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PEOPLE PARTNERSHIPS PLACE

The Cumnock Tryst’s inspiring vision is to be a world-class and 
award winning music festival with an exemplary year-round 
community engagement programme – making Cumnock a 
world renowned cultural destination.

We will guide the organisation’s strategic and operational 
tasks during the life of this plan which is underpinned by 
our intention to root culture firmly within East Ayrshire’s 
communities and beyond – by bringing music, artists, 
audiences and communities together in meaningful, 
inventive and stimulating ways. We will focus on:We intend to build one of the UK’s 

most respected and innovative 
place-based contemporary classical 
music festivals by providing uplifting 
experiences, thrilling audiences, 
contributing to learning, connecting 
with communities and contributing to 
local regeneration and the economy.

Our four-year business plan EPIC 
– Enthralling People Invigorating 
Communities - focuses on our 
strengths and provides a planned and 
pragmatic way in which we can build 
upon the growth opportunities that 
our unique festival and year-round 
programme provides.

Executive Summary

•	 expanding the festival programme 

•	 	developing	a	full	year-round programme of high quality 
community engagement activities

•	 growing our audiences and reach  

•	 strengthening our core team

•	 growing	our	revenue model

•	 	seeking	genuine	community involvement in our organisational 
planning, evaluation and reviews

•	 supporting	emerging talent

•	  extending The Cumnock Tryst brand into other parts of Scotland 
through co-curation and partnerships

There are three key themes that run through this business 
plan that form the guiding principles to ensure its 
successful delivery – the three “P’s”:

“Great works of art  
are only great because 
they are accessible  
and comprehensible to 
everyone” 

Leo Tolstoy, What Is Art?

 Photo credit: Mihaela Bodlovic
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We have set five strategic aims to drive our work:

1 Performance Programme:

  Curate a world-class programme throughout the year that connects 
artists and communities

2 Talent Development: 

  To support emerging talent and showcase local performers on the same 
platform as world-class musicians

3 Increasing Access:

  To bring people to Cumnock from local, national and international 
communities	to	enjoy	and	participate	in	our	cultural	offer	

4 Place-making: 

  To reveal the identity, distinctiveness and dynamic potential of place and 
people through community focussed engagement 

5 Sustainability and Resilience:

  To utilise our assets, team, collective knowledge and experience to 
ensure a well-managed and secure organisation through robust planning 
and operational delivery

This business plan and its strategic aims and objectives will be regularly 
evaluated by The Cumnock Tryst team and Board of Trustees in 
consultation with major funders.

This plan sets the strategic direction, clear goals, 
timeframe and objectives to enable The Cumnock 
Tryst to be more independent, resilient, innovative, 
creative, and of growing local, national and 
international relevance by 2021.

We will have developed, nurtured 
and consolidated fruitful strategic 
partnerships with organisations and 
networks across a range of sectors; 
from arts to tourism, economic to 
community development. 

We will have a large and growing 
following of loyal and proud audiences 
and participants, partners, funders, 
ambassadors,	staff	and	volunteers.

We will, in equal measure, support 
artists and promote social renewal 
through an annual programme that 
serves both, because, we understand 
that art with a fully engaged and 
committed community is twice as 
powerful.

We will embrace risk but ensure 
equilibrium through a varied and 
accessible programme of performance 
and participatory activities.  

To successfully achieve the ambitions 
of this business plan we intend to 
become more independent through 
clarity of purpose, impact, broadening 
artistic horizons, expanding our 
revenue model and being embedded in 
the community.

Executive Summary



6

Bell Tree

6
 Photo credit: Mihaela Bodlovic



7

About Sir James MacMillan CBE 
James MacMillan is a world-renowned composer and conductor 
and arguably the pre-eminent composer of his generation in the 
UK. His musical language is flooded with influences from his 
Scottish heritage, Catholic faith, social conscience and close 
connection with Celtic folk music, blended with influences from 
Far Eastern, Scandinavian and Eastern European music.

About The Cumnock Tryst
The Cumnock Tryst is 
a Scottish Charitable 
Incorporated Organisation, 
founded and established in 
2013 by James MacMillan.
The festival’s name was inspired by 
a piece of music James wrote in the 
1980s – oem, The Tryst. Tryst is an old 
Scots word which means a meeting 
place, or a romantic rendezvous. The 
town of Cumnock itself ties into this 
sense of coming together as its Gaelic 
name, comunn achadh, means place of 
the	confluence,	as	the	town	sits	where	
the Glaisnock River and the Lugar 
Water meet. The Cumnock Tryst is a 
meeting place for music-lovers all  
year-round.  

Why Cumnock?
Cumnock is not a place where 
you would expect a festival of 
classical and contemporary 
music to take place. We bring 
world-class performers into 
the heart of a community 
that for many years has been 
forgotten and suffered serious 
economic decline.
Our activities help create a sense of 
local pride in a community that has 
experienced	significant	infrastructural	
changes in the post-industrial period 
and closure of the local mining 
industry.

The Cumnock Tryst serves a broad 
community both locally, nationally and 
internationally. We place parity on the 
professional programme, community 
engagement and our responsibility for 
social renewal. This business plan will 
expand our year-round programme 
with commensurate impacts on 
tourism, the local economy, health 
and well-being - as part of a wider 
regeneration initiative. 

His compositions have been 
performed by some of the world’s 
leading orchestras, including the 
London Symphony Orchestra and 
the New York Philharmonic. He was 
awarded a CBE in January 2004 
and a knighthood in June 2015.

James’s musical interests began in 
his home town of Cumnock – East 
Ayrshire’s second largest town with 
a population of around 9,000. His 
grandfather was a coalminer, but 
his true love was music. He played 
euphonium in local colliery bands 
and sang in his church choir and 
was James’s inspiration to become 
a musician. 

The sense of belonging and emotive 
connection with Cumnock has 
remained with James throughout 
his life since leaving the town in 
1977 and now he wants to give 
something back to the community 
that shaped him. Whilst James is 
the catalyst and vision behind The 
Cumnock	Tryst,	he’s	the	first	to	say	
it’s not about him – it’s about the 
place, the people and the music.

Background - Who We Are

“…from what I saw, the 
folk of Cumnock welcomed 
everything on offer in the 
Tryst with open arms, only too 
pleased to have these starry 
visitors among them, and 
keen for the experiences that 
wouldn’t otherwise have come 
their way”
Michael White, New York 
Times, October 2014
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We bring some of the world’s greatest musicians 
into local schools, churches and halls through our 
annual festival and growing year-round programme 
of activities. We place Cumnock and the surrounding 
communities across the Ayrshire region at the heart of 
all our activities, and work with them to ensure their 
experiences are valuable and meaningful.

We launched our programme of 
activities in 2014, establishing an 
annual festival of music which has 
grown in terms of popularity and 
success year-on-year. Our activities 
consist of:

•	 An	annual	festival of music

•	 	Commissioning	emerging talent 
to compose new work

•	  Creating access to high quality 
musical experiences, particularly 
for those in our communities who 
would	not	normally	benefit	or	seek	
to engage

•	 	Artist-led residencies with local 
groups

•	  Showcasing local performers on 
the same platform as world-class 
musicians

•	 	Pop-up performances in 
unexpected places

•	 	High	quality	participatory 
activities with a wide range of 
community groups

What makes The 
Cumnock Tryst different?
Over the last century 
British composers like 
Benjamin Britten and Sir 
Peter Maxwell Davies 
have created wonderful 
festivals in communities 
which were important 
to them – Aldeburgh 
and Orkney. They also 
wrote music which was 
performed by amateur 
musicians from the 
community as well as 
international stars.
The	difference	between	these	two	
great festivals and The Cumnock Tryst 
is that James is from Cumnock – and 
still lives in Ayrshire – and so, the place 
and the community, is special to him. 

James is very hands-on and there’s 
lots of new music – more so than other 
festivals of this kind. We invest in the 
emerging talent of the future and our 
audiences trust that the programme 
will be quality, which means we can 
programme more challenging and 
unusual and experimental music. [See 
appendix 1 Our Marketplace – for 
research on similar festivals)

“Local and 
international 
performers lined up 
for growing event.”
The Cumnock 
Chronicle

Our unique selling points
•		 	It	is	one	of	only	a	couple	of	 

home-grown composer-led 
festivals in the United Kingdom

•	 	It	brings	high	quality	music	to	
where people are, rather than 
people going to where the music is

•	 	It	artistically	responds	to	the	town	
and contributes to place-making 
and community identity

•	 	It	creates	opportunities	for	 
world-class performances in 
unexpected places and venues

•	 	It	uses	a	whole	town	as	a	venue,	
making the most of existing 
facilities

•	 	It	challenges	expectations	and	
assumptions of where a world-
class classical music festival can 
take place

•	 	Its	collaboration	with	the	local	
community to ensure the festival is 
rooted within it

•	 	Its	collaboration	of	national	and	
local partners and the magnetic 
draw to international musicians

•	 	Its	ambition	to	embrace	and	place	
parity on a range of musical genres 
from classical to jazz and Scottish 
traditional to world music

Background - What We Do



9

Our work is recognised, respected and becoming 
renowned nationally and internationally:

“It may seem a world away 
from the glittering opera 
festivals of Glyndebourne 
and Bayreuth, but a former 
mining town in south west 
Scotland will play host to 
some of the biggest names 
in classical music.” 
The Times

Background - How Are We Doing?

