC/Midland Bank building in the centre of Eye, as a new inclusive arts
venue to bring a creative learning space to rural mid-Suffolk. The objective was to create a
self-sufficient enterprise that is strong and sustainable, funded by and rooted within the
needs of the community. The Bank Arts Centre (run by EO CIC) was established as a

not-for-profit Community Hub promoting creativity, inclusivity, and learning.

The building was originally leased for 3 years starting in March 2013. The CIC had the right
to buy at any time during the term of the lease at the fixed price of £220,000. The building
was purchased in 2016. This building is essential to Eye and is easily visible and accessible. It
has a long history of the community having an emotional attachment to the building. The aim
was to ensure it was retained for the community use rather than becoming private/exclusive
residence. The central nature allows opportunities to break down barriers to learning and
the arts traditionally not addressed on rural high streets. The location is ideal for trading as
a café and events venue to provide revenue for running costs. Under the original founder’s
5-year plan — the building was purchased in 2016. The funds were raised by the community
and EO CIC are proud to run this facility on behalf of the community, for the community. It
is a place where culture meets learning, and young meet old, in a welcoming, secure, and

stimulating environment.



Since 2012, the Centre has hosted a programme of regular creative and learning activities,
simultaneously with art exhibitions and the café. Daily operations are run by volunteers and
a few paid team members. The space presents an inspiring, inclusive atmosphere, which
encouraged barriers to be broken down and new connections to be forged. The format

helps to:

e Break down barriers to learning

e Realise the introduction of creative activity to members of the community who have
felt precluded from such activities in the past, having been prevented from taking part
either by confidence, poverty, lack of education or opportunity

® Introduce Arts as a key to individual and community wellbeing

e Use Arts performances and activities to generate cross generational communication
and understanding — forging strong community connections

e Build a sense of ownership and personal development through volunteering and

work experience programmes

Between 2016 — 2017, the company underwent significant changes in management and
direction, with the original founders all leaving by March 2019. The current board
understands that during this time there was both personal, financial, and community-based
issues with The Bank that caused significant negative impact on the overall appeal and nature
of the venue.

Mismanagement of funds sustained debts totalling £13k and the Centre closed for 4 months
from June — October 2017. A new board of Directors was installed, and an Art Auction was
organised to raise the funds needed to clear the debts and generate income to begin
operations again. The centre operated as a community Hub that began to direct towards

health and wellbeing over creativity.

After numerous COVID lockdowns and government restrictions on business and venue
closures beginning in 2019/20, The Bank re-opened in Summer 2021. Over the 2 years, EO
CIC received numerous government grants to support business closures, when restrictions

began to lift, gained income through private group / hall hire for workshops.



Back to full operations. In Spring 2022, the original basement-level strongroom was
converted into The Vault Digital Hub to provide non-curriculum digital skills opportunities
for children and young people (8-16) in areas such as 3D modelling, coding, game design,
music production, video editing and STEM. This work directly addresses rural digital

exclusion and complements — but does not duplicate — school provision.

In 2022, new board of Directors were appointed who took full management of the CIC.
After the past 5 years of business, there was a renewed direction to re-build community

trust, creative engagement, professionalism, and re-alignment with the project’s original aims.

FUNDING & REVENUE MODEL

Our business model works on our general programming to generate revenue to sustain
operations and overheads. This includes our daytime café, live evening/music events, social
groups, activities, workshops, exhibitions and art sales. With projects and exceptional works
(large building repairs or developments) requiring external funding through grants and

donations.

ORGANISATIONAL STRUCTURE

Eyes Open CIC is a Community Interest Company Limited by Shares.
Registration number 08330737.

The CIC is governed by a Board of Directors who collectively oversee strategic direction,
financial management and compliance. The Board currently consists of three directors with
experience in project management, the arts, digital education, finance and community

engagement. The Board meets regularly to monitor performance against this business plan



and to ensure that decisions remain aligned with our social purpose.

The role of Director is a volunteer position (as outlined in company constitution) and
Directors receive no dividends. Directors may receive fees for other operational roles
consultancy and employment basis (if agreed in full by the board, and this is to be done with

full transparency). Each Director owns a £1 share in the company.

The Organisation currently has 3 Directors:
. Jonathan Betts (2022)

. Annabelle Schug (2022)

. Liam Hayes (2024)

All profits must be re-allocated back into the community/organisation’s services.

Eyes Open CIC is a Schedule 3 CIC. However, a filed amendment to the constitution
outlines an asset lock to Suffolk Artlink Registered Charity No. 1110898 (or subsequent

charity of equal aims). The team expect to transition to C|C Schedule 2 asset-locked status
will take place within the next 2-3 years.

At current, two Directors hold additional roles of General Management and oversee daily
operations. We have additional management staff who support this. Since 2022, EO CIC
have received has received three rounds of grant funding from BMSDC to support
Part-Time Salaries for some management staff. Other roles have been funded from

self-driven revenue.

Members of the Team also hold roles of Catering, Exhibitions and Digital Hub Managers who

led/are responsible for these operations.

Volunteers

Depending on operations, between 80-95% of roles at The Bank are currently volunteer. We
currently have a rota of 10 Volunteers who support daily operations of Café / Kitchen
(Barista, FoH servers) and Events (Daytime and Evening). We have 4 Volunteers who
support the install of the Exhibitions. Annually, we provide work-experience placements for
local students. Maximum 3 students over the 2-week period. In future we hope to provide

work-experience opportunities throughout the year.

POLICIES AND COMPLIANCE



We maintain and regularly review core policies, including:

Safeguarding (children and adults at risk).
Health &amp; Safety and Risk Assessments.
Equal Opportunities and Diversity.

Data Protection and GDPR compliance.
Volunteer Policy and Code of Conduct.

Financial Procedures and Delegated Authority.

