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WELCOME

The WELCOME Project was developed in partnership between Reimagine Redditch, Worcestershire
Acute Hospitals Charity, Arts in Redditch and the Worcestershire Acute Hospitals NHS Trust. Neith Art
& Sculpture, a collaborative practice led by Kim Neith Thompson and Rob Neith Nicholson, was
awarded the commission.

This case study provides an assessment of the background, development, delivery and initial impact
of the project. It also provides a summary of the learning derived from the project journey alongside
recommendations for future creative work in health settings, partnership working in Redditch and the
ongoing impact of the work.

Project background

The WELCOME project builds on the hospital charity’s previous collaboration with Severn Arts on an
A&E mural in Worcester which raised the quality of the Trust's creative activities through the
introduction of the co-creation approach.

Co-creation, often referred to interchangeably as co-production and/or co-design, refers to the
process of members of a community, (e.g., area, workplace, group etc.) working with an artist in
partnership to inform a creative piece in terms of style, content or artform. In summary, there is a
transition of power from funder or management towards the artist and the community whilst
respecting the skills and knowledge of all partners.

The positive experience of the Trust's work with Severn Arts contributed to a desire to be more
ambitious in its approach to ‘artwork’ and to work in partnership with local creative organisations.
Reimagine Redditch’s experience of working with lesser engaged communities provided the
opportunity to develop a project, in line with community consultation as part of the Redditch Colour
Palette project, which engages and builds a sense of community with people using and working at the
hospital including Woodrow in the hospital’s immediate vicinity.

Project aims

The overarching objective of the commission was to improve the attractiveness and visibility of the
main entrance environment of the Alexandra Hospital in Redditch. The hospital is used by over
150,000 people per year with the experience of arriving as a patient or visitor recognised as a
potentially stressful situation with the immediate environment having a key effect on people’s
emotions and therefore potential to react better to the care provided.

In addition, the project also highlights the needs of hospital staff and their emotions on coming to
work in what can also be a tough environment. The project was also positioned as an opportunity to
build pride and visibility with local communities through creativity with a focus on Woodrow as an
area with a reputation as one of the least culturally engaged neighbourhoods in Redditch.

The project had a main objective to:

‘Create a focal point at the entrance of the hospital that welcomes patients and
staff into the building, communicates a message of inclusivity and care, and
accurately represents the town of Redditch’.




Sitting underneath this objective were aims to transform the hospital entrance into a more welcoming,
inclusive and community-rooted space by:

e Transforming the healthcare environment by making the entrance more welcoming in order to
reduce anxiety on arrival.

e Communicating care, inclusivity and local identity by reflecting the relationship between
Redditch and the hospital identified through workshops and consultation with staff, visitors and
people from Woodrow.

e Generating shared ownership of the project and creative work through an inclusive process
which builds pride, connection and a sense of co-design.

The aims and objectives of the project were confirmed through consultation with staff, visitors and
the local community in Woodrow confirming the hospital’s standing in the community, but also the
need for that relationship, beginning at the entrance (and exit) to the hospital to be reaffirmed,
building on past use of creativity to evoke feelings and change.

“The loss of the maternity and children’s services took some of the community
feel of the hospital away.” (staff)

“The picture of butterflies produced in the hospital grounds after COVID is really
well thought of — it signifies freedom.” (staff)

Evaluation approach

The approach to evaluating the WELCOME project is based on a theory of change model and
Evaluation Framework developed in conjunction with programme partners. The theory of change
model is often described as a roadmap that sets out the things that need to happen to achieve the
intended final outcomes and address the need (and rationale) for a project.

This roadmap or logic model (Appendix 1) illustrates the logical relationships between the resources
being used (i.e., inputs including funding and skills and knowledge of the artists and project steering
group), activities, outputs, outcomes, and impact of the project. The evidence of the project meeting
its aims and progressing against the impacts and outcomes outlined in the logic model has been
assessed through:

e Consultation with the project steering group, wider partners, artists, participants in workshops
and feedback gleaned from people accessing the final sculpture through conversations at the
project launch and survey feedback.

e Areview of a range of project documentation including the funding agreement, artist brief,
partner and artist updates, social media and the Reimagine Redditch team’s internal
communications.