RENOWNED
our delivery model 
is gaining interest 

and becoming widely 
known by leading 

professionals within the 
arts and regeneration 

sectors - nationally and 
internationally

RESPECTED
we’re in a strong 

position to expand and 
develop our programme 

through the abilities 
and achievements of 

our team of high quality 
staff and trustees

RECOGNISED
by a growing number 
of artists, audiences, 
participants, partners 

and funders

In a nutshell we have:
•	  Embedded a world-class music 

festival within the heart of a 
community 

•	  Challenged perceptions about 
what a community like Cumnock 
might accept and engage with 
culturally

•	  Proven there’s a thirst and 
passion within Cumnock and 
the surrounding communities for 
creative expression and release

•	  Established local and national 
partners committed to using the 
arts as a catalyst for change and 
community development in Ayrshire

We expect to grow our 
audience and participation 
numbers considerably by 
2021 - rising from 2,524 in 
2016 to 9,518 in 2021.
Over the same period we expect our 
annual turnover to grow from £213,330 
in 2016, increasing to £412,040 in 2021. 
This will include a 48% increase in  
earned income from £22,887 to £33,875.

In a short period of time, we have 
achieved what some organisations aspire 
to achieve in a generation. We’ve done 
this	cost	effectively	and	with	a	broad	
revenue model that’s not over reliant  
on public funds or one single source.

Since the launch of our activities in 2014 430 performers have delivered 
141 performances, residencies, events and workshops attracting around 
6,879 audience members and participants.

Key event statistics

Events

Attendees

Box office
income

Audience 
data

2014

12

1,984

£12,971

33% of tickets bought  
by Cumnock residents 
 
42% of tickets bought  
by Ayrshire residents

25% from other parts  
of Scotland, UK and 
other countries

2015

14

1,789

£17,144

40% of tickets bought  
by Cumnock/East  
Ayrshire residents
 
28% from other  
parts of Ayrshire

32% from the rest of 
Scotland, UK and  
other countries

2016

14

2,010

£20,812

40% of tickets bought 
by Cumnock/East  
Ayrshire residents 

26% from other parts  
of Ayrshire

34% from the rest  
of Scotland, UK and  
other countries 

•	  Proven that people will travel to a 
town like Cumnock for a festival 
that some may think would only 
work in a major urban city

•	  Excited our audiences with high-
class music, taking place in unusual 
and unexpected places

•	  Received extensive plaudits from 
peers, audiences, local, national 
and specialist media
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Here’s some of our highlights  
[see Appendix 2 for a comprehensive list]:

•	 	Winner	of	the	2016	Arts	and	
Business Awards in Placemaking 
category

•	 	Securing	the	support	of	Nicola	
Benedetti MBE as a patron of  
The Cumnock Tryst

•	 	Greenmill	Primary	School	Pupils	
performing the world premiere 
of Playing the Skyline, written 
especially for them by James 
MacMillan, with world famous 
percussionist Colin Currie at the 
House of Lords

•	 	Singers	from	across	East	Ayrshire	
and beyond, rehearse with Eamonn 
Dougan and members of The 
Sixteen, culminating in a public 
performance 

•	 	Pure	Brass	performing	the	world	
premiere of Sehnsucht by Jay 
Capperauld - a young composer 

Festival Chorus
How Are We Doing?

from New Cumnock - which was 
specially commissioned for the 
festival

•	 	Shortlisted	for	a	Royal	Philharmonic	
Society Music Award in the Festivals 
and Concert Series category 

•	 	Clarence	Adoo	and	John	Kenny	
collaborating with Drake Music 
Scotland on a series of workshops 
with children and adults with special 
needs from Hillside School and 
Riverside Centre, which featured in 
a primetime slot on the BBC TV’s 
Breakfast News

This is just the start.

We have big and exciting 
ideas that are grounded 
by a professional, 
pragmatic and planned 
approach.

10
 Photo credit: Mihaela Bodlovic
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Purpose
Our purpose is to create 
vibrancy, be challenging, 
promote social renewal, 
support emerging talent, 
connect artists and audiences 
through the transformational 
power of music.

Vision
To be a world-class and 
award winning music festival 
with an exemplary year-round 
community engagement 
programme - making 
Cumnock a world renowned 
cultural destination.

Mission
We intend to build one of 
the UK’s most respected 
and innovative place-based 
contemporary classical 
music festivals by providing 
uplifting experiences, thrilling 
audiences, contributing to 
learning, connecting with 
communities and contributing 
to local regeneration and the 
economy.

Values
Innovative creative experiences and ambitious community 
engagement are at the heart of everything we do and shapes our 
organisational values:

Vision and Mission

Inquisitive: 

We challenge ourselves, audiences 
and participants to embrace curiosity 
through outward looking artistic and 
community engagement programmes

Discovery: 

We’re a greenhouse for 
experimentation, artistic exploration 
and supporting new ideas through 
world-class programming and 
commissioning new talent

Share: 

We’re committed to sharing inspiring 
experiences, success and learning 
with others

Respect: 

We take pride in creating mutually 
respectful relationships with artists, 
audiences, partners, investors and 
across our team to ensure our vision 
and journey is a shared one

Standards
We work towards achieving 
‘gold’ across the following 
standards to ensure we 
meet and surpass our 
responsibilities to artists, 
audiences, investors and  
the public:
•	 1	00%	audience,	participant	and	

artist satisfaction

•	 World-class	programming

•	 Sound	financial	management

•	 Robust	monitoring	and	evaluation

•	 Comprehensive	health	and	safety

Dedicated: 

We operate with honesty, compassion 
and integrity across everything we do 
and	aim	to	be	flexible	and	adaptive	to	
ensure long term sustainability

Quality:

We seek to do the best job we can 
across everything we do

“The Cumnock Tryst has very 
quickly established an identity 
all of its own….That unique style 
was palpable in the atmosphere 
of Friday evening’s Trinity 
Church concert by the trio led 
by violinist Nicola Benedetti 
with Leonard Elschenbroich and 
Alexei Grynyuk.” 
The Herald
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We have identified three guiding principles that form the spine of this business plan and 
correlate with our strategic aims and the operational context in which we work:

People 
We will devise our programme of activities in 
collaboration with, and in response to, the artists, 
communities, partners and stakeholders that we 
work with.

Guiding Principles

We	will	put	people	first	to	bring	
equity into everything we do and 
ensure that we remove barriers to 
engagement, particularly for those in 
our communities that may not  
normally engage in the arts.

We will bring the best artists to the 
area and challenge them to produce 
great work and nurture our audiences 
to accept more challenging work.

We	understand	the	benefits	to	 
individual	confidence	and	esteem	 

that engagement in the arts can have. 
These experiences and learned skills 
can have a positive impact on other 
areas of people’s lives - young people 
in particular can take that learning to 
benefit	them	in	their	future	career.	

Our programme will create showcasing 
opportunities for emerging talent and 
progression routes for participants, 
regardless of age or ability, to enable 
them to reach their potential.

“The stage is set 
for some of the 
biggest names in 
classical music to 
light up Cumnock this 
weekend.”
The Daily Record

“Ayrshire musician Scott 
Lygate produced The Barony 
‘A’ Frame especially for the 
festival drawing inspiration 
from the monumental 
structure linking to East 
Ayrshire’s proud mining 
past.” 
The Daily Record

Partnerships 
We believe in  
developing active  
working partnerships  
so that we can be  
bigger than the sum of  
our individual parts, 
improve economies 
of scale and make 
the biggest possible 
difference to people’s 
lives.
We will work strategically with partners 
to	share	risks	and	benefits	and	we	will	
be	flexible	and	adaptable	to	maintain	
a balance between delivering planned 
work and being responsive to new 
opportunities as they arise.

We are arts specialists and leaders in 
our	field	and	will	seek	to	influence	the	
wider music sector and advocate the 
contribution the arts can have on local 
and national agendas’, from health 
and wellbeing, to urban and rural 
regeneration.

Place
We’re committed to 
ensuring that everything 
we do is locally relevant, 
nationally important and 
international in ambition.
We will promote the value of the arts 
on community cohesion, personal 
growth, social renewal, wellbeing and 
their ability to make the places where 
we stay better places to live. 

We will use the power of music and 
sense	of	place	to	make	a	difference	to	
a community that sits within the top 
20% of the most deprived areas on the 
Scottish Index of Multiple Deprivation - 
with some parts of Cumnock within the 
top 5%.

The growing success of the 
festival and the commencement 
of the year-round programme will 
enable	us	to	contribute	effectively	
to long-term regional planning, 
influence	the	improvement	of	the	
region’s infrastructure, contribute to 
regeneration initiatives and the local 
economy.
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Festival Chorus

We have identified three guiding principles that form 
the spine of this business plan and correlate with our 
strategic aims and the operational context in which 
we work:
Equalities and diversity are hardwired into the ethos 
and values of our organisation. We put people first 
and it is one of the three themes that forms the 
backbone of this business plan. We have an excellent 
track record of developing and delivering community 
engagement programmes for young people and adults 
with additional support needs and have established 
working partnerships with national organisations such 
as Drake Music Scotland.

