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1
INTRODUCTION

Scottish Screen commissioned this evaluation report from Erika King Associates in March 2004.  The subject of the evaluation was First Writes a screenwriting competition established in 2002 in a joint partnership between Scottish Screen and First Light.  

Evaluation in this context being a process of looking back and considering the information gathered to make an overall judgement on the success (or otherwise) of a project and lessons learned for the future.  The two purposes being to demonstrate what has been achieved during the pilot and to improve practice in future.

The remit for the study included but was not limited to

· Its value to participants

· Quality of writer support

· Promotion

· Perceptions

· Recommendations for the future

The following evaluation work was undertaken

· Reviewing documentation produced during the lifetime of the pilot 

· Meeting with representatives of the partner organisations

· Talking to the people involved in undertaking the various stages of the pilot 

· Viewing the video produced at the end of the pilot

· Undertaking primary research on the outcomes of the pilot with the participants in the competition and their teachers, parents and guardians. 

Thanks are due to the large number of people who made time to participate in this evaluation exercise.

2
CONTEXT

First Writes was the result of the search for a joint initiative between Scottish Screen and First Light.

Scottish Screen develops, encourages and promotes every aspect of film, television and new media in Scotland. Working with the Scottish Executive, its mission is to establish Scotland as a major screen production centre and project Scotland’s culture to the world.   By working jointly with First Light, Scottish Screen was aiming to ensure that Lottery funds for young people’s work were spent strategically in Scotland.

First Light is the UK Film Council’s first fully delegated Lottery initiative, run by Hi8us First Light in Birmingham.  The £1m scheme provides funding to enable young people aged 7-18 from all social sectors and throughout the UK to make short films including fiction, animation and creative documentaries, using a range of digital technology.

At First Light, we fund and inspire the making of short films by young people, re

Whilst each of the partners have different organisational objectives, after discussions they agreed that the joint initiative should be run on a pilot basis and it should be about encouraging 11- 16 year olds to engage with the craft of screenwriting.  For First Light this gave them their first opportunity of identifying and working with talented individuals (rather than groups) and for Scottish Screen it allowed them to build on their long term commitment to encouraging screen writing and short film schemes targeting talent at various levels of experience.  It was decided that the best way forward was to create a competition format where the winners’ prize would be to have their five-minute script produced and screened.

The contract to make the three films was won by Edinburgh Mediabase, a not for profit organisation set up in 1986 with the aim of encouraging film and video makers in Edinburgh.  It allows budding filmmakers taking their first steps to do so in an atmosphere of support and encouragement.  

The sequence of key events was 

	
	

	18 October 2002


	Competition Launched

	04 December 2002


	Competition Re-launched

	13 January 2003 


	Revised deadline for entries by which time 195 were received

	31 Jan 2003


	Short list of 15 entries was agreed and an invitation to attend a workshop/tutorial day at Scottish Screen was issued

	01 & 08 March 2003


	Workshop/Tutorial Days held at Scottish Screen to start script development process. 13 attended

	08 April 2003
	Final three projects were selected and rejected entrants given feedback on their scripts

	06 March 2003
	Invitation to tender issued to 14 production companies to make the three films

	21 March 2003


	Deadline for submissions

	04 April 2003


	Letter sent to three companies tendering requesting additional detail

	30 April 2003
	Deadline for second round tenders

	09 May 2003
	Contract awarded to Edinburgh Media Base

	October 2003 


	Shooting of three scripts takes place

	24 January 2004


	Public screening of the three films and presentation of certificates takes place at UGC Cinema Edinburgh


Figure 1- Timetable of Key Events

3
DESCRIPTION OF THE PROJECT

In this section of the report we give more detail on what the project consisted of and how it was undertaken.

Before the competition was launched the partners commissioned screen writing guidelines from David Griffith, a screenwriting expert, which were specifically targeted on the 11-16 year old age group.  The guidelines were supported by a sample script and storyboard from a film made by David Cairns as part of another short film scheme.

