Hidden Art Social Franchising Case Study
	Background Information

	Name of project:   Hidden Art Social Franchising


	City:  London  



	Project synopsis 

Replicating the Hidden Art Model through Social Franchising

The aims of the project are to:

· Support a much greater number of designer-makers via franchising the Hidden Art model. This would utilise the valuable learning already acquired and allow it to benefit a much wider audience of designer-makers, not just in London, but in other pilot areas in the UK and internationally.  

· Enable local networks of designer makers and/or key local partners to provide a very similar service at a local level, while benefiting from the national and international network and expertise.

· Improve designer-makers’ access to a global market of new customers.

· Increase sales and create employment in a sector that is largely unsupported

· Enable manufacturing companies to gain access to new design talent and the joint networking facilities

What is a Hidden Art franchise
A Hidden Art Franchise is a satellite of the Hidden Art Head Office, providing tailored support to designer-makers in a specific geographic location.  As a result of supporting designer-makers locally, it also contributes to promoting the locality as a whole.  
The franchise concept ensures that there is consistency in provision and a clear and sustainable strategy.   Standards and learning can be maintained and ‘Hidden Art’ can continue to represent the opportunities offered to the public and manufacturers, to discover the hidden talent of local designer-makers, while providing a platform and meeting place for designer-makers from different backgrounds and cultures.  
About Hidden Art  

Hidden Art is a membership organisation that supports and promotes designer-makers, while offering companies and members of the public access to original design.

Our aim is to improve access to information, enable the exchange of ideas and expertise and offer a platform for designer-makers to exhibit and sell work, products and designs to key markets and the public.

Hidden Art began in 1994 as a small open studios event showing the work of 43 Hackney-based designer-makers. A decade on, it has developed into a unique network supporting over 1,800 designer-makers and building links between the creative and manufacturing industries and their clients.

Hidden Art now covers a number of initiatives that focus on the various issues which designer-makers face at all stages in their development. Projects include showcasing events, training and support services, a resource centre (the Bureau) and the Hidden Art Design Brokerage service, which fosters collaborations between designer-makers and manufacturers, commissioning agents and other interested parties.

All of these are promoted through the website www.hiddenart.com, which features news, information and an extensive directory of designer-makers’ work. The quarterly colour Hidden Art Magazine features news and reviews about Hidden Art’s initiatives and the design sector. As a not-for-profit organisation, any revenue generated by Hidden Art’s services is reinvested to support designer-makers. 

Over the past 10 years the benefits to designer-makers in East London from Hidden Art have been quite dramatic. The partners and funders of Mazorca Projects Ltd have recognised this growth and the Department for Trade and Industry (Small Business Service, Phoenix Fund) have awarded funding to help replicate the Hidden Art success story.

Hidden Art is the trading name of Mazorca Projects, a not-for-profit organisation. 

The first Hidden Art Franchise – Hidden Art Cornwall 

Hidden Art Cornwall, the pilot franchise of Hidden Art, in association with University College Falmouth, was started in June 2005 and will be officially launched the 11th November 05.  

Hidden Art Cornwall will replicate the Hidden Art model, providing support services for designer-makers and opening up new markets for their work by forging links with London and internationally. The umbrella identity of Hidden Art will create a stronger profile for designer-makers in the region, offering access to Hidden Art services such as open studios, the Hidden Art website, showcasing at events such as 100% Design and regular networking evenings across the county. 

Hidden Art Cornwall will help designer-makers keep in touch with what is going on in the contemporary design scene through regular e-newsletters, the quarterly Hidden Art Magazine, an invitation to the annual Hidden Art Forum with specialist speakers and research trips such as visits to 100% Design and the Milan Furniture Fair. 