We are registered for DBS checks where required and ensure that staff and volunteers
working with children, young people or vulnerable adults are appropriately vetted and

supervised.



VISION, MISSION, AND OBJECTIVES

A CREATIVE HUB FOR OUR COMMUNITY

We are a volunteer-led creative hub working to make the arts accessible and inclusive to our rural
community. Based in a grade-l listed ex-midlands Bank building in the centre of Eye, Suffolk, we host
an eclectic programme of exhibitions, live music, theatre, comedy, activities, workshops, and classes
alongside our family friendly café. The Bank is a place where anyone can come along and feel
welcome and involved. In keeping with the CIC’s original constitution and purpose, our aim is to
operate a sustaining centre that provides a stimulating and easily accessible setting to access to
inspirational arts, creative activity, and learning opportunities. Run by the community, for the
community, our The Bank aims to combat isolation and detachment and promote wellbeing and

cohesion within in our community.

INVESTING IN CREATIVITY — OUR VISION

At The Bank, we believe creativity is the most powerful tool to achieving long-lasting positive change
therefore we are committed to investing in creativity to ensure the creative arts are accessible,
enjoyable, and affordable for all. VWe hope to create a diverse and enriched environment where every
individual feels inspired to explore and play with creative practices, build meaningful connections
though engaging with others, and grow self-confidence and skills to unlock personal potential. We

are driven to become recognised across East Anglia as a hub for culture, arts, and community.

Our historic building is a unique venue where art, music, technology coexist within a community

setting and work to break down barriers of creative appreciation and participation.

We continue to grow a platform supporting all Suffolk-based creatives, tutors, and performers to
showcase the region's incredible talent and promote a healthy and diverse cultural landscape. We
champion developing pathways in the creative industries and aim to provide personal and

professional skill development opportunities for all members of the community.

We understand the incredible benefits creativity, collaboration and communication can have on our
mental health and wellbeing and hope to become a recognised community hub where everyone feels
safe, listened to, and accepted. Through coming together to appreciate and participate in the arts, we
hope to encourage our community to become better connected through meaningful and empathetic

communication.



Finally, but most importantly, we hope to continue developing our educational Youth Programme to
provide equal and engaging opportunities to all children and young adults. By supporting our youth
to explore creative practices and develop valuable practical, personal, and social skills, we aspire to

contribute to the success of our future generations' ingenuity, resilience, and compassion.
As an organisation, we aim to:

® Encourage participation and engagement in the creative arts and digital

® Break down barriers to learning

e Provide inclusive and subsidised access to opportunities for personal growth and skills
development

Use creativity to actively address recognised needs within the community

Introduce Arts as a key to individual and community wellbeing

Provide a safe, welcoming, and compassionate environment for those in need

Grow a platform to support local artists and musicians

Offer work experience and employment opportunities to our community

SOCIAL PURPOSE

The Bank is run by members of our community, for our community, and this is at the heart of every

service we offer.

Across Babergh & Mid-Suffolk, there is a population of around 194,900 (Babergh — 92,300.
Mid-Suffolk — 102,600).

BACKGROUND -BARRIERS TO LEARNING & ENGAGEMENT

“With a combined population of just over 200,000, both Babergh and Mid
Suffolk have ‘super-ageing’ populations. Both districts have seen an
increase of over 30% in people over the age of 65, amongst the highest
growth in the UK for this age group. At the other end of the scale, both
districts have experienced a decrease in those aged under 15, at 6% and
7.5% respectively. Again, these are amongst the biggest drops in the UK.” —

BMSDC Culture, Heritage & Visitor Economy Strategy 2023-28. P7.

‘Older people are at risk of both economic and social deprivation,
especially if they live alone. Over 40 per cent of people aged 75 and over
live alone, and in most parts of Suffolk, at least one in ten people of
retirement age is living in poverty’

‘County and district-level rates of deprivation can obscure the numbers of
poor households that are living in a less deprived area. These ‘hidden’



deprived households are likely to be particularly vulnerable when
resources are allocated to areas with the highest levels of need.
Deprivation and inequality go beyond income poverty and include other
forms of disadvantage.’

‘More can be done to find out the barriers to community engagement and
encourage and support volunteering and community involvement among
population segments and in areas where organised activity is Ilow.
Outreach services and voluntary sector operations are all dependent on
the availability of safe and accessible facilities where activities can take
place. Community centres and church halls serve an essential function
enabling people to come together and service providers to bring their
services closer to those who need them. Financial support to help
maintain these facilities and provide new facilities where none currently
exist is a key component to more active community engagement and the
building of socially cohesive communities.” - Hidden Needs: Hidden Deprivation
and Community Need in Suffolk. (Prepared for the Suffolk Foundation by Alex
Fenton, Sanna Markkanen and Sarah Monk Cambridge Centre for Housing and

Planning Research Department of Land Economy University of Cambridge, 201 1)

“Mid Suffolk lacks heart because it doesn’t make culture part of people’s
everyday lives.”

“By 2036 the population in Babergh is expected to grow by around 7,300
people in Babergh and by approximately 9,300 people in Mid Suffolk, an
increase of 8% and 9.2% respectivelyl . The increasing age of the
population is a significant factor contributing to the overall level of
population growth. Both Districts have an ageing population with 45 to
59-year olds representing the single largest age group at present. In
addition, a significant percentage of the population are aged 65 years or
older (26.2% in Babergh and 24.5% in Mid Suffolk)2 . Babergh and Mid
Suffolk also have a relatively long-life expectancy at about 81 years for
males and about 84 years for females. As the population ages, there will be
different demands on housing, infrastructure, services and facilities.” -
Babergh & Mid Suffolk Joint Strategy 2023

The centre was established due to a recognised lack of access to creative and cultural services in

rural Mid-Suffolk. This is for numerous reasons -

From Eye, it is a round trip of 50 miles to the nearest city or major town, which is beyond the means
of many and places a serious financial and logistical burden on already deprived households.
Economic deprivation has been closely linked to low educational achievement and detachment from

the community. There are serious problems with isolation and intergenerational separation.
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After repeated COVID lockdowns and the proceeding economic and cost of living crisis, lack of
funding across the cultural sectors (and the emphasis of cultural spending in urban areas) has created

issues in accessing creative facilities and learning opportunities.