Delivery

The WELCOME project has been underpinned by a co-design approach involving clinical and
non-clinical staff, patient forum members, NHS staff networks and residents of Woodrow where the
hospital is situated. Whilst the co-design approach removes some of the influence away from funders
and managers, the collaborative approach, showcased in the main through the workshops and
discussions with the artists, ensured that the final work was informed and will continue to be owned
by those contributing to it and can ‘see themselves’ in it.



Workshops

A total of 66 participants were engaged across 5 well-received extended workshops. Multiple locations
including the Board Room and Education Room were used in the hospital with the Education Room
providing more footfall in the mornings than the Board Room. Recruitment was assisted by the energy
and direct liaison with different wards or teams by the charity’s Hospital Engagement Officer. There
was also a need for the artists to be flexible in terms of timings - start time and duration of
participation were catered for as staff fitted the workshops in around their work commitments whilst
the all-day workshops maximised accessibility for busy people.

The sessions incorporated a range of creative activities and conversation with participants tasked with
expressing their feelings about the hospital and its position in the community. The fun nature of the
work, (e.g., writing messages backwards and using a pasta maker) were successful in reducing barriers
to participation amongst those with little recent creative engagement. Rolling images of the artists’
wider work also provided further context for their role and vision of what the final piece mightinclude
or look like.

The forum also provided the opportunity for conversation with the artists and crucially Kim who would
go on to develop the final piece. Her firsthand exposure to the stories and sentiment of staff and
community members added value to the design and production process with the people involved at
the forefront of her mind during the creative process.

The relevance and depth of the creative outputand feedback from the workshops was enhanced when
examples of what people could look to design were removed. Rather than influencing responses,
information about the aims of the project and guidance of how to translate thoughts and feelings to
the printing process encouraged people to overcome reticence over their creative ability and inform
the project as planned. Recurring themes (e.g., hands for the final sculpture) were identified and fed
into the design process.

“Reoccurring symbolic themes included circles and cyclical themes, unbroken
chains, hands, hearts, connectedness, care, growth and recovery” (artists)

“The overall feeling that we got from the hospital sessions was one of
community, friendship and teamwork. Like a village.” (artists)

Two sessions in Woodrow Centre provided a different perspective but the project was very well
received with high levels of interest reflecting the strength of attachment of the community to the
hospital.



Design

The final design for the WELCOME sculpture was inspired by the idea of caring hands but shaped by
the community engagement in workshops and conversations.

“We believe that this illustrates the idea of different people from differing
backgrounds with differing life experiences coming together to form a circle of
care. It plays with the ideas of cooperation, community and friendship.” (artists)

“Throughout the engagement the theme of everyone working together and of
connection inspired this design. The hospital was shown to be a place of
community, of friends and of cooperation.” (artists)

The design of the work is such that the view changes from the hands being separate entities at
different heights up to a 1.5m to a joined up circle of hands depending on the distance and angle of
the observer. Whilst the varying view suggests the notion of different people coming together as part

of a caring community, the audio-post interpretation messages provides clarity on the themes
influencing the design.

Initial design idea for the final work
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The engraved translation of a sample of the exact images designed by workshop participants to the
lifeline/heartline of the hands, achieved by innovative use of a CNC (Computer Numerical Control)
machine, ensured that the voices and stories of local people and hospital staff were accurately
portrayed on the hands. Crucially in terms of co-design, this idea emanated from the workshops with
hospital staff.

Location

The location of the sculpture was a topic of ongoing discussion based on the need to adhere to health
and safety guidance, space constraints given hospital infrastructure and trees, and the knowledge that
the hospital entrance is also adjacent to a COVID-19 memorial with a need to be sensitive to the
existing artwork associated with remembrance.

The available sites also influenced the design of the piece with an archway thought to be unsuitable
for any of the potential site options. A decision was ultimately taken to house the piece on a site to
the right of the approach to the hospital entrance. The location provides a prominent location for the
work that enables people to explore it without impairing the functionality of the hospital entrance.