Equalities, Diversity 
and Inclusion 

We pride ourselves in placing parity on 
disabled performers, both community 
and professional. Last year Clarence 
Adoo MBE, a brilliant trumpeter, 
who has performed with leading jazz 
musicians including Courtney Pine, 
was a highlight of our annual festival. 
A serious car accident at the age of 35 
left him paralysed from the shoulders 
down. Adoo now performs on the 
specially created Headspace, a wind 
instrument controlled by his breath.

We are committed to ensuring that 
our activities meet the needs of the 
demographic that we serve. We will 
establish a network of community 
Tryst Champions who will inform our 
planning processes and ultimately help 
shape our programme of activities.

We are committed to developing 
and implementing a comprehensive 
Equalities, Diversity and Inclusion plan 
by the end of 2017. 13

“Hundreds will watch 
this young group perform 
showing that there are no 
barriers to the joy the  
music can bring.”  
BBC Network News – piece  
on Hillside School for  
children with additional  
support needs

 Photo credit: Mihaela Bodlovic
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Our twin pillars of ambition are to:
1. Be unique, thrilling, challenging and send ripples 
internationally to become the go to destination for 
composers, performers and audiences 
2. Contribute to placemaking and regeneration by bridging 
and connecting community and the arts to unlock potential
We’re an ambitious organisation that’s 
committed to establishing the festival, 
and associated year-round programme, 
as one of the most unique music 
festivals in the world. We create the 
opportunity for a merging of worlds 
where the unexpected happens, from 
Nicola Benedetti enjoying a post-
concert bag of chips on Glaisnock 
Street in Cumnock, to commissioning 
self-taught local composer Michael 
Murray, working as a night-time security 
guard, to write pieces for the Hebrides 
Ensemble and the Scottish Ensemble  
to perform at our festivals.
Our business plan sets out how we 
intend to develop and expand our 
current programme of activities to a 
regular year-round programme across 

Where Are We Going?

the region and at times beyond - 
creating access, supporting emerging 
talent and contributing to the local 
economy.
While the focus of the festival is 
classical, choral and brass band 
music, we also programme music 
from other genres such as electronic, 
jazz and Scottish traditional music. 
We aim to continue this approach and 
extend	our	offer	to	include	world	music	
through careful curation, co-curation 
and partnership working with other 
organisations and promoters who want 
to reach new audiences, in a local 
authority area that often misses out on 
the live music circuit.

•	  Secure Creative Scotland Regular 
Funding to become only the 
second organisation after Ayr 
Gaiety Partnership to achieve this 
status across East, North and 
South Ayrshire

•	  Extend the annual festival to a six 
day event expanding the reach of 
our local and national audience

•		  Increase	our	offer	to	create	a	
genuine year-round programme 
of activities that include 
performances, workshops, 
residencies, training and 
supporting Scotland’s emerging 
talent

•	  Increase the level of active 
engagement of young people 
in partnership with the three 
Ayrshire’s Youth Music Initiative 
programmes

•	 	Establish	a	showcase	event	in	 
2018 to coincide with the  
Scottish Government’s Year of 
Young People

•	 	Expand	our	revenue model to 
improve the organisation’s  
long term sustainability

•	 	Establish	a	long	term	research/
evaluation project with an 
academic partner to measure 
the impact of the work of The 
Cumnock Tryst on social renewal

“Cumnock is 
establishing itself as 
a destination event.”
The Herald (opinion)

•	 	Continue	our	collaboration	with	
East Ayrshire Council on growing 
tourism	through	a	flourishing	
cultural	offer	and	extending	the	
range of suitable performance 
spaces i.e. guidance and advice 
on the main hall in the planned 
Knockroon Community Learning 
Campus 

•	  Contribute to East Ayrshire 
Tourism action plan and Ayrshire 
and Arran Tourism Strategy  
2012-17

•	 	Strengthen	our	core team 
so that the organisation is 
sufficiently	resourced	to	be	able	to	
successfully deliver our ambitions 
over the next four years

“Composer James  
MacMillan’s Cumnock Tryst 
Festival was always at its heart 
about reinvigorating the town 
of Cumnock where he grew up 
and also about reigniting the 
region’s own musical traditions 
which is where the festival 
chorus comes in.”  
The Scotsman

Over the next four years we want to:
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Festival Chorus
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STRATEGIC AIMS AND OBJECTIVES 2017 – 2021
We have identified the high-level development priorities 
[see tables below] – in line with our strategic aims – that 
we need to focus on to successfully meet the intentions 
of this business plan. The list is not exhaustive.  
We will develop a comprehensive operational plan  
for the period up-to 2021.

1  Performance Programme

How Do We Get There?

We will:
•	 	Use	our	experience,	national	

and international connections to 
programme a unique, challenging 
and accessible cross-genre 
programme with a focus on 
classical music for audiences 
throughout Ayrshire and beyond 

•	 	Commission	at	least	one	artist	of	
international standing per year to 
create new work

•	 	Invite	soloists,	groups	or	
ensembles to be artists in 
residence, creating new work and 
connections with communities 
through workshops, pop-up or 
formal performances 

•	 	Continue	to	work	in	partnership	
with the University of West of 
Scotland and the Kilmarnock 
Campus of Ayr College to explore 
new digital distribution channels  
to develop online audiences 

•	 	Work	in	collaboration	with	partner	
organisations or guest curators 
to diversify our programming and 
build new audiences

Strategic Aim 1 – Performance Programme:
Curate a world-class programme throughout the year that connects  
artists and communities

1.1

1.2

1.3

1.4

1.5

Objectives 

Increase the duration 
of the annual festival 
programme 

Develop a regular 
programme of 
performances 
throughout the year 

Establish an ongoing 
series of pop-up 
performances in 
unexpected places

Establish new 
partnerships and co-
curation opportunities 
forprogramming 
Cumnock Tryst 
performances at 
partners events and 
locations across 
Scotland

Enhance media, 
sector, peer and 
public reputation

Outcomes

 I ncreased access to high quality performances
 Increased revenue for local economy
  Increased employment and volunteering 

opportunities for local people

	 	Increased	year-round	profile	for	 
The Cumnock Tryst

 Increased signposting to annual festival
  Increased access to high quality performances
 Increased revenue for local economy
  Increased employment and volunteering 

opportunities for local people

 Increased connection with local communities
	 	Increased	year-round	profile	for	 

The Cumnock Tryst
 Increased signposting to annual festival
  Increased access to high quality performances
 Increased revenue for local economy
  Increased employment and volunteering 

opportunities for local people

 Increased connection with local communities
	 			Increased	year-round	profile	for	 

The Cumnock Tryst
 Increased signposting to annual festival
  Increased access to high quality performances
 Increased revenue for local economy
  Increased employment and volunteering 

opportunities for local people

 Expansion of revenue model
  Widening reach and developing new  

audiences
	 	Increased	year-round	profile	for	 

The Cumnock Tryst
  Increased signposting to The Cumnock  

Tryst activities

SMART Measures 

 4 day festival by 2018/19
 5 day festival by 2019/20
 6 day festival by 2020/21

  3 additional performances per year  
by 2018/19

  4 additional performances per year  
by 2019/20

  6 additional performances per year  
by 2020/21

  4 pop-up performances per year  
by 2018/19

  4 pop-up performances per year  
by 2019/20

  4 pop-up performances per year  
by 2020/21

  1 partner performances per year  
by 2018/19

  2 partner performances per year  
by 2019/20

  3 partner performances per year  
by 2020/21

Festival coverage:
 2 broadcast pieces (radio or 
 TV) 
  2 pieces of event coverage or  

reviews in nationals (UK) 
  2 pieces of event coverage or  

reviews in nationals (Scotland) 
  10 pieces of event coverage in  

Ayrshire wide local press 
  2 pieces of event coverage in  

specialist press
Year-round programme:
  4 broadcast pieces (radio or TV)  

per year
 2 articles in nationals (UK) 
  4 articles in nationals (Scotland) 
  12 articles in Ayrshire wide  

local press
 2 articles in specialist press
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2 Talent Development

How Do We Get There?