Both Cornwall and London-based designer-makers will benefit from interacting via networking events, and selling opportunities. The Hidden Art Cornwall website is accessible either directly or through Hidden Art’s website which receives over 1.5 million hits a month from a wide range of potential buyers, commissioners and press.

www.hiddenartcornwall.co.uk 



	Delivery partners:   

Mazorca Projects Ltd, Company Limited by Guarantee, trading as Hidden Art

Advice from Business Link Hertfordshire. CAN has also assisted



	How is the project financed?  

In addition to the support of the Phoenix Fund the Hidden Art Franchise pilot project has also been supported by the following organisations:

Business Link Hertfordshire, CAN, CREATE Project, City Fringe Partnership, Government Office for London (Objective 2 Programme), Field Fisher Waterhouse, London Development Agency, Manual Writers International, Sheryl Webb (HR) and UBS Investment Bank.



	Does the project operate in a deprived urban area? If so, please outline the characteristics of the area (for example give details about the local unemployment, skills, business base and infrastructure). 

Hidden Art Cornwall covers Cornwall, which is an Objective 1 Area. Hidden Art Head Office now covers the whole of London, but started in East London where the Head Office is still based. East London is an Objective 2 area. 

Further franchises are envisaged in the North East of England and the West Midlands. 



	Does the project work with disadvantaged groups? If so, please outline which groups the project works with and in which ways these groups are disadvantaged. 

The project supports and promotes designer-makers who create and make work a products with a predominantly functional use ( i.e. ceramics, furniture, glassware, lighting, textiles and fashion accessories).   The designer makers include:

· Owner-managers of vulnerable, small to medium-sized enterprises, who work mainly as designers or designer-makers, a large proportion of whom are women. 

· Potential entrants to the sector, including recent design graduates, career changers with strong creative skills, and members of ethnic minorities and designers with disabilities who may face cultural and financial barriers to market entry.  
These are considered to be disadvantaged because they lack access to information, sector-specific support and opportunities to network with other designer-makers for peer-to-peer learning.  

Almost 66% of Hidden Art members are women and 20% are from a black and ethnic minory background.  15% of the businesses are start-ups (two years or less), 20% have been trading between 2 - 4 years, 40% between 4 -10 years, with 25% trading over 10 years.  

We aim to offer equal access to all through which we provide opportunities to access information or new markets.  




	Tackling Barriers to Innovation 

Please make your answers in this section as detailed as possible.

	What barriers to innovation, in the project’s delivery area or among its target groups, does the project aim to tackle? 
The project addresses the following barriers:

1.   Lack of infrastructure support for designer-makers

Whilst there are clusters of designer-makers in areas outside of London (such as Cornwall, North East or the West Midlands) a local support infrastructure specifically tailored to the needs of designer-makers is not fully developed or does not address fully the needs of the designer-makers.  To develop such an infrastructure from scratch is costly and takes time. 

2.   Lack of access to the skills required to develop the infrastructure 

Organisations working in the Social Economy interested in supporting designer-makers often lack the business and organisational skills to be able to set up and run the organisation successfully.

3.   Isolation

The main problem for designer-makers is their isolation – this leads to a lack of access to information and markets as well as gaps in the value chain for products.

Designer-makers have the potential to benefit from innovation, if their skills were pulled together.

4.   Lack of access to global markets

Designer-makers working locally lack access to a global market place to sell their work globally. 

5.   Lack of networking and information sharing

The designer-maker sector is characterised by a large number of independent micro-businesses, working in relative isolation in their own studios. Without support, there is limited co-operative working, networking, pooling of resources or skills development.

6.   Lack of cluster development

In areas with a large concentration of designer-makers but limited targeted support,  designer-makers will be unable to take advantage of cluster development .

Innovation requires not only traditional technological innovation (product innovation) but also a change in business and organisational skills, new business models - and new ways of organising work and innovation in design or marketing (process innovation), to ensure that innovation has results.



	How does the project work to tackle these barriers to innovation? 