“Since 2010, enrolment in arts GCSEs has fallen by 40% and the number
of arts teachers has fallen by 23%. This shift is most pronounced among
state schools in deprived areas, where pupils are far less likely to sing in a
choir or play in an orchestra. Meanwhile, private schools have invested
substantial resources in art and music provision. As fewer state students
have the opportunity to engage with arts or music, fewer go on to study
these subjects at A-level or university. The risk is that arts subjects will be
restricted to a privileged few, shrinking the cultural horizons of everyone
but the elite.” — The Guardian. 7" Feb 2023.

Over the past year we have experienced this first hand with many of the GCSE and A Level Arts
Students and Hartismere School not choosing to follow creative pathways in higher education. And

there have been significant cuts to both their staffing and facilities within the past 6 months.

An issue we are still facing with overall engagement with the practical and visual art activities is the
perception that Art is elitist or specialist activity. We receive regular and direct feedback from our
visitors and members that suggest there are significant barriers preventing engagement and
participation across all ages — from the unaffordable costs of activities, lessons, and materials, to lack
of confidence and fear of “getting it wrong”. These are all issues that we aim to tackle within our

local community.

In light of this, we have a social responsibility to provide subsidised, inclusive and supportive access
to encourage those of all ages to feel safe, curious and excited to engage with creative arts in both

individual and social settings.

The Bank Arts Centre featured in Babergh & Mid Suffolk District Councils Culture, Heritage &
Visitor Economy Strategy 2023-28 as a recognised Cultural facility that provides rural and isolated

communities with access to creative activities.

VOLUNTEERING

We are proud to be a volunteer-led organisation and although as a team we work to facilitate and
provide services that encourage creative practices and communication, the opportunities to

volunteer with us are providing a vital service to our community.

“Volunteering is another vehicle for improved wellbeing. Within the
culture and heritage sector volunteer roles are usually undertaken by older
or retired people as it providing social interaction, intellectual stimulation
and renewed sense of purpose. They also have more free time. Many
museums have ‘volunteering for wellbeing’ schemes” — BMSDC Culture,

Heritage & Visitor Economy Strategy 2023-28.
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We currently have around |5 volunteers as part of our organisation — this includes the Directors,
daily Front of House staff and Event staff. Ranging from under [8’s to 70’s, our volunteers come from

difference background and give their time for a variety of reasons:

e Students or recent school leavers/graduates looking for work experience and gain new skills

® Long term unemployed looking to take first steps back into employment by gaining skills,
establishing new routines, making connections

e Unable to work full time due to health reasons and looking to apply skills and social
experiences

e Individuals wanting to make social change and give back to their community

e Recently moved to the area and looking to meet new people

e Retired individuals looking to maintain social interactions, keep busy and apply skills

e Creatives, Artists, Musicians looking to meet likeminded people and set up beneficial
initiatives

e Individuals struggling with mental health and wellbeing and want to gain confidence, meet
new people in a safe environment

e Refugees looking to get involved in a new community and learn new skills and language

Although due to the current strain on our resources we struggle to provide effective support for
individuals with higher or more challenging needs, we are aware of this and it is part of our growth

plan to put effective structures and plans in place.

Whether our volunteers are with us for a couple of weeks, or years — we have recognised that the
majority experience a positive journey of gaining confidence, learning new skills, improving

communication, better employment opportunities, and feeling more connected to the community.

ACCESS TO ARTS & CULTURE

The Bank is a unique Arts venue where visual arts, music, theatre, and technology co-exist within a
community setting. Ve are driven to provide invaluable experiences and opportunities to our

visitors to explore creative practices in an inspired setting.

Our year-long exhibition programme that provides free access for local people to experience the
work of local and national artists. We continue to work closely with our local schools to organise
low-cost activities providing local students with unique opportunities for cultural enrichment. Over
the past year, and with support from an initial grant from BMSDC, we exhibited the work of over 90
artists in 2023 and have worked with and met many more. This has formed the foundations of a rich
and diverse creative network and we continue to develop this with opportunities for networking,
professional development and exposure. VWe hope to be warm, welcoming, and accepting to all
creatives and provide a hub where they can share, communicate, collaborate, and socialise to

strengthen Mid-Suffolk’s cultural landscape.
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During regular opening hours The Bank is free to enter; and it is important we continue to provide
our visitors with free access to an inspired and diverse exhibitions programme. Professional gallery
settings can be intimidating, and The Bank removes barriers for every individual to engage with
creative practices. From Eye, it is at least a 40-minute drive to Halesworth, Ipswich, Norwich, Bury
St Edmunds, Saxmundham, which are the locations of the closest venues that provide free or paid

access to professional (not commercial) visual art exhibitions.

In addition, we provide a programme of regular live events of Music, Theatre and Comedy
performances. These are currently not free to access however subsiding these costs is a priority
going forward. This programme of live events grants opportunities to both established and emerging
local performers to share their craft with new audiences, continue to build a following and gain
experience and exposure. These live events are essential to supporting our community’s cohesion
and wellbeing through providing enjoyable and uplifting experiences. In addition, through growing and
expanding our music programme to attract performers of a regional or national recognition would
further enrich our community in providing access to experiences at reduced cost and travel

requirements.

Our exhibitions, café, workshops and live performances co-exist in our main space and The Bank has

evolved into an intimate and diverse hub for culture.