Quality

An assessment of the quality of the creative piece in terms of aesthetic value but crucially in terms of
a co-created piece, the relevance of the work to participants and the wider public is guided by:

e The hands, and the designs engraved upon them representing a cross section of workshop
participants including one exclusively representing designs from Woodrow.

e The changing view dependent on perspective and distance inspiring further inspection and
therefore greater and deeper engagement.

e Background and learning provided by the audio-post including the stories depicted by the hands
and symbols.

e The relevance of the piece is heightened by each hand being sculpted based on a reference
picture of an actual hand of a participant.

The quality of the work in terms of sustainability, longevity and safety is informed by:

e The use of quality materials, (e.g., oak and steel).

e Quality materials, (e.g., anchor resin, bolts) to secure the work.

e The use of UK-grown sustainably sourced timber (i.e., reclaimed wood from a felled diseased oak
tree).

e Fire retardantand wood protection coatings.

e Ongoing maintenance visits by the artists.

Partnership Working

Partnership working across the project is assessed to have been effective. The steering group,
supplemented by informal communications, has provided a forum for regular updates and discussion
between partners and artists.

An example of the collaboration between partners and flexibility of the artists came with a discussion
on how to increase the size and visual impact of the sculpture leading to the addition of the oak block
base. This not only met the desire for enhance visibility on a similar sized footprint whilst also
providing additional stability with the steel rods sunk into the wood.




Impact

Any analysis of the impact of the WELCOME project should be considered in three parts:

e The period of project development and workshop delivery.
o The unveiling of and immediate response to the work.
e Post-launch feedback.

Impact - project development

The process of developing the themes and messaging for the project through the workshops had
multiple benefits for those involved and the hospital more widely.

e Workshops with staff were very well received, were fun but also thoughtful and therefore
successfully contributed to the project process.

e The workshops raised the profile of the project and achieved resonance and buy-in. People
working at the hospital saw their involvement in the project as part of their legacy.

“It’s forward looking, greeting new people to the Trust, showing that we care”

(staff)
“You will go past it every day and feel part of it” (staff)

e With echoes to the use of creativity on the wards to improve wellbeing and the ultimately
effectiveness of the care offered, staff highlighted the benefits of the creative experience in
providing respite from often stressful jobs.

“It’s a nice experience, especially for us as we’re palliative care” (staff)

e Where multiple colleagues participated as a group the workshops provided a ‘team building’
experience alongside. This experience was magnified when colleagues from different teams that
rarely mix in a non-work setting came together in a relaxed environment. This was exemplified
by feedback from of the Women’s Aid workers who gained recognition of their places as part of
the hospital through the engagement process.

“It’s brought people together across teams” (staff)

e The workshops, and particularly the process of thinking about why staff do their jobs and impact
they have on the community was stated to be inspiring and a spur to sustaining their efforts in
the hospital for local people. Crucially, this process encapsulated both self-recognition, and a
sense of being value by the hospital management.




“It shows that we are appreciated and valued” (staff)

“It makes you feel different when you see something positive — it gives you that
oomph to go on” (staff)

“The project makes the hospital seem like less of a business. It’s ours, the
people’s, not the bosses. That’s what people need to remember.” (staff)

Impact — launch and unveiling

The launch event and unveiling of the work provided a range of impacts for different partners and
contributors to the project.

The process of celebrating the launch of the work, including the unveiling from beneath a cover,
added status to the piece and confirmed the backing of the Hospital Trust.

The attendance and positive response of a host of health, political and creative sector
stakeholders highlighted the strategic buy-in to the project and investment in creativity.

“It will be lovely for the community” (staff)

“It can change people’s perceptions towards the care offered” (staff)

There is consensus that investment in a creative work inspired by the people that use and work
in the hospital offers so much more in terms of ownership, relevance and ultimate impact than a
generic piece of visual art.

“I wondered what it was all about. | think it’s great.” (visitor)

Feedback from hospital visitors and patients seeing the artwork for the first time following the
unveiling expressed positive reflections, gaining comfort from the thought and efforts going into
the work and wellbeing from exploring the background to and contribution of the community to
its underlying themes.