We will:
•	 	Develop	emerging	talent	and	

support the creative learning and 
development of local community 
groups through a carefully planned 
programme of skills development 
and career progression 
opportunities 

•	 	Establish	a	regular	programme	
of residencies in partnership with 
organisations such as the Royal 
Conservatoire of Scotland 

•	 	Provide	opportunities	for	emerging	
talent to explore, discover and 
flourish	in	a	supported	professional	
environment with access to some 
of the world’s best musicians and 
workshop facilitators

•	 	Connect	our	communities	and	
community groups to our artists 
through regular performance 
opportunities 

Over the next four years we want to:Strategic Aim 2 – Talent Development:
To support emerging talent and showcase local performers on the same 
platform as world-class musicians

2.1

2.2

2.3

2.4

Objectives 

Support emerging 
composers 

Provide performance 
opportunities for 
emerging musicians

Develop a broad 
range of skills 
development 
and mentoring 
opportunities

Create more 
performance 
opportunities for 
groups and  
individuals from  
the three Ayrshires

Outcomes

  Fosters the creative development of the  
next generation of composers

 Creates content for our year-round programme
	 	Raises	the	profile	of	The	Cumnock	Tryst	 

with peers
  New partnerships with education institutions 

and arts organisations
 Widens our audience reach

  Fosters the creative development of the  
next generation of composers

 Creates content for our year-round programme
	 	Raises	the	profile	of	The	Cumnock	Tryst	 

with peers
  New partnerships with education institutions 

and arts organisations
 Widens our audience reach

  Supports the development of the next 
generation of arts managers, producers, 
technicians, concert managers, programmers, 
composers and musicians

 Connects participants with professionals 
  Supports development of skills for developing 

the young workforce
  Embeds programme into heart of the 

community
	 	Increases	esteem	and	confidence	of	

participants
  Establishes partnerships with national bodies 

such as CC Skills

  Increased opportunities for local musicians  
to develop their practice and showcase  
their work 

  Connects participants with professional  
artists through a shared platform

 Widens our audience reach
  Embed programme into heart of the  

community Improves community cohesion 

SMART Measures 

  Commission 1 new work by graduate/
early career composers in 2018/19

  Commission 2 new works per year 
from 2019/20

  3 performance opportunities  
by 2018/19

  4 performance opportunities  
by 2019/20 

 5 performance slots by 2020/21

 1 placement by 2018/19
 3 placements by 2019/20
 5 placements by 2020/21

 3 performance opportunities by 2018
 5 performance opportunities by 2019
 7 performance slots by 2017
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3 Increasing Access

How Do We Get There?

We will:
•	 	Use	our	expertise	to	become	

a benchmark for excellence in 
creative learning through music 

•	 	Showcase	local	groups	and	
individuals at performances, 
placing parity of esteem alongside 
our professional programme 

•	 	Increase	access	and	contribute	to	
a wider sense of community and 
individual wellbeing and public 
benefit	

•	 	Grow	and	reach	new	audiences	
and participants with a focus on 
those in our communities that  
may	find	it	harder	to	engage

Over the next four years we want to:Strategic Aim 3 – Increasing Access: 
To bring people to Cumnock from local, national and international communities 
to enjoy and participate in our cultural offer

3.1

3.2

3.3

3.4

Objectives 

Establish a  
year-round menu 
of high quality 
participatory  
activities for 
community groups

Develop special 
workshops and 
masterclasses led 
by visiting artists 
that contribute to 
the ambitions of 
the Curriculum For 
Excellence

Establish a  
year-round menu 
of high quality 
experiential and 
participatory  
activities for  
school groups

Develop links 
with national 
and established 
organisations (NYOS, 
SBBA, Drake Music 
etc.) to create 
opportunities for  
local people to work 
with their peers 
from other parts of 
Scotland

Outcomes

	 	More	harder	to	reach	groups	benefit	 
from participation

	 	Grows	and	diversifies	our	participants	 
and audiences

  Maintains links with audiences and  
participants throughout the calendar year 

 Supports the development of creative learning
 Provides progression opportunities 

  Strengthens and develops our  
relationships with schools

  Connects high quality artists with young  
people to support creative learning 

	 	Grows	and	diversifies	our	participants	 
and audiences  

	 	Grows	and	diversifies	our	participants	 
and audiences

  Strengthens and develops our relationships  
with schools

 Supports young people’s creative learning 
  Creates more community content for sharing  

at performances and/or the festival  

	 	More	harder	to	reach	groups	benefit	 
from participation

  Strengthens and develops our relationships  
with peers and stakeholders  

  Creates more community content for sharing  
at performances and/or the festival

	 Raises	profile	of	The	Cumnock	Tryst

SMART Measures 

  Establish Get Involved a year-round 
programme of workshops:

 5 activities in 2018/19 
 8 activities in 2019/20 
 9 activities in 2020/21

 2 annual masterclasses by 2018/19
 3 annual masterclasses by 2019/20
 5 annual masterclasses by 2020/21

  2 school groups to access 
performances by 2018

  3 school groups to access 
performances by 2019

  5 school groups to access 
performances by 2021

  Partnership with East Ayrshire YMI 
programme by 2018

  Partnership with all three Ayrshire YMI 
programmes by 2021

  Create at least one working 
partnership per annum by 2018 
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4 Placemaking

How Do We Get There?

We will:
•	 	Use	our	creative	flair,	expertise,	

national and international 
connections to create a unique 
festival and exemplary year-round 
programme that draws people to 
Cumnock and East Ayrshire 

•	 	Build	on	the	collective	voices	of	
the communities we work with by 
creating a unique dialogue through 
establishing Tryst Champions who 
will inform and shape our planning 
and activities 

•	 	Work	with	all	community	interest	
groups and age ranges across the 
three Ayrshires with our priority on 
engaging those in our communities 
who would not normally take part 
in the arts 

•	 	Maintain	a	respectful	nod	to	the	
areas industrial past, but embrace 
the future by expanding our range 
of partners to create new and 
mutually	beneficial	collaborations	
with a range of non-arts sector 
organisations 

Strategic Aim 4 – Place-making:
To reveal the identity, distinctiveness and dynamic potential of place and 
people through community focussed engagement

4.1

4.2

4.3

4.4

4.5

Objectives 

Attract more people 
to Cumnock and 
the surrounding 
communities through 
cultural programming 
and activity 

Establish a network 
of Tryst Champions 
to inform the 
development of our 
activities

Increase participation 
in year-round  
activities 

Establish new local 
partnerships with 
non-art sector 
organisations 

Grow the number 
and type of high 
quality volunteering 
opportunities

Outcomes

  The Cumnock Tryst and East Ayrshire are a 
destination event - Cumnock becomes more 
attractive to visitors and developers

  Improved evening economy, increased 
footfall and spend associated with cultural 
programming 

  Local communities value and have a sense of 
shared-ownership on the programme

 Local support ensures long term sustainability
  Integrates The Cumnock Tryst into the heart of 

the community
  Responsive to local need and local calendar  

of events 

  Embed programme into heart of the  
community Improves community cohesion 

	 	More	harder	to	reach	groups	benefit	from	
participation

  Increase performance opportunities at  
The Cumnock Tryst events

	 Increase	in	confidence	and	wellbeing
  Contributes to individual learning through 

creativity 

  Contribution to wider local and national 
agendas

  Improved planning with engagement of local 
agencies

	 	Increased	profile	and	audience/participant	
numbers through partner networks

  Achieve partner recognition that The Cumnock 
Tryst makes a valuable contribution to 
community cohesion and the economy 

  Embeds The Cumnock Tryst within the 
community

	 Increase	in	confidence	and	wellbeing
 Improves economies of scale
	 Raises	profile	of	events	and	activities

SMART Measures 

 Partnership with East Ayrshire Council 
  10% increase on audience numbers 

from outside the region by 2018/19
  20% increase on audience numbers 

from outside the region by 2019/20
  30% increase on audience numbers 

from outside the region by 2020/21

	 	Recruit	first	cohort	of	Tryst	Champions	
by 2018/19

 Regular quarterly meetings 
 Establish terms of reference by 2018

  10% increase on 2016 numbers  
by 2018

  25% increase on 2016 num 
bers by 2019

  75% increase on 2016 numbers  
by 2021

  Create at least one new active  
partner by 2018

  By 2018 establish a place on  
appropriate professional networks  
e.g. East Ayrshire Community Planning 
Partnership, Cumnock Community 
Action Plan Committee

 Develop a volunteering policy by 2018
 Recruit 10 volunteers in 2018
 Recruit 15 volunteers in 2019
 Recruit 20 volunteers in 2021
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5 Sustainability and Resilience

How Do We Get There?