These barriers to innovation have been successfully addressed through the Hidden Art Model that has been developed since 1994.  In order to replicate this model successfully in other areas of the UK, the Social Franchising model has been developed and piloted which: 

· Benefits from a strong Hidden Art brand – a franchise would help build the brand further.
· Acts as a virtual business incubator to accelerate development of new business support agencies with a view to increase employment, strengthen the support network, become a catalyst for growth and help designer-makers become more innovative and increase sales. 

· Is an effective tool to produce social entrepreneurs in other areas and transfer knowledge to local markets, whilst increasing access to global markets. 

· Presents an effective way to replicate good practice through the network. 

· Increases sustainability of the support organisation through cutting costs, and through access to new ways of generating income.

· Increases efficiency of the support organisation through setting standards (including for inclusion, equality and accessibility).

· Increases professionalism.

 

	Do you consider this project to be successful in tackling the barriers to innovation? If so, what ways?

The Hidden Art Social Franchise Pilot Project successfully tackles the barriers to innovation through applying the Commercial Franchising Model to the Social Economy.   This effectively addresses the barriers of lack of infrastructure support, access to skills, global markets and networking and information sharing through offering the following benefits: 

· Greater chance of survival – 3+ years.

· Higher chance of being profitable.

· Opportunities across a broad range of sectors (part time/full time).

· Sustainability (survivability).

· A route to enterprise – low cost entry and progression to other forms of business.

In addition to these benefits, the Social Franchising Model ensures that:

· Profits are reinvested in the company/community.

· The model is adapted to the local situation.

· And access to a global market is facilitated.  

This has already been borne out by Hidden Art Cornwall, our first pilot franchise. 



	Do you consider this project to be innovative? If so, in what ways?

The project is innovative in that it uses the best of commercial franchising model and adapts it to the social sector. Specifically this means that:

1.  The Commercial Franchise Package and offering has been replicated for the Hidden Art Social Franchise. This package consists of the following:

· Franchise Agreement  

· Operating Manual 

· Helpdesk – the franchisee is given training and support, and has access to the expertise and extensive network built up by Hidden Art’s Head Office. 

2.  The franchisee buys into a successful mode, the Hidden Art package, which consists of:

1.   A basic service  (Module 1) that all have to provide: 

· setting-up and developing a Membership Scheme; 

· providing a Hidden Art Website 

· running regular Networking Events and a Tailored Training Programme.

2.    Sales services  – Design Brokerage, Open Studios and Hidden Art stands at trade fairs. 

3.    Business support services – the Hidden art Bureau: a resource library/help desk, the Hidden Art Forum, International developments.


	Transferability 

	Which elements of the project are transferable? 

Following from the Commercial Franchising model, the Social Franchising model has as its basis the replication of a successful enterprise.  

However Social Franchising is a very new model and there are very few examples as yet in the UK and in Europe. (Social Firms UK, Fifteen, CAP in Germany).  Social Franchising as a valuable tool needs to be piloted and developed by more organisations to enable others in the Social Economy to benefit from the lessons learned. 



	Which elements of the project result purely from local circumstance? 

Whereas the Hidden Art Model is the same in all places, each franchise is different from other franchises in the network in that it:

· supports local designer-makers

· develops the local network, and works with other local organisations and SMEs

· promotes local work and products

· uses local suppliers. 

At the same time through the global Hidden Art franchise network local designer-makers are able to access a global market, global resources and will be able to network at a global level. This combines both the local and the global most effectively.



	What barriers could there be to effective transfer and replication in other cities?

The following could be seen to be barriers to running a Hidden Art Social Franchise successfully in other cities or areas and replicate the model successfully:

· Lack of designer- maker presence.

· The organisation interested in running the franchise lacks support from the local authority, local regeneration agency and/or another local agency/organisation ie. an educational establishment or renowned organisation in the design sector.

· Lack of skills for person running the franchise.

· Lack of cluster development in the area, such as an industrial base or an existing network of skills and supplies from this base eg. metal-working, clothing, jewellery.

· Lack of funding to support the initiative initially.

· Lack of understanding of what a social Franchise is. 