Although Eye has a growing population, the current number of roughly 2000 residents means our
immediate demographics are considerably smaller than those of our comparable venues in larger
market towns. However, our ambitions to support and provide for local community expands to all

rural towns and villages within at least a |5mile radius.

LEARNING

The Bank is where we aim to empower individuals by engaging people in learning through the Arts
and Digital. We have the capabilities to both host experiences and classes ourselves or facilitate

other organisations to host sessions — such as the WEA and CAS.

In the Spring of 2022, we launched The Vault Digital Hub in our original basement-level strongroom.
The Vault has been set up to fulfil a range of much needed functions. It provides an accessible hub
where young people can meet, explore a variety of digital based subjects and to focus on those most
suited to their interests.

Due to current grant funding we are able to provide subsidised or free places for young people aged
between 8 and 16 to learn digital and social skills in an engaging environment. Our programme
currently features opportunities to learn 3D modelling, game design, video editing, STEM, coding,
music production, Al, VR, and other IT skills. We purposefully use professional software (such as
Python, Blender, DaVinci Resolve and GODOT) that are free to download and are accessible to all

course members to continue their learning journey at home without any additional costs.
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The focus is on manageable size groups of 8 where the tutors can provide the maximum attention
per student ensuring the best possible outcome. Since launching this project, we have offered places

to over 300 young people and we continue to expand what we can offer.

The feedback we are receiving clearly indicates that the various events we are running are having a
positive outcome on the children’s wellbeing. The Vault provides them with a safe place they can
visit, mix with other children and make new friends in and out of their schools. We are also receiving
consistent excellent feedback from parents. Their children are no longer just playing computer games
but are learning new skills and are keen to learn more. Several children have already volunteered and
are now helping at the bank. The Banks central location also offers easy accessibility for surrounding

rural locations.

We have established excellent partnerships with “The Creative Computing Club” and “The Virtually
There Studio”. These educators supply us with a wide range of workshops and activities that attract,
captivate and educate young people from the surrounding rural areas, and provide high quality and

engaging experiences that our otherwise unavailable outside urban areas.

The Vault actively addresses a national Digital skills shortage - The Learning & Work Institute says
the number of young people taking IT subjects at GCSE has dropped 40% since 2015 and the UK is
heading towards a “ digital skills shortage” This is at the same time that consulting giant Accenture
says demand for Al, cloud and robotics skills is soaring and has “been a digital acceleration in all
sectors, creating new skills needs, so that could explain the jump.” Experts say digital skills are vital
to economic recovery following the pandemic. But fewer than half of British employers believe young

people are leaving full-time education with sufficient advanced digital skills.

Many young people have no idea that their hobbies can be turned into “highly rewarding job

opportunities” .

The Learning & Work Institute’s research reveals that 70% of young people expect employers to
invest in teaching them digital skills on the job, but only half of the employers surveyed in the study
are able to provide that training. The Vault is providing a bridge for young people to discover their
full potential in new digital avenues. We aim to help young people develop their digital skills further
and to introduce new skills, develop enjoyable hobbies, and increase career options.

Our aim is to engage all generations of learners in education through inspiring and creative skills
within an inclusive environment with expert tuition. The Bank encourages communication across

generations promoting social cohesion and understanding.
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CURRENT OPERATIONS

The Bank Arts Centre is open to the public Wednesdays to Saturdays, 10.30am — 3.30pm.

These opening hours allow the facilities to be open to the public free of charge.

Our general programming and operations (outlined below) facilitates making positive

impact and change within the community.

The Bank is closed to the public Sundays to Tuesdays although often staff are on site working, or we

have additional activities or private hires taking place. This may be daytime and/or evening.

Our core activities currently include:

Café (General Opening: Wednesday—Saturday) providing affordable, homemade food, warm
space and social interaction. Full lunch menu available. This is mostly operated by Volunteers
with a couple of paid management staff. In Summer 2023, we appointed a volunteer chef who
took on re-developing the kitchen and lunch menu. Most suppliers to the café and kitchen
are local-based businesses. The aim is to bring business to the community rather than

remove business, whilst also minimising waste.

Year-round exhibitions programme showcasing local and regional artists, free to enter. This
includes annual student showcase exhibition and open calls representing artists of various
experience and practices. Artworks for sale to support local artists practices and provide
professional opportunities. Host school visits and additional activities led by exhibiting artists

such as workshops or residencies.

Live events including music, comedy, theatre and spoken word, prioritising accessible ticket
prices. Small intimate events between 40 seated and |20 standing. Variety of genres. Priority

for regional performers.

Programme of creative workshops and classes. Variety of media and skills, Suitable for all skill
levels but all sessions suitable for beginners to encourage participation. Some programming
subsidised by grant projects to keep costs affordable. Materials included when possible to

improve accessibility.

Weekly Creative Groups (Art, Knit & Natter, Folk Night) — social/community groups use
space regularly to explore creative disciplines and socialise. Small token hire fee. Group

members regular attendance and sense of belonging.
The Vault Digital Hub programme for children and young people, with non-curriculum digital

workshops. Teaching digital skills but supporting personal skills development and wellbeing

through making friends, building confidence.
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e Room hire for community groups, creative practitioners, support organisations and private
events. This might include any of our facilities. Ve give reduced rates to charities and
community organisations for both regular use and one off events, such as Realised Futures

(Monthly outreach) and Abbeycroft Leisure (Christmas Food Box Collection Day)

e Volunteer placements for around 10-20 people at any time, including young people, retirees,

neurodiverse individuals and those facing barriers to work.

We are currently heavily reliant on grant income to support daily takings.

In April 2024, we will have completed the second grant fund provided to The Bank by BMSDC to
finance a part-time General Manager role. This was established in Spring/Summer 2022 to provide

effective business management improve all aspects of daily operations.