We will:
•	 	Use	our	diligence	to	ensure	the	

long-term sustainability of our 
organisation 

•	 	Effectively	and	responsibly	
manage our resources to deliver 
world-class services that have 
the greatest and widest possible 
impact	on	public	benefit	

•	 	Strategically	plan	to	reduce	our	
organisation’s impact on the 
environment and to maximise the 
benefits	that	digital	technology	
offers	to	our	programmes	and	
activities, both creative and 
operational 

•	 	Ensure	that	we	have	the	necessary	
staff	structure	and	organisational	
leadership through recruiting our 
first	Chief	Executive	Officer	who	
will drive our strategy and ensure 
we	are	fit	for	purpose	

Strategic Aim 5 – Sustainability and Resilience: 
To utilise our assets, team, collective knowledge and experience to ensure 
a well-managed and secure organisation through robust planning and 
operational delivery

5.1

5.2

5.3

5.4

5.5

Objectives 

Restructure our core 
team 

Recruit a chief 
executive	officer

Expand our revenue 
model 

Develop and 
implement 
comprehensive 
organisational 
strategies

Develop a 
comprehensive 
evaluation framework 
to measure success

Outcomes

  An appropriately skilled, supported and 
motivated	staff,	board	and	volunteer	group	 
to deliver the strategic aims

	 	Ensures	the	organisation	is	fit	for	purpose	

  The organisation has the necessary  
leadership to drive strategy and ensure 
operational viability

	 Organisation	is	fit	for	change	and	renewal

  The organisation is viable and sustainable
  Earned income increased through increased 

ticket sales
  Secured partnership funding from major 

stakeholders
  Wider support from trusts and private 

sector 

 Clear frameworks to guide operational activity
 Clear targets set to help measure success
 Adherence to policy and best practice
 Wide spread promotion and marketing

  Clear and succinct framework to measure 
success against our strategic priorities  
and outcomes

  Academic partner to measure the long  
term impact on social renewal

SMART Measures 

	 	New	staff	structure	agreed	by	Board	
by end of 2017

	 	New	staff	structure	in	place	around	
May 2018

 New CEO in post by April 2018

 50% increase in turnover by 2018/19
 90% increase in turnover by 2019/20
  93% increase in turnover by 2020/21

Strategies implemented by:
 2017 Fundraising
 2017 Equalities, Diversity & Inclusion
 2018 (beg) Marketing
 2018 Community Engagement
 2018 Environment

 Evaluation framework created by 2018
 Academic partner in place by 2018
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Proposed  
Programme  
of Work

Get 
Involved 

a regular programme  
of participatory  

activities

Apr 18

New
Commissions 

 commissioning new 
pieces of music

May 18

Emerging
Talent

supporting emerging 
musicians in early stages 

of career

Jun 18

Cumnock
Tryst Annual

Festival 
our showcase 
annual event

Oct 18

Pop Ups
pop-up performances  

in the heart of  
communities

Sep 18

Connect 
connecting with 

communities to shape  
our work 

Feb 18

Hungry
Ears 

year–round  
concert series

Jan 19

Generator
internships, work 
placements and 

volunteering  

Aug 18

2018
2019

Here’s a summary of our proposed programme for 
2018/19. Outline details of years two and three are 
attached in appendix 3. 
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PROGRAMME OF WORK 2018 / 19

Proposed Programme of Work

GET INVOLVED
Cumnock 
Tryst Strategic 
Priority: 

1

Creative     
Scotland 
Ambition:

Access

Creative Scotland 
Connecting Theme:

Creative Learning

Equalities and Diversity

Get Involved - a regular programme of participatory courses, classes and 
workshops. We aim to work with people of all abilities from come and try 
sessions for beginners to masterclasses for emerging and professional 
musicians. Our priority target groups are those that would not normally  
have the opportunity to engage in music making.  

Activities include:

•  Artists in residence workshops 
Edinburgh String Quartet are this 
year’s artists in residence who 
will work with James MacMillan 
to deliver a series of composition 
workshops with local schools 
leading to a performance at the 
annual festival

•	  Community come and try sessions  
pop-up and programmed activities 
in the heart of East Ayrshire 
communities

•	 	Festival chorus rehearsals 
no audition required

•	  Masterclasses 
run by world-class visiting artists for 
professional and emerging musicians 

•	 	Cumnock History Group 
collaboration linking the local history 
group’s exhibition on World War 
1 with the Imperial War Museum 
commission (see annual festival)  

We will strengthen our relationship 
with the three Ayrshire’s Youth Music 
Initiative programmes with the view  
to exploring direct links between our 
year-round Get Involved programme  
and our annual Festival

NEW  
COMMISSIONS Cumnock 

Tryst Strategic 
Priority: 

1, 2, 4

Creative     
Scotland 
Ambition:

Excellence

Places

Creative Scotland 
Connecting Theme:

Creative Learning

New Commissions - X2 new pieces created in 2018/19

•	 	Ayrshire	composer	Rory	Boyle	
commissioned to produce a new 
piece for the opening night of our 
annual festival – this is a string 
quartet for the Edinburgh String 
Quartet

•	 	James	MacMillan	has	been	
commissioned by the Imperial War 
Museum to create a major new 
piece marking the centenary of 
the Armistice. The World Premiere 
will be performed by Dalmellington 
Band, Ian Bostridge, The Festival 
Chorus and the Edinburgh Quartet 
at our annual festival
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PROGRAMME OF WORK 2018 / 19

Proposed Programme of Work

EMERGING  
TALENT Cumnock 

Tryst Strategic 
Priority: 

1, 2, 3

Creative     
Scotland 
Ambition:

Access

Excellence

Creative Scotland 
Connecting Theme:

Creative Learning

Emerging Talent – we seek to support emerging musicians at the early stages 
of their careers.

 Activities include:

•	  Young Composers scheme 
James MacMillan will mentor one 
young composer each year selected 
through an open competition. New 
work created will be performed by  
the festival’s annual resident artists

•	 	Royal Conservatoire of Scotland 
supporting young players from the 
RCS@Dumfries House to perform 
at one of our Hungry Ears concerts 
series or the annual festival

•	  Ayrshire Choirs bringing together 
the three Ayrshire school choirs under 
the direction of our Cumnock Tryst 
Festival Chorus director Eamonn 
Dougan with a view to creating a 
junior chorus – supporting the next 

generation of choristers - performing 
at a Hungry Ears concerts series or 
the annual festival

•	 	Community residency programme 
a new collaboration with James 
MacMillan working with a Royal 
Conservatoire of Scotland student 
who will base themselves in the 
community of Cumnock to create 
new music. This student would be 
a trainee animateur, working closely 
with James MacMillan and others

THE  
CUMNOCK 
TRYST  
ANNUAL 
FESTIVAL

Cumnock 
Tryst Strategic 
Priority: 

1, 2, 3, 4

Creative     
Scotland 
Ambition:
Access
Excellence
Places

Creative Scotland 
Connecting Theme:

Digital 
Creative Learning

Cumnock Tryst Annual Festival – Four-day festival in 2018/19

Our annual festival redefines modern classical music and blurs the boundaries 
between professional and community driven music making. 

For 2018 the programme includes:
•	 	The Cumnock Hour an evening with 

Don Paterson, poet and jazz musician, 
collaboration with Boswell Book 
Festival 

•	  Rory Boyle World Premiere with 
Edinburgh Quartet (string quartet)

•	 	Solo Lieder recital with renowned 
English tenor, Ian Bostridge 

•	 	World	Premiere	of	a	section	of	the	
Imperial War Museum commission 
by James MacMillan featuring Ian 
Bostridge, The Cumnock Tryst  
Festival Chorus, Edinburgh String 
Quartet and the Dalmellington Band.

•	 The Sixteen
•	 	Festival service 

singers from The Sixteen

•	  Edinburgh String Quartet recital at  
the town hall in Cumnock

•	  Promenade recital at Dumfries House 
Nikita Naumov, double bass soloist; 
Barnaby Brown, assorted small pipes; 
small group from The Sixteen, singing 
madrigals 

•	 	Festival Club Digital Orchestra 
(continuing our relationship with Drake 
Music Scotland), RCS@Dumfries House, 
Young BBC Musicians of the Year, Red 
Note Ensemble, Anna Meredith and her 
band and/or C.Duncan, Mercury Prize 
nominee

•			 	Screen and soundtrack commission 
to	mark	our	fifth	anniversary	we	will	
commission	a	film	and	soundtrack	to	 
be projected onto the exterior of the  
Old Church in the Square,  
throughout the whole festival
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PROGRAMME OF WORK 2018 / 19

Proposed Programme of Work

POP-UPS
Cumnock 
Tryst Strategic 
Priority: 

1, 2, 3, 4

Creative     
Scotland 
Ambition:

Access

Excellence

Places

Creative Scotland 
Connecting Theme:

Creative Learning

X4 Pop-up performances in 2018/19

Pop-ups bring high quality musical 
experiences to unexpected places. 
Imagine the impact of Nicola Benedetti 
performing in the bread aisle at Tesco’s 
in Auchinleck. The new children’s pipe 
band from Onthank Primary School 
performing at The Café at Cumnock 
Outlet. Our relationship with Live 
Music Now will help form part of this 
programme. 

This	programme	of	pop-up	and	flash-
mob performances will take place at 
various unexpected locations bringing 
professional musicians and emerging 
talent into the heart of communities 
across Ayrshire playing an important 
dual role of increasing The Cumnock 
Tryst’s	profile	and	bringing	high	quality	
musical experiences into people’s  
daily lives. 

They will play a fun but important part 
in widening our audience, signposting 
to other Cumnock Tryst activities 
and	embedding	our	cultural	offer	into	
communities.

CONNECT
Cumnock 
Tryst Strategic 
Priority: 

3, 4

Creative     
Scotland 
Ambition:

Access

Places

Creative Scotland 
Connecting Theme:

Creative Learning

CONNECT – is all about ensuring that we involve and create a platform for 
communities to play an active role in planning and shaping our programme  
of activities.