Words used to describe the work from those attending the launch were entirely positive and
reflected the project aims.
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“My motto is ‘Make Every Contact Count’. | love interacting with people and can
see the value of this in bringing people together.” (staff)

The launch event enabled stakeholders to learn first hand about the process of developing and
‘producing’ the work, adding value to the visual impact.

In addition to the value of the messages contained within the interpretation panel, the launch
enabled both staff and visitors to the hospital to learn about the rationale for and process of
development of the work. In all cases, even people sceptical of the ‘value of public art’, went
away with heightened awareness and appreciation of the works intentions and potential impact.
Time spent around the hospital entrance highlighted the value of the work to people who were
taking time out from work or visiting. People were naturally inquisitive and explored the work
and listened to the messages from the interpretation panel, agreeing on the value of the project
and potential to divert people away from smoking/vaping or scrolling on a mobile phone.

Post-launch feedback

Feedback gathered following the WELCOME project celebration event has been gathered through a
short survey disseminated to c.8,000 hospital staff. At the time of writing, just 22 responses had been
received so any analysis should be treated with huge caution due to the extremely small sample size.

The overall theme of the feedback was one of negativity, again from statistically insignificant
number of initial responses. With the exception of one response, the work did not meet up to
expectations with people largely stating their disappointment with the perceived value for
money and aesthetics of the piece.

“Underwhelming, not very eye catching, but no reflection on the artist. Would be
better with different coloured hands.”

“Waste of money”



“Waste of 30k”

Learning and reflection

Key areas of learning and reflection that can help to inform future projects in Trust health settings are
presented below.

Project development

The commissioning process was successful in selecting artists with the creative, participatory and
technical skills to meet the brief and produce something that surpassed the expectations of
most partners.

Project workshops, when fun, interactive and supported by quality artists with good
participatory skills, can not only inform the creative process but also help to achieve a range of
personal impacts and outcomes linked to wellbeing.

The increased involvement of artist Kim in the workshop and community consultation elements
of the project added quality to the process of designing and producing the final piece from direct
exposure to the emotions and stories captured through the workshops.

“It makes it more personal.” (artist)

The innovative use of a CNC machine to transfer the exact 2D designs from the workshops to the
3D hands maximises the buy-in and ownership of the work to those contributing to it through
the co-design approach.

The work of charity’s Hospital Engagement Officer was very influential in boosting the numbers
of participants at the workshops through a combination of trusted enthusiasm and knowledge of
the value of the project. This role was especially valuable in gaining the engagement of multiple
people from the same team or ward which produced wider benefits from group participation.
Providing examples of what could be produced in a workshop sessions can unduly influence
participants seeking guidance in what might be an unfamiliar task. Broader information and
guidance was successful in providing the knowledge that achieved quality input to inform the
design of the piece.

The rolling images of the artists” work provided valuable context to some participants of what
the end product could look like.



Partnership working

The steering group and regular meetings, particularly at the outset of the project, supported
collaboration and helped to expedite decisions on design and practical issues as the project
progressed.

The role of the Reimagine Redditch Community Producer in being a conduit between the artists
and Trust offered unexpected value to the artists who could concentrate more on the creativity
than usual rather than administrative tasks and client liaison.

Project impacts

Worcestershire Acute Hospitals Trust should be applauded for stretching its creative confidence
through a high profile and not inexpensive project developed through a co-creation approach that
challenges attitudes to risk.

The more people know about the rationale for and process of developing a creative project,
especially one in an expected location or within a public service with a perceived lack of funding
for core care, the better informed their views and their ability to advocate for it will be.
Immediate feedback to the project survey circulated to staff in the main provided some immediate
negative feedback. However, the responses do not mention the process of development involving
staff and the local community, reflecting a perceived lack of knowledge of the full project which
can explain the immediate emotional reaction to the project. Direction to the audio-post
interpretation messages amongst wider communications of the rational for, aims and
methodology behind the project will provide greater clarity on the themes influencing the design
and add context to project that can ameliorate these views.

Recommendations

Recommendations derived from the evaluation process to inform future work are presented below
for discussions between partners and within respective organisations.

1.