In Spring 2022, The Bank was operating at a significant quarterly loss and the Directors and General
Manager have worked to resolve these issues. Improvements have been made however there remains
a shortfall in takings. Due to this, staff salaries for both essential and non-essential positions are

currently unachievable with our revenue takings alone.

Priorities going forward are providing a full programme of activities, re-establishing positive
community relations, ensuring proper business management, becoming financially sustainable.
Ensuring the continuation of this community Arts Project is essential — a full outline of the Boards

new 5-year plan on how this will be achieved is outlined below.
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BENEFICARIES AND SOCIAL IMPACT

Eye is a small market town with a population of around 2,000, situated in rural Mid-Suffolk.
Access to cultural venues and specialist learning opportunities is limited: the nearest cities
and larger cultural centres (such as Ipswich, Norwich, Bury St Edmunds and Halesworth)
require round trips of up to 50 miles. Public transport is limited and often impractical,

particularly for low-income households, young people and older residents.

Babergh & Mid Suffolk District Council’s Culture, Heritage &amp; Visitor Economy Strategy
(2023-28) recognises The Bank Arts Centre as a key rural cultural asset. Local wellbeing
data indicates that more than | in 20 residents report feeling often or always lonely,
underlining the need for local, welcoming social and cultural spaces. Our user data indicates
that approximately 38% of visitors are over 65, 45% are aged |17-64, and 17% are 16 or

under.
We support:

e Elderly and retired residents seeking social connection, routine and affordable
activities.

® Young families and children accessing creative and digital learning.

® Low-income individuals and households benefiting from subsidised activity and low

cost food.
® Long-term unemployed individuals gaining confidence and experience through

volunteering.
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People with mental ill-health or neurodiversity who need safe, accepting spaces and

structured engagement.

e Artists, musicians and creative practitioners seeking local platforms for their work.

As a result of The Bank’s activities, our recorded social impact is:

Increased engagement from all members of the community

Increased participation in creative practices

Increased sense of community understanding and cohesion

Increased sense of wellbeing for both individual users and the wider community
Decreased isolation and loneliness

Increased sense of belonging at The Bank and within the wider community

Increased collaboration between local groups and organisations

Increased individual confidence to access further activities and learning either within The
Bank, independently, or through other organisations

Increased confidence to participate in external community activity

Improvement in the skills bases of individuals through providing relevant experience

Despite the informal nature of The Bank, we continue to develop effective and appropriate methods

of feedback to ensure we are meeting the needs of the community. We conduct annual feedback

survey open to all users to measure our ongoing impact and community needs.

2024 User Feedback Report demonstrates -

That 38% of visitors are over 65, while 45% are aged 17-65, and 17% are 16 years old or

younger. The centre plays a crucial role in reducing social isolation with an intergenerational

social space, with 86% of current visitors self-reporting positive social interactions and 52%

feeling more connected to their community after engaging with The Bank.

97.5% gained confidence from participating in an activity
85.8% reported positive impact on their mental health and wellbeing
(Average score 8.2 out of 10. Increased score by 2.9 since 2022)
72% gained positive outcomes for participating
88.7% reported opportunities for positive social interaction (increase of
2.7% compared to 2023 survey)

e 82.5% reported feeling more connected to community (this is a
significant 30.5% increase from 2023 survey)

o 69.4% reported reduction in feelings of loneliness and isolation from
engaging/participating. With reported average improvement score of

18



8.3 out of 10. (This is a 7.4 increase from 2023 survey and average score
increase of 1.9 since 2022)

CURRENT PERFORMANCE / ATTENDANCE

We track visitor numbers, transactions and programme participation in order to understand

demand and shape our offer. The table below summarises growth in till income (all sales)

and kitchen income over four years.

Financial Year

Total Till Income
(not online sales)

Kitchen Income

Notes

2021722

£16,065

N/A

Recovery after
COVID restrictions,
limited trading
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2022/23 £26,127 N/A Growing Café and
events activity. New
management in

place.

2023/24 £34,461 £5912 First full year of
expanded kitchen
offer

2024/25 £55,679 £19,023 Significant growth in

café, events and
venue use

Based on this income growth and our recorded attendance, we estimate current annual
engagement at around 9,000+ visits per year across café, events, workshops,

exhibitions and The Vault. This is estimated from statistics from POS Till analysis from Ist
May 2024 to 31st April 2025 — which took 5018 orders (drinks, lunch, etc) during this
I2-month period. This varies between | visitor up to 6. (Groups above 6 tend to split

orders). Taking an average of 2-3 visitors per order.

Our aim is to increase this to approximately 11,000-12,000 visits per year by
2028/29 through improved facilities, marketing and programme development.

In the year 24/25 our annual user survey demonstrated —

e Around 80% of our users attend more than once during a 12-month period. (café,
some workshops and events).
® 22% reported they visiting The Bank for the first time during this period

Our largest influence comes from visiting in person with 56% of users reporting they

first heard about us when visiting. (Followed by word of mouth —31%, 12-13%
website / social media).

® 65% visitors reported the primary reason they visited was for our café

® 20-30% attend for exhibitions and events

These statistics estimate that we have 1,500-3,000 new café visitors per year. (130-270 per

month, for | | months per year).
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Recent annual participation in structured activities (approximate figures):

e Art workshops and classes: up to 200 attendances per year.

e Exhibitions: PV events receive 40-90 visitors per 2-hour event. Plus 100 — 350
additional visitors during the whole exhibition, per exhibition. An average of 50%
participants and visitors to exhibitions are first-time/new visitors.

e Drop-in creative and social groups: around 300-480 attendances per year.

e Live Events: between 500 — 800 attendances per year. Live evening events receive
90-100% capacity per event. Events can seat 40-75 people per event (depending on
layout)

e Vault Digital Hub sessions: 140—180 attendances per year (children and young

people).