•	  Tryst Champions 
we will establish a network of Tryst 
Champions from the community 

•	  Young Critic Scheme 
we will work with the University of 
West of Scotland journalism course 
to write and record reviews of our 
activities for local media, student 
newsletter and the University You 
Tube channel
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PROGRAMME OF WORK 2018 / 19

Proposed Programme of Work

HUNGRY EARS
Cumnock 
Tryst Strategic 
Priority: 

1, 2, 3

Creative     
Scotland 
Ambition:

Access

Excellence

Creative Scotland 
Connecting Theme:

Creative Learning

Hungry Ears – X3 concert series performances in 2018/19

Hungry Ears is our new year–round concert series. We will programme live 
music events across the region and sometimes beyond in collaboration with 
other promoters. We will seek to establish regular slots to mark specific annual 
calendar events such as St Andrew’s Day and Burn’s Night. 

Concerts for 2018 could include:

•	 	Lau	in	collaboration	with	Hands	Up	
for Trad

•	 	Declan	and	Leo	Forde	with	Jazz	
Scotland

•	 	Live	Music	Now	musicians	and	
groups (continuing our relationship 
with Live Music Now)

•	 Cappella	Caeceliana	from	Belfast

•	 	Young	musicians	from	the	Royal	
Scots Club mentoring scheme

GENERATOR
Cumnock 
Tryst Strategic 
Priority: 

5

Creative     
Scotland 
Ambition:

Access

Creatiave Scotland 
Connecting Theme:

Creative Learning

Our Generator programme focusses on providing an ongoing programme of 
work experience, internships and volunteering opportunities for local people 
throughout the year across all our activities. We seek to offer supported and 
meaningful experiences for people wanting to learn new skills or who want to 
give something back to their community from event planning to front of house 
or marketing to workshop assistant.

•	  Internships 
X1 position in 2018/19

•	 	Work placements 
X1 placement in 2018/19

•	  Volunteers 
X20 volunteers in 2018/19
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Festival Chorus
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Photo credit: Robin Mitchell
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The focus of our 
marketing and audience 
development work will be 
to:
•	 	Establish	The	Cumnock	Tryst	

as the premier visitor and artist 
destination for classical and other 
genres of music through our annual 
festival, year-round programme of 
events and activities in the local 
area, Scotland and beyond

•	 	Raise	awareness	and	the	profile	
of our work to local, regional and 
international audiences

•	 	Increase	audiences	-	local,	
national, UK and beyond

•	 	Identify	and	develop	relationships	
with new audiences e.g. 
partnerships with school groups

•	 	Secure	new	partnerships	for	
promotion, e.g. Visit Scotland, 
Event Scotland, Festivals, 
Educational Institutions, third 
sector groups, arts organisations 
and networks 

Growing, Reaching and Maintaining Audiences
We will develop a range 
of tactics to identify new 
ways to engage with 
current audiences and 
to grow and diversify our 
audiences, including:
•	 	Developing	and	delivering	a	high	

quality year-round programme and 
annual festival 

•	 	Bringing	our	programme	to	new	
places by exploring opportunities 
for co-hosting and looking at 
different	formats,	settings	and	
times to appeal to new audiences  

•	 	Expanding	the	opportunities	for	
intimate and powerful connections 
between artists and audience 
through events in unexpected 
places

•	 	Strengthening	relationships	with,	
and broadening our range of key 
stakeholders

•		 	Listening	to	our	Tryst	Champions	
when curating programmes and 
devising participatory activities

•	 	Encouraging	audiences	to	
volunteer in our work to establish 
long-term relationships

•	 	Utilising	digital	technology	to	
share content, increase our reach, 
support audience interaction and 
drive ticket sales

•	 	Developing	our	brand	and	house	
style 

•	 	Understanding	the	demographic	of	
the region and seeking feedback

•	 	Developing	and	implementing	
strategic commissions of new 
work for new audiences e.g. 
creating a children’s opera in 
collaboration with Scottish Opera

•	 	Using	artists	in	residence	and	
emerging talent programmes 
to build deeper relationships 
with audiences through talks, 
workshops, collaborations and 
events 

•	 	Inviting	community	music	groups,	
students and teachers into 
rehearsals to view the creative 
process in action

 Photo credit: Mihaela Bodlovic
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Music sector
The	Cumnock	Tryst	is	helping	to	fill	a	
gap in a landscape which is painfully 
underdeveloped – physically, socially 
and culturally. This is one of the main 
drivers for expanding the event and 
the organisation - using the arts as a 
catalyst for social renewal and making 
our contribution to Scotland’s music 
sector unique. 

The Tryst has a unique advantage 
over other similar festivals – James 
MacMillan. His reputation, connections 
and knowledge of the sector help to 
create something unique – a world-class 
festival on a local stage. 

As we develop, our contribution to 
Scotland’s music sector will grow, 
including:
•	 	Creating	further	paid	opportunities	

and increasing the sector’s 10,000 
workforce

•	 	Widening	and	expanding	the	reach	of	
the sector’s audience 

•	 	Promoting	East	Ayrshire	to	promoters	
of live music across all genres

•	 	Developing	our	participation	and	
emerging talent programmes 

•	 	Supporting	the	next	generation	of	
musicians and cultural professionals 
through key partnerships

•	 	Providing	a	platform	for	composers,	
artists and audiences to make, share 
and experience new music 

Our Unique Contribution 
•	 	Using	the	power	of	music	to	drive	

social inclusion and diversity 
•	 	Creating	opportunities	to	support	

emerging talent through an 
ongoing programme of residencies, 
commissions and events 

Non-arts sectors
Regeneration and social renewal is 
at the heart of what we do. The Tryst 
will	continue	to	make	significant	
contributions to the local community 
and non-arts sectors by:

•	 	Contributing	to	local	and	national	
tourism strategies to help promote 
Scotland as a cultural destination 

•	 	Building	community	cohesion	by	
creating opportunities for local 
community music making to perform 
on the same stage as world-class 
musicians

•	 	Contributing	to	creative	place-
making through a year-round 
programme 

•	 	Acknowledging	the	heritage	of	
the area’s industrial past through 
commissioning of new music with 
local themes and stories

•	 	Providing	employment	skills	and	
opportunities through our volunteer 
scheme, internships and in the 
delivery of our activities

Creative Scotland’s ambitions 
Our People, Partnerships and Place 
themes guide the delivery of this 
business plan and provide depth and 
a tangible dimension to our vision. 
They also work in unison with three of 
Creative Scotland’s ambitions:

Excellence and
experimentation 
James’s name is synonymous with 
excellence and we will ensure our year-
round programme and annual festival 
maintains its reputation for high quality 
performances and exceptional new 
music.
We seek to establish Cumnock as 
the ‘go to’ place for composers and 
musicians of all genres by partnering 
on co-curated events, commissioning 
new music and challenging our 
audiences with a mixed programme 
that contains experimental and 
unusual new music.

Access 
Access for all is our mantra - we 
place excellence and opportunities to 
engage and participate at the heart of 
what we do. 
We embrace diversity through our 
programming, challenging ourselves 
to look at diversifying our participants 
and audiences across all protected 
groups and continuing to collaborate 
with partners such as Drake Music 
Scotland to enable this. 

We will work with all three Ayrshire local 
authorities to introduce children and 
young people to world-class music 
making, while supporting young up and 
coming composers and musicians to 
contribute to our programmes.

Places 
We are committed to putting East 
Ayrshire and Cumnock on the cultural 
map - making it a destination place 
and contributing to social renewal by 
building	its	cultural	significance,	growing	
audiences and attracting people to the 
area.
The artistic programme will help improve 
the economic health of our community 
and	allow	it	to	flourish	once	again.
Our programme focuses on our 
relationship with the community and, 
together with our artists, challenge the 
narrative and perceptions of the arts and 
classical music.

“Artist in residence, 
John Kenny, will treat 
the audience to a rare 
opportunity to hear the 
carnyx, the old Celtic 
instrument of which he 
is a champion.”

Early Music Today
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Creative Scotland’s connecting themes

Our Unique Contribution 

Creative learning 
We seek to use creative learning 
as the basis and catalyst for 
generational social change, to make 
a difference to employment, raise 
aspirations and the capacity to learn 
and have ambition. 

Examples include: work placement 
and internship opportunities; working 
with key teams in Ayrshire’s local 
authorities: YMI; community learning 
and youth networks; rolling out 
community workshops; supporting 
up and coming performers via the 
Emerging Talent programme; and 
including	creative	learning	into	our	staff	
and board professional development 
plans.

Equalities and diversity
We put people first and are 
committed to engaging those who 
face barriers to access, or aren’t 
naturally inclined to get involved. 

To do this, we will ensure that 
equalities is central to everything 
we do, operationally and artistically 
including: equalities training for our 
team; use of access aids such as 
audio description and sign language in 
our performances; incorporating Gaelic 
into our programming; establishing 
partnerships with key agencies to 
deliver engagement programmes 
for vulnerable people; showcasing 
community music making on the same 
stage as world-class performers; and 
involving the voice of our communities 
through our Tryst Champions scheme.

Digital
We are committed to improving our 
digital offering in both an operational 
and creative perspective by: including 
video and audio files on our website 
and looking at the viability of an 
online shop; enhancing our social 
media plan offer; exploring the use of 
digital technologies in programming; 
creating online CPD opportunities for 
teachers and instructors; and virtual 
workshops for budding composers.