Some negativity linked to value for money judgements or views on the aesthetics of creative
work are to be expected, especially when linked to what is widely viewed [NHS nationally] to be
an under-resourced public service. The impact of negative views can be countered by:

a. Increased knowledge of the background and aims of the project, (i.e., telling the stories
of the hands) being communicated regularly.

b. Brandingthe work as a useful platform for connection, stories and pride rather than ‘art’
may help in shifting any unwanted narrative.

¢. Information stressing that funding, especially from ACE, cannot be spent directly on
care, but can yield health-related outcomes linked to wellbeing that will improve the
patient, visitor and staff experience.

d. Regular questions to gauge changes in the relationship between staff and visitors and
the work with any changes communicated.

Work to highlight the location and background to the work around Redditch can help to create a
relationship with the work and raise its profile as a place to meet, explore the messaging within
the piece, chator just escape from the stresses of work or visiting. This could include
encouraging follow-up projects with schools, community groups or staff which relate to the
themes or use the work as a functional base for other activities



“Wouldn’t it be good to be able to say, ‘meet me by the hands’ when coming to
the hospital ?” (visitor)

There is scope to raise the profile of the Trust and Charity as an innovator in hospital-based
‘creativity’ and share learning amongst others in the NHS Charities Together in to raise
awareness of both the process underpinning co-created work and its value within health
settings. This should be tied in with the development or updating of the previous toolkit
emerging from the previous work with Severn Arts in Worcester.



Appendix 1 - WELCOME Project Logic Model

Inputs —»

Activities —>

Outputs —»

Outcomes —»p

Impacts

Skills, knowledge
and experience of
the Reimagine
Redditch team,
Worcestershire
Acute Hospitals
Charity and wider
project partners

Funding provided
by Arts Council
National Lottery
Project Grants,
Worcestershire
Acute Hospitals
Charity and
Reimagine
Redditch in
addition to in-
kind support.

Artist delivery

The co-creation of a
visual art focal point at
the entrance to
Alexandra Hospital
that welcomes
patients and staff into
the building whilst
communicating a
message of inclusivity
and care.

Engagement with
staff, patients, visitors,
volunteers and the
community to shape
the work through co-
created workshop
sessions.

Engagement with
people under-served
by culture and under-
represented groups
connected to the
hospital.

e Engage 60 people as
participants in co-
creative workshops

e Co-design 1 permanent
visual art commission

¢ 40 people attending
launch of art commission

e Engage 110,000 people
as digital audiences
through the digital
documentation of the
project

e Recruitment of 3
volunteers to support co-
creation workshops

e Create 1 new venue for
creative activities

e 155,000 Redditch
residents and NHS staff
benefitting from the art
installation

e Successful partnership
working between 3
organisations or groups

e Project report
disseminated to 250 NHS
charities nationally.

More people from lesser engaged and low engagement
groups are regularly engaging in creative activities in
Redditch

More people from lesser engaged groups are skilled and
empowered to deliver and shape their own creative
activity

More healthcare staff and volunteers engaged in decision
making about the hospital environment

Greater recognition and value of the diversity of arts and
culture in all its forms amongst residents and
stakeholders including healthcare partners

Increased sustainability and strength of the cultural offer
across Redditch

More people benefiting from a welcoming, calming and
engaging welcome to the hospital

e Greater connection between
hospital staff and volunteers
and their hospital workplace

e Greater ownership and pride
amongst patients and visitors

e Reduced barriers to
marginalised groups accessing
healthcare

e A larger and more confident
arts, creative, and cultural
sector in Redditch
acknowledged both by local
people and external
stakeholders

e Increased sense of pride in
place - community wellbeing

e Improved health and
wellbeing - individual
wellbeing

e Increased socioeconomic
prospects for individuals,
organisations, and society

e Enhanced community
cohesion




Assumptions

e The WELCOME project steering group work effectively to shape and manage delivery

e The project is supported by relevant and effective administrative and management systems,
policies, and processes

e The project is marketed effectively

e Creative activities are culturally relevant to participants

e Hospital staff are supported to engage with the project despite time constraints

e The co-creation of artistic activity between hospital staff, local residents, artists and partners
is an effective method of increasing engagement in the arts and creative activities

e Engaging with the project motivates and encourages people to sustain their participation

e The quality of participatory work undertaken by commissioned artists successfully engages
project participants

e Strategic hospital staff see the mutual benefits from collaboration with creative partners and
engage with the project

e The Reimagine Redditch team has the capacity to capture audience and participant data

e Suitable levels of time/capacity are available to help support the successful co-creation of
artistic activity