RE-DEVELOPMENT

Since 2022 we have achieved significant growth and positive achievements, however we continue to
assess the organisation and recognise a need to significantly continue re-development of the centre
to achieve our aims of creating a vibrant, diverse, and inspired Arts venue. The following is a

renewed business plan for this re-development:
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Our 5-year strategic objectives are grouped into five key themes:

Financial Sustainability
Programme and Community Impact
People and Governance

Building and Facilities

Partnerships and Profile

RECOGNISED AREAS OF CONCERN & IMPROVEMENT

® Low numbers of volunteers — difficulties in covering standard rota and current resources are
overstretched. Some staff are overworked.

e Under performing staff — experiencing difficulties with paid staff and volunteers under
performing, not completing tasks / jobs as required, despite regular training and reminders

e Current management and staffing structure — limited resources but some staff are no longer
suits for their roles

e Financial strain — revenue is rising but still not close to being sustaining. Staff salaries are
currently unaffordable

e Facilities are in desperate need of capital investment to be useable and beneficial to users

e Internal and external professional tensions continue due to historical issues of
mismanagement and bullying

e Trust needs to be re-built, some customers and locals remain cautious due to previous issues

e Very limited activities programme (2013 operations had 20+ activities on offer which

supported aims and revenue

Financial Sustainability

. Increase self-generated revenue by an average of 10—12% per year, aiming for 50-60%
of total income from trading (café, ticket sales, room hire, workshops) by 2028/29.

. Maintain a balanced budget year-on-year, with small surpluses reinvested into reserve
and capital maintenance.

. Diversify grant income sources to reduce risk of over-reliance on any single funder.

. Build a minimum unrestricted reserve equivalent to 6 months of core operating costs
within 5 years (£12-15K)
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Programme and Community Impact

. Sustain and expand non-curriculum digital learning through The Vault for children,
young people and adults.

. Increase the number of regular workshops and classes, especially for low-income,
older and neurodiverse users.

. Maintain accessible ticket pricing and introduce more ‘pay what you can’ and
subsidised opportunities.

. Improve outreach to underserved local villages and parishes using targeted marketing

and partnerships.

People and Governance

. Move from heavy reliance on volunteer labour to a more balanced structure with a

small, stable paid core team.

. Strengthen the Board with additional skills (finance, legal, fundraising, HR) and lived
experience.

. Formalise induction, training and recognition for volunteers to improve retention and
experience.

Building and Facilities

. Phase I: Main Hall Improvements (Chairs, Blind, Staging, Café)

. Phase 2: Main Hall LED Lighting

. Phase 3: Side Gallery / Exhibition Facilities (general building repairs — Chimney &
Windows)

. Phase 4: Reconfigure toilets, commercial kitchen and first floor art workshop/studio.

. Phase 5: Roofing repairs and additional improvements (e.g. further accessibility

enhancements, storage, environmental upgrades).

Partnerships and Profile

. Continue collaborating with schools, colleges and councils to reach young people,
families and vulnerable adults.

. Increase visibility through regional networks and targeted marketing campaigns.
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FINANCE PLAN AND FORECAST

Historic Financial Performance (Summary):

In 2023/24 our combined expenditure (cost of sales and expenses) was approximately
£97,906, with total income of £97,525. Grants made up around 53% of income and self-

generated revenue (sales) around 43%.

Our 2024/25 accounts show a significantly improved revenue position, driven by increased

café and event income, but also rising costs in energy, repairs and staffing.

Income Assumptions 2024/25-2028/29

We model our income growth at a cautious 10—-12% per year for self-generated revenue,

reflecting historic trends but allowing for economic uncertainty. Grant income is assumed to

remain broadly stable in cash terms, with small increases aligned to specific capital or

programme developments. We assume no major new unrestricted grant beyond those

already in the pipeline, to keep projections prudent.

Forecasted Figures:

Finance Year | Self-Generate | Grant Total Income | Expenditure | P/L

d Revenue Income (total)
2024/25 £55,700 £55,000 £110,700 £110,000 £700
(base)
2025/26 £61,000 £55,000 £116,000 £115,000 £1000
2026/27 £67,000 £57,000 £124,000 £120,000 £4000
2027/28 £74,000 £57,000 £131,000 £126,000 £5000
2028/29 £81,000 £58,000 £139,000 £132,000 £7000
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These projections are indicative and will be reviewed annually. The aim is for self-generated income
to become the majority of total income. Grant spending is expected to transition fully from 90%
Capital to up to 100% project costs (community activities) by 2029. Expenditure is expected to
increase by approximately 6-8% per year, driven by inflation, utility costs and incremental staffing.
We expect some savings from energy-efficient LED lighting, improved kitchen workflow, and better

preventative maintenance.

Staffing, Volunteering and Capacity

Current Structure

The Bank currently operates with a small number of part-time paid roles (including a
General Manager and limited Front of House support) alongside a core team of 15-20
volunteers. Volunteers support the café, events, basic admin, exhibitions and some aspects
of The Vault.

5-Year Staffing Plan

Our aim is to move from a primarily volunteer-powered model to a more balanced
structure with a reliable paid core team, while still valuing and growing volunteering as a key

part of our social impact.
By 2028/29 we aim to have:

e | FTE equivalent General Manager / Operations Lead (potentially split across two
part-time posts).

o 0.6-0.8 FTE equivalent Front of House and Events coordination.

e 04 FTE equivalent Digital Hub / Learning Coordinator (funded in part through
project grants).

e Sustained volunteer team of 20-25 individuals, with clearer roles and training.