We will also deliver digital support 
training	for	our	staff	and	nurture	our	
collaboration with the University of 
West of Scotland students to live 
stream, document and promote our 
programmes of work, whilst contributing 
to student’s learning modules.

Environment
We will strive to be as 
environmentally sustainable as 
possible and will develop an 
environmental plan to frame how 
we will do this, which will form an 
agenda item at every board meeting. 

To meet our commitments we 
will: use the resources of Creative 
Carbon Scotland to ensure we 
have the knowledge and skills 
we need to succeed; use public 
transport whenever possible and for 
international travel, always seek direct 
flights	rather	than	stop-offs	to	reduce	
the carbon footprint; and use digital 
methods such as Skype for meetings 
to improve our environmental and 
financial	sustainability.

“There is huge potential in this 
project for students to gain 
work experience working with 
organisers of The Cumnock Tryst 
and going forward I can see 
that many students across the 
Creative Industries programmes 
can build an impressive portfolio 
and work relevant experience.”
Elizabeth McLaughlin, Senior Lecturer 
Broadcast and Journalism, UWS

 Photo credit: Mihaela Bodlovic
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As specialists and leaders in our field we proactively 
seek and contribute to strategic partnerships on 
local and national levels so that we can influence the 
development of music, creative industries, regeneration, 
economic development, social renewal, health and 
wellbeing, tourism and community cohesion.

Strategic Partnerships and Stakeholders

We understand that it’s only through 
active working partnerships that will 
enable us to inform and shape, local 
and national agendas, and help set 
our operational framework to meet 
the social and creative ambitions of 
this business plan. 

We thrive on working collaboratively 
and we will extend and strengthen our 
partnerships by:

•	 	Being	strategic	in	our	approach	to	
the way that we work with others to 
share	risks	and	benefits

•	 	Demonstrating	leadership	and	
influencing	change	through	our	
professional knowledge, skills and 
expertise

We currently have active working 
partnerships with East Ayrshire Council, 
Dumfries House, Royal Conservatoire 
of Scotland, Ayrshire Youth Arts 
Network, Arts and Business Scotland, 
Drake Music Scotland - amongst 
others. These partnerships are vital for 
ensuring	our	work	is	of	public	benefit,	
and challenges the ongoing creative 
development of our activities. 

Moving forward, we will explore 
new partnerships with organisations 
such as European Music Council, 
International Society for Music 
Education and Jeunesses Musicales 
International	to	benchmark	our	offer	
against colleagues from across 
the globe. We will also extend our 
partnerships at home, for example 
with the Scottish Urban Regeneration 
Forum to help improve the wellbeing 
of people living in disadvantaged 
communities and Scottish Music 
Centre to explore contributing to 
their Concept Sessions for young 
composers and songwriters delivered 
on	and	offline.	

Our operational plan will include a 
targeted list of new partnerships that 
we will develop over the period of this 
business plan.

[See appendix 4 for full details on the 
local and national strategic context 
that this business plan has been 
developed within and responds to].

Internal Stakeholders:
Board of directors 
Staff 
Tryst champions 
Volunteers

Business

Scottish Enterprise
Chamber of Commerce
Scottish Council for 
Development and Industry
Confederation of British Industry

Networks 

Scottish Music Centre
Culture Republic
Arts and Business
Audiences
Artists and arts organisations 

Local 
East Ayrshire Council
Community Planning Partnership
Ayrshire Economic Partnership, 
Tourism Advisory Group
East Ayrshire Leisure

External Stakeholders:

National

Funders

Creative Scotland 
Genesis Foundation
William Grant Foundation
Minerals Trust
The Great Steward of Scotland’s 
Dumfries House Trust
Fidelio Trust
PRS for Music Foundation
The Radcliffe Trust
MacRoberts LLP 
Ayrshire Youth Arts Network 

Ayrshire Youth Arts Network
Dumfries House
Ayrshire Chamber of Commerce 
Audiences
Artists and arts organisations
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Our core audience is East Ayrshire and our neighbouring 
Ayrshires but our work has a rippling effect and growing 
magnetic draw across the central belt and beyond. The 
Cumnock Tryst attracts world-class musicians who we 
work closely with to ensure that their, and the wider 
communities experiences, are valued.

Evidence of Demand

Cumnock and the surrounding villages 
have a history of a once a thriving music 
scene with West End productions in 
schools, choirs, brass bands and a 
miners amateur operatic society - The 
Barony Operatic and Dramatic Society. 
This once vibrant music scene has sadly 
declined,	but	in	the	first	three	years	
of the festival we’ve seen a thirst for 
classical and other genres of music, 
with 40% of tickets sold to people from 
Cumnock/East Ayrshire and 26% from 
the rest of Ayrshire.  

Our volunteers, supervised by the 
Festival Manager, collect quantitative 
and qualitative data and feedback 
from our audiences [See appendix 5 
for sample audience questionnaire 
analysis].

We use this intelligence to inform future 
programming	and	in	finessing	the	
operational elements of our activities, 
including targeted marketing for future 
events.

Our planned network of Tryst 
Champions will further embed 
our organisation in the heart of a 
community, ensuring that we are 
operationally	on	the	‘shop	floor’,	
providing consistent opportunities 
to engage with current, and new, 
audiences and participants. The value 
of this face-to-face communication in 
a community such as Cumnock is very 
high as it builds trust, ownership and 
long term relationships.

We	have	achieved	significant	broadcast	
and media coverage, particularly 
in 2016. All our activities received 
predominantly 5-star reviews or, very 
occasionally, 4-star. [See appendix 6 for 
a comprehensive list of media coverage 
in 2016].

There is broad support from the 
Scottish and specialist media and 
the public are very much behind the 
festival and what it has brought to the 
area. Locally there is clearly pride in the 
festival	which	is	reflected	in	the	breadth	
of coverage in the Ayrshire Post, 
Cumnock Chronicle and other group 
titles this year.

In	2016	we	secured	our	first	television	
network news piece on the festival 
and it was gratifying that it was on 
Breakfast News with its wide-ranging 
audience, and particularly because the 
focus was on the work with the young 
people of Hillside School – a school 
for children with additional support 
needs. It demonstrated tangibly that 
the Cumnock Tryst is an inclusive 
organisation, one that ensures music 
making at the highest level is possible 
for everyone.

“In the short time 
since he set it up (The 
Cumnock Tryst) has 
found a form and a 
circle of friends that look 
like sustaining it in the 
long term.”
The Herald (opinion)

 Photo credit: Mihaela Bodlovic
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To be the best you have to be able to overcome 
challenges. We’ve demonstrated that as an organisation 
we’re flexible, adaptable, creative and savvy.

Future Challenges

We’ve quickly completed the necessary 
groundwork to establish a high-end  
music festival with a growing 
programme of year-round activity and 
have achieved this in a community 
where some said we wouldn’t have 
a hope of success. We’ve quickly 
established a track record, received 
plaudits from critics, peers and 
audiences. We’ve excited artists and 
audiences	who	see	that	our	offer	is	
different,	special	and	they	love	it	–	 
many artists ask to come back to 
perform again time after time. 

We’re also astute as an organisation 
and we recognise that to maintain the 
momentum we’ve created, to reach our 
potential and deliver our strategic aims, 
we need to be able to have a clear plan 
to overcome expected and unexpected 
challenges as we move forward.

Some of the main challenges on the 
horizon are:

•  Leadership - we aim to recruit a 
Chief	Executive	Officer	to	lead	and	set	
strategy for the organisation to avoid 
reaching	a	plateau	in	our	cultural	offer	
and ambitions for social renewal  

•  Sustainability - strengthening our 
core team, continuing to expand 
our revenue model including 

earned income, and building up 
organisational reserves  

•  Infrastructure - limitation on number 
of venues, transport links and local 
services

•	 	Attitudes	- some pockets of the 
community, both local and artistic, 
don’t expect or believe our cultural 
offer	is	for	them.	We	aim	to	widen	our	
reach by listening to, and working 
with, the communities of East Ayrshire 

•  Cohesive programming - we need 
to consider how the programme may 
develop to widen the appeal without 
compromising artistic standards

•  Next generation - we need to 
develop our partnerships with YMI 
programmes, schools and youth 
groups across the three Ayrshires to 
extend creative learning opportunities 
and develop our participants and 
audiences of the future

•  Organisational risk - James is an 
internationally in-demand composer. 
The new CEO role is critical to 
managing capacity risks to ensure 
high quality across all organisational 
activities

A full SCOT analysis can be found in 
Appendix 7 32

Bell Tree

 Photo credit: Mihaela Bodlovic
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Festival Chorus

33
 Photo credit: Mihaela Bodlovic
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The Cumnock Tryst is 
governed by a Board of 
Trustees which sets the 
overall strategic direction 
of the organisation and 
ensures all the necessary 
checks and balances 
required are in place for 
effective governance and 
reporting. [See appendix 
8 for biographies of board 
members].