Barriers and Risks

e The hospital environment do not allow the effective delivery of
creative workshops

e The capacity constraints of hospital staff restrict the ability of staff
to engage in creative workshops

e A lack of community capacity and interest to engage in workshops

e Project marketing activity is ineffective

e People have a lack of capacity, desire, confidence or skills to engage
in shaping project activities

e Challenges in engaging people from least engaged groups

e Artists or partners failing to deliver against their agreed objectives

e The efficacy of partnership working fails to support the project
adequately

e The appropriateness of proposed sites for the artwork hinders its
impact

e The medical needs of patients and visitors restrict engagement in
the project

Enablers

e Close partnership working with specific communities encourages buy-in and engagement
Barriers to participation are identified and reduced

Efficient administration and support provided to project partners

Awareness of resources and facilities facilitates effective management and delivery
Flexibility in the time, scale, and scope of creative activities available to project participants
e Volunteers support the development and delivery of activities

e Exploring, acknowledging, and reducing specific barriers to engaging in creative activities amongst different communities and groups

e Creative activities are marketed through and held in accessible venues

o Effective use of different community and hospital communications methods to promote local creative activities




Appendix 2 - Project Partners

Reimagine Redditch

Reimagine Redditch is one of 46 Creative People and Places (CPP) programmes working in places
where evidence suggests that people, on average, are less likely to be involved in arts and cultural
activities. With funding from Arts Council England (ACE), Creative People and Places focuses on parts
of the country where involvement in creativity and culture is much lower than the national average.
It gives local people new opportunities to engage in a whole host of creative activities, which they help
to design and deliver. The programme, with the support of local partners, has aims to provide the
foundations for a long-term approach which ensures that creativity is embedded in the life of Redditch
and its communities.

Worcestershire Acute Hospitals Charity

Worcestershire Acute Hospitals Charity works to support the patients, staff and services of
Worcestershire Acute Hospitals NHS Trust. The Charity aims to be the lifeline between our community
and exceptional hospital care by funding projects that improve patient experience, enhance the
healthcare environment and that support our NHS staff. The artwork will sit alongside a charity funded
COVID pandemic memorial. The design features butterflies cut out in metal sitting on a metal plinth
featuring a verse written by the hospital Chaplains. The memorials are dedicated to the lives lost and
the lives saved across our trust during the pandemic.

Worcestershire Acute Hospitals NHS Trust and the Alexandra Hospital

Worcestershire Acute Hospitals NHS Trust provides hospital-based services from three main sites —
the Alexandra Hospital in Redditch, Kidderminster Hospital and Treatment Centre, and Worcestershire
Royal Hospital in Worcester —as well as some community-based services. Overall, the Trust provides
a wide range of services to a population of over 603,000 people in Worcestershire as well as caring for
patients from surrounding counties and further afield. The Alexandra Hospital in Redditch was opened
in 1985. It serves a population of approximately 200,000 and has over 300 beds. The hospital is the
major centre for the county’s urology service. The hospital has eight operating theatres, MRI and CT
scanners and cancer unit status for breast, lung, urology, gynaecology and colorectal cancers.

Arts in Redditch

Arts in Redditch is a local charity committed to supporting the local arts community and encouraging
new creative initiatives. This is achieved through the award of small grants, and the provision of advice
and support to local organisations. To showcase local artists, Arts in Redditch has been running twice-
yearly Pop-Up Galleries in the Kingfisher Centre for the past 11 years. With a membership of nearly
100 individuals and organisations, Arts in Redditch sees itself as a ‘voice’ for the creative community,
playing its part in local initiatives, including as a founder member of the Reimagine Redditch
consortium.

! Further details can be found at About Us - Reimagine Redditch.



https://www.reimagineredditch.org/about-us/