We will continue to use fixed-term project staff where appropriate for funded activity, while

ensuring that core roles are not wholly dependent on short-term grants.
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Volunteer Development

Volunteers are vital to our work and benefit significantly from the experience. Many

volunteers are neurodiverse, managing mental health conditions, retired, recently relocated,

or long-term unemployed. We will:

Introduce structured inductions and role descriptions.
Offer basic training (customer service, safeguarding & digital skills).
Provide travel expenses where appropriate.

Celebrate and recognise contributions (e.g. certificates, references, social events).

5 YEAR DEVELOPMENT AND SUSTAINABILITY PLAN
(2024-2029)

To achieve our 5 Year plan, this is the outlined timeline of each phase of works.

Year | - Stabilisation & Foundations (2023-2025)

Focus: Repair trust, stabilise operations, build strong foundations

Governance & Staffing

Review and redesign staffing structure with clear role descriptions.

Recruit a Finance & Governance lead (volunteer or part-time).

Introduce performance management and wellbeing support for staff and volunteers.
Launch a volunteer recruitment campaign with defined roles and training.

Finance & Sustainability
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e Develop realistic budgeting and cashflow forecasting.
e Start building relationships with local businesses for sponsorship.

Community & Trust Rebuilding

e Hold quarterly community open meetings and listening sessions.
e Improve transparency through newsletters and social media updates.

Facilities (Priority/Safety Works)

e Begin essential building repairs (roof, chimney, floor safety).
e Start decluttering and re-organising storage.
e Improvements to Main Hall — Tables, Stage, Chairs, Blinds
e |Install new main hall lighting.

Outputs:

Stronger staffing model, increased volunteer numbers, clear governance systems, safer
building.

Year 2 (2025-2026)

Focus: Expand programme and improve public profile

Marketing & Profile

e Expand printed “What’s On”’ to over 300 copies and begin distributing externally

e Refresh branding, website and messaging.
Arts & Creative Programme

® |Increase regular workshops to 8-10 per month.
e Begin schools engagement through workshops and youth projects.
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Facilities

e Renovate side room into a dedicated gallery space (to be funded by The Abbey
Foundation)
Upgrade Store room and storage facilities
Upgrade white goods/equipment for kitchen (oven, Freezer, extraction, water heater,

hand wash sink)
Finance

e Secure at least one multi-year corporate sponsor.
® Introduce low-cost membership scheme for regular users.

Outputs:
Higher footfall, improved reputation, stronger partnerships.

Year 3 (2026-2027)
Focus: Maintain programme and make the building fit for growth
Major Capital Works

e Renovate kitchen and food storage.
e Begin toilet and accessibility upgrades.
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e Start plans for replacement of heating systems.
e Renovations upstairs

Programme Development

e Launch Community Studio upstairs.
e Run full programme of creative workshops.
e Host regular artist talks, exhibition launches and discussions.

Income
® Increase venue hires and café income by improving facilities.

Outputs:
Better-quality environment, stronger earned income, wider participation.

Year 4 - Digital Expansion & Reputation Building (2027-2028)
Focus: Reach wider audiences and diversify income
Vault Digital Hub

e Establish “The Vault” digital creative space (software training, digital arts, youth
skills).

Music & Live Events

e Establish monthly live music and performance programme.
e Develop partnerships with regional promoters and artists.

Heritage & Documentation
e Publish first Annual Art Document.

Outputs:
Regional recognition, diversified audience, online income streams.

29



Year 5 (2028-2029)

Focus: Secure future and embed resilience
Financial Sustainability

e Achieve 60-70% income from self-generated sources.
e Build operating reserves equivalent to 6 months’ costs.

Community Leadership

e Establish community advisory group.
e Expand intergenerational and inclusive programming.

Building Legacy

o Complete remaining works: windows, insulation, roof upgrades, café furniture
refresh.
® Embed maintenance and asset management plans.

Outputs:
A resilient, financially stable, trusted community arts centre.

Cross-Cutting Priorities (All Years)

Ongoing community consultation and annual user surveys
Volunteer wellbeing and training
Strong safeguarding, equality and inclusion practice

Environmental improvements (LED lighting, low-energy systems)
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MARKET RESEACH

Eye and surrounding villages of a 10 mile radius

The aim is to make an inclusive space offering something for everyone.
The cafe is family friendly.

There are no arts and learning spaces outside of statutory provision.

We spent several months prior to opening speaking to the Town council, local schools,

business forum.

® We asked for feedback from the residents through newspaper articles and parish magazines.

e The feedback was overwhelmingly positive however with a note of concern, unsure what the
nature would be of something that that they had never experienced.

® We are working closely with the town council and the schools to provide services and
facilities.

® We are continually monitoring our impact, value and need.

® There are no other food establishments specialising in dietary requirements

Other regional Arts venues that are comparable services and operations include:
Eye has estimated 2,000 residents.

John Peel Centre for Creative Arts, Stowmarket — non-profit community owned Arts Centre
in Stowmarket (population 15,000). Re-purposing an unused historic building to create inspiring
environment. Hosting original music, poetry, film, theatre, and comedy. Providing access to cultural
activities and events. 5 minutes from Norwich-Ipswich-London railway line. Licensed bar. Well
established and well attended events. Professional presentation and strong advertising and
promotion. Events hosted every day / every other day. Event tickets vary between free entry - £15.

Town centre location, high demand for live events and entertainment.