Governance, Leadership, Delivery and Management
Our board is a strong and committed 
group of professionals from a 
wide range of sectors who provide 
substantial expertise, knowledge, 
networks, connections, ideas and 
pragmatism to ensure the company 
is	viable	and	fit	for	purpose.	[See	
appendix 9 for full details on 
Governance, Leadership, Delivery and 
Management including a skills audit of 
current Board members]
We’ve set an organisational goal of 
establishing the Cumnock Tryst as 

one of Scotland’s most professional, 
sustainable and well-governed arts 
organisations. 
In a relatively short period of time 
we’ve become highly respected 
by our peers, funders, media, 
artists, audiences, participants and 
community of Cumnock. We’re 
cognisant that to deliver the ambitions 
of EPIC we need to continue to 
develop	and	finesse	the	company’s	
organisational functions, leadership 
and governance.

Our current structure is:  Board of 
Trustees; Artistic Director (Unpaid 
– James MacMillan); Company 
Manager (Unpaid - Lynne MacMillan 
– Chair of Board); Festival Manager 
(Catherine Campbell, part-time 
freelance); Marketing (Ailsa 
MacKenzie part-time freelance); 
Press and PR (Lesley Booth, part-
time freelance); Festival Chorus 
Administrator (part-time freelance); 
Festival Assistant (part-time 
freelance).

The Board recognises that a new organisational staffing 
structure is required if we are to deliver our ambitions 
and achieve long term sustainability. The proposed new 
staffing structure is: In	the	new	staff	structure	the	Artistic	

Director will still not receive any 
remuneration and Lynne MacMillan will  
no longer be involved in operational 
delivery and assume her role as the 
Chair of the organisation. All current 
freelance	roles	are	part-time	and	fixed	
term contracts of 1-year. 
The reporting framework within our  
new organisational structure will be:
•	 	Board	meetings	every	two	months	 

to monitor progress against delivery  
of the EPIC business plan

•	 	Finance	and	staffing	sub-committee	 
to meet every two months

•	 	Weekly	team	meetings	led	by	CEO	
The	Chief	Executive	Officer	(CEO)	
will oversee the delivery of work 
programmes and will have frequent 
one to one meetings to review project 

plans, supervision, and undertake 
annual professional development 
reviews. 
Rationale
The new organisational structure will 
enable us to deliver our ambitions and 
make steps to achieving our vision. In 
simple terms it’s the structure we need 
to ensure world-class artistic quality in 
performance and participation for the 
benefit	of	as	many	people	as	possible.	
The creation of the CEO role is critical 
for the development of the organisation 
and the successful delivery of this 
business plan. 
The Artistic Director will have the 
leadership role on curating the 
festival and year-round programming 
supported by the CEO who will also 
play an active role in programming. 
This will mitigate against workload 
and time pressure risks as the festival 
and year-round programme grows. 
James is absolutely committed to the 
Cumnock Tryst over the long term, 

Trustees

CEO
(full-time)

Programme
Manager
(full-time)

Administrator
(full-time)

Marketing
Freelance

(p/t)

Press & PR
Freelance

(p/t)

Technical
Support

Freelance
(p/t)

Internships

Volunteers

Artistic
Director

however, it is pragmatic to plan 
ahead for growth. The selection 
and appointment of a CEO will 
be carefully managed to ensure 
a seamless transition to the new 
organisational structure.
The CEO will be responsible for 
developing and implementing the 
operational plan that will stem from 
this business plan and will direct 
the allocation of resources and 
tasks	required	to	effectively	support	
company activities. The CEO would 
also take the lead on fundraising.
The Festival Manager role will 
be expanded into a Programme 
Manager’s role to enable the 
company to deliver a year-round 
programme of activities and meet 
festival growth.
A full-time administrator role will 
support the work of the CEO and 
Programme Manager and absorb 
the duties of the festival chorus 
administrator and festival assistant.
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Investment in The 
Cumnock Tryst enables 
funders and supporters to 
gain positive recognition 
by being associated 
with an organisation of 
significant cultural and 
social value, making a 
demonstrable difference 
to public benefit. They 
can be confident that 
their financial investment 
will be well managed and 
will make an important 
contribution to Scotland’s 
cultural sector and the 
social renewal of East 
Ayrshire.  
To achieve our ambitions we’re seeking 
to extend our revenue model by:

•	 	Enhancing	our	core staff as an 
important resource to develop 
and drive a long term fundraising 
strategy

•	 	Securing	regular funding from 
Creative Scotland [See appendix 10 
for 2018/21 Budget]

•	 Increasing	ticket	sales

•	 	Broadening	our	earned income  
e.g. training for professional 
musicians, merchandise, 

Financial Plan and Management
•	 	Widening	our	network	of	public 

funders (e.g. Ayrshire Leader, Event 
Scotland)

•	 	Widening	our	network	of	trusts and 
foundations (e.g. Robertson Trust)

•	 	Establishing	an	individual donors 
scheme targeting high net value 
individuals

•	 	Partnerships	with	relevant	resident 
Embassies that directly link to the 
cultural content of our programmes

•	 	Creating	a	corporate sponsorship 
strategy with a focus on using 
Arts and Business’ New Arts 
Sponsorship Grants match-funding 
scheme as a hook

•	 	Designing	a	corporate partnership 
scheme to encourage companies 
from across Ayrshire to be involved

We have robust financial 
systems in place for 
managing all our financial 
transactions. We have 
appropriate sign-off 
controls to ensure that the 
organisation is protected 
from potential fraud or 
embezzlement. 
In the new organisational structure the 
Chief	Executive	Officer	(CEO)	will	have	
day-to-day control of the budget with the 
team directly reporting to the CEO. 

The CEO will be supported by the 
board’s	finance	sub-committee	through	
bi-monthly meetings led by trustee 
Caroline Kerr, a chartered accountant. 
The organisation’s annual accounts are 
independently	verified	by	Accountants,	
Russell & Russell, Glasgow.

The Board, along with the CEO will 
annually review the need to seek external 
support from a book-keeper should the 
number	of	transactions	significantly	
grow. 

Our Board consists of very experienced 
members who are senior managers from 
education and cultural organisations 
with	significant	experience	of	managing	
large scale revenue, capital and project 
budgets, ranging from hundreds 
of thousands to millions of pounds 
per annum. [See appendix 11 for 
organisation risk register] 

Commitment to Fair 
Pay for Artists, Creative 
Practitioners and staff
The Cumnock Tryst is fully committed 
to ensuring that everyone we employ 
and commission to deliver services 
on our behalf receive remuneration 
based on the minimum industry 
recommended rates of pay. For 
example we defer to recommended 
rates of pay outlined by organisations 
such as the Musicians Union. 

“Prince Charles’ personal 
interest, along with that of 
Sir James MacMillan and the 
Cumnock Tryst, have attracted 
much inward investment 
in many different ways to a 
deprived area of Scotland.” 
From a letter to The  
Herald by Paul Wilson
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The Cumnock Tryst have 
developed a range of 
planning and reporting 
mechanisms to ensure 
continuous evaluation 
against our operational, 
strategic and artistic 
objectives.
Our strategic planning mechanisms 
include:

•	 	Four	year	business	plan	 
(2017 – 2021)

•	 Annual	reports	and	accounts

•	 	Staff	reports	–	artistic,	programme	
management, marketing,  
press and PR

Measuring Success
We reference our 
organisational strategic 
planning against wider 
national and regional 
planning frameworks to 
ensure that our activities 
contribute to the bigger 
picture, such as: 
•	 	Scottish	Government’s	National	

Performance Framework

•	 	Creative	Scotland’s	10	Year	Plan,	
Unlocking Potential, Embracing 
Ambition

•	 	East	Ayrshire’s	Single	Outcome	
Agreement

•	 East	Ayrshire’s	Community	Plan

•	 East	Ayrshire	Tourism	Action	Plan

•	 	Ayrshire	and	Arran	Tourism	Strategy	
2012-17

We have robust project 
management systems 
including tried and tested 
methodologies for guiding 
and monitoring the 
delivery of our activities:
•	 Project	initiation	and	rationale

•	 Resource	planning	and	allocation

•	 Assessing	risks

•	 Scheduling

•	 Review	and	evaluation	

Under our new organisational structure 
the CEO assumes overall responsibility 
for evaluating success against 
our strategic aims and objectives 
with delegated support from the 
Programme Manager. We understand 
there are many factors involved in the 
delivery of activities and our volunteers 
play a vital role in actively involving 
our audiences and participants in the 
evaluation process by seeking their 
views,	feedback	and	reflections.

We regularly utilise the 
guidance and resources 
on the Evaluation 
Support Scotland 
website to shape our 
evaluation tools such as 
questionnaires, comment 
cards, face to face 
feedback and concert exit 
interviews. 
We will build on this and establish 
deeper and long term relationships 
through the development of our 
network of Tryst Champions. We will 
also nurture our partnership with the 
University of West of Scotland to 
use digital technology to document 
feedback, whilst also contributing to 
students learning outcomes.

Success and learning from our 
activities will be analysed and shared 
on our website, through funders’ 
reports, our annual report, Tryst 
Champions’ annual review meeting, 
and sharing at conferences and 
seminars.“Highlights of the 

Tryst include the 
premiere of a work 
by a local composer 
underlining MacMillan’s 
commitment to 
nurturing talent.” 

Gramophone
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