The Art Station, Saxmundham — Charity Arts Organisation in rural market town, coastal
(population 4,500). Repurposing 1950’s telephone exchange. Engaging Arts and Community
programme. Providing affordable spaces for artists and makers alongside exhibition and events space.
Contemporary arts, community driven. Creative learning sessions offer a range of artist-led activities
for different age groups, building activities around our current exhibitions, projects and events and
making connections to other subjects including science, heritage and technology. exhibitions
throughout the year, showcasing diverse emerging and established Suffolk based and UK creatives,
alongside international contemporary artists. Curator and Board of Trustees. Offer 6 month paid
work experience placements 18-23 yr olds. Digital training for young people. Works closely with

schools and universities.
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Rock Paper Scissors, Ipswich — Grass roots community Arts organisation providing progressive
creative workshops and inspiring arts activities. (Ipswich, population 139,600) Focus on creative
learning — aimed to build confidence and encourage aspiring young creatives. Teaching problem
solving and independent thinking. Established in 2019. We deliver our work alongside local cultural
and charitable organisations such as Ipswich and Colchester Museums, Suffolk Archives, Suffolk
Libraries, Suffolk Family Carers, Ipswich JobCentre Plus, Lighthouse Women’s Aid, Suffolk Refugee
Support, Suffolk Mind and Volunteering Matters. Funding from Arts Council, Start East and Suffolk
Community Foundation. Sketchbook club, stitching club, Collage, print making, Drawing and life
drawing — workshops mostly £5.00 - £42.00 per session. Studio facilities, equipment and materials
available to use. Multiple community driven projects ongoing. Open Studio drop in (support via

council).
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MARKETING STRATEGY

We recognise the need to significantly improve our marketing going forward. Currently, our

advertising includes:

Website (Weebly)

Mailing List (Mailchimp)

Social Media (Facebook, Instagram, LinkedIn)

Posters & Flyers

In-house What’s On Booklet

Monthly Eye Magazine What’s On Feature

Press

We are in discussions with Falcon Publishing on the possibility of having a quarterly What’s
On printed (free of charge to The Bank). This is currently dependent on being able to

schedule and pre-plan all our events a minimum of 6 months in advance.

RECOGNISED TARGET AUDIENCES

We operate to support all members of the community; however, we have recognised the most

prominent demographics:

Children and young people and families
Students

Adult Learners

Retired

Residents

Artists, musicians, and tutors

KEY MESSAGING

Community driven
Inclusivity

Safe, accepting, and welcoming space
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Subsidised and accessible learning

KEY PERFORMANCE INDICATORS

Increased webpage visits
Increased social media following & post engagements
Increased Activity & Event participation

Increased daily footfall

PEST ANALYSIS

POLICITAL

Ecological / Environmental Issues
Current legislation home market
Future legislation

International legislation
Regulatory bodies and processes
Government policies

Trading Policies

Funding, Grants and initiatives

ECONOMIC

Home economy situation

Home economy trends

General taxation issues

Taxation specific to products/services
Seasonality/weather issues

Market and trade cycles

Distribution costs

Customer / end-user drivers

SOCIAL

Lifestyle trends

Demographics are not an issue as long as The Bank continues to respond to the community

Consumer attitudes and opinions
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Consumer buying patterns
Major events and influences
Advertising and publicity

Professional relations

TECHNOLOGICAL

Replacement technology/solutions
Maturity of technology

Information and communications

Consumer buying mechanisms — direct charges on transactions / services

SWOT ANALYSIS

STRENGTHS WEAKNESSES
e Community driven e Not generating self-sustaining revenue
® Increasing community support e Reliant on Grants
e Volunteer staff reducing outgoings e Unprofessional Staff
e Growing network of partners e Historic mismanagement issues
® Increasing footfall ® Lack of effective management systems /
e Positive feedback structure
e Developing more consistent branding e Need for more staff
® Improved positive atmosphere e Behind on advertising / programme
e Planned facility improvements planning
® Good relations with councils and
funding bodies
e Growing awareness of the project
e Recognized need for The Bank through
direct feedback
OPPORTUNITIES THREATS
e Create better feedback system e Customer’s finances worsening
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Growing programme with new facilities
New partnerships
New houses / residents in Eye

Loosing Customer participation
Volunteers leaving for employment
Negative perception within community
Unexpected building/maintenance costs
Increasing costs (utiltiies/supplies)

New local competitors

Change in grants & lack of accessible

grants CIC qualifies for
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KEY RISK AREAS

RISKS

SOLUTIONS

Staff Health

Establish regular wellbeing, feedback and progress check-ins to
ensure staff are well.

Opportunities to alter roles / hours if necessary

Ensure back-up staff are trained and on call when nessecary

Volunteer Health

Establish regular wellbeing, feedback and progress check-ins to
ensure staff are well.

Opportunities to alter roles / hours if necessary

Ensure back-up staff are trained and on call when nessecary

Poor Customer Service /
Complaints

Ensure all staff are trained to a high standard. Only leave staff
working along once assured they perform well. Implement constant
reviews and feedback to ensure staff are providing good quality
service and listen and action all customer issues.

Address staffing changes if necessary.

Monitor performance regualry.

Staff leaving / Unable to
attract new staff &
volunteers

Review and alter advertising campaigns. Add additional benefits for
volunteers and staff to make roles more supportive, beneficial and
attractive.

Review budgets to see if we can afford paid staff

Drop in Café Trade

Increase / alter advertising plan.

Find new networks or demographics to attract

Re-review feedback to understand if community needs could be
better met.

Fall in Event attendance

Increase / alter advertising plan.

Find new networks or demographics to attract

Re-review feedback to understand if community needs could be
better met.

Fall in Activity / Workshop
attendance

Increase / alter advertising plan.

Find new networks or demographics to attract

Re-review feedback to understand if community needs could be
better met.

Lack of revenue &
continued monthly loss

Follow routes of public and private fund raising.
Seek additional grant funding from organisations and statutory
bodies.
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Unaffordable Prices for all
Customers

Review event / activity budgets and find opportunities for further
subsidising to better support lower income individuals
Seek additional funding to subsidise costs further

Closure due to H&S or
Licence issue

Ensure all procedures are followed and all aspects on building and
business are regularly inspected. Any issues raised and dealt with
immediately.
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