The launch of the competition took place at MacRobert Arts Centre in October 2002 at an event which coincided with the launch of films made under the aegis of the Tartan Smalls short film scheme.  MacRobert Arts Centre had recently re-launched itself as an arts centre dedicated to young people as audiences and participants.  Tartan Smalls is a short film scheme, which supports work made by adults for audiences of young people.  

The promotional material consisted of a poster and flyer, which gave basic information about the competition and where to go to get more details.  The promotional material (600 posters and 15,000 postcards) were mailed out to an extensive list of contacts including

	
	Posters
	Postcards

	3000 schools
	3000
	9000

	750 libraries
	2250
	12000

	100 Princes Trust Excel Clubs
	200
	200

	80 Highland Youth Parliament
	5
	100

	50 Update Members
	50
	100

	25 Highland Youth Cafes
	25
	50

	32 Directors of Education
	
	32

	10 Regional Film Theatres
	30
	200

	80 organisations in touch with YP promoting social inclusion
	80
	80

	Travellers Education and Information
	3
	10

	Craigielea Children’s Centre
	3
	10


Figure 2- Distribution of Promotional Materials

Further information including the guidelines and application form were available from the Scottish Screen website.

The entry form consisted of capturing basic information about the applicant and the consent of their parent/guardian on a single side and the reverse side was blank for the entrant to outline their idea and give a working title.

A second launch event took place in December 2003 since the organisers were concerned that entries were slow in arriving.  This was a stand-alone event, which attracted a good level of media interest because of the participation of actor Sean Biggerstaff from the Harry Potter films.

The process of sifting through the 195 completed entries was managed by an external Executive Producer, Mark Grindle and members of Scottish Screen’s production staff.  The selection criteria and processes were similar to those used for all other short film schemes at Scottish Screen.  At this stage 15 projects were selected but only 13 entrants could come to the next stage (it turned out that one selected submission came from a writers group and the other individual changed his mind about proceeding with his entry).

The workshop day at Scottish Screen consisted of group and individual work on the treatments submitted so that participants could start the process of turning their idea into a screenplay.  Mark Grindle and Mary Morrison, an animator with a strong track record of working with children, led the workshops.  Representatives of Scottish Screen and First Light attended the tutorial day.

The workshop day was followed up by a period where the 13 entrants undertook further work on their screenplay prior to the final selection process where a panel of judges from Scottish Screen, First Light and their external experts selected the three winners who would have their scripts made into films.

Script editing work on the three final scripts continued in parallel with the selection process for the production company.  Of the fourteen companies who were invited to tender only three submitted bids and all three were interviewed by representatives of First Light and Scottish Screen.  The result was that Edinburgh Mediabase were appointed.

The original timetable had stipulated that the films should be shot over the Summer holidays.  The pre-production period was delayed and the actual filming did not take place until October 2003.  The cast and crew screening took place before Christmas and the final event took place in January 2004.

The format of the final screening consisted of the three films being shown, a short speech and presentation by the Scottish actress Elaine C Smith and speeches from representatives of Scottish Screen and First Light.  Two finalists attended the screening and four of the other short listed entrants were able to attend.

The overall budget for the project

	
	Budget
	Actual

	Costs of Competition 
	28000
	29070

	Costs of Production
	30000
	30000

	Total Costs
	58,000
	59,070

	Scottish Screen (cash & in kind)
	£31,000
	31,000

	First Light (cash)
	£27,000
	£27,000

	Contingency
	£1,740
	£2,070

	Total
	£59,740
	£59,070


Figure 3- Project Budget and Actual

4
AIMS OBJECTIVES AND MEASURES OF SUCCESS

The stated aims and objectives of the project were

· To encourage a bright new generation of screenwriters in Scotland through First Writes which promotes and supports screen writing among young people in Scotland

· A high profile screenwriting competition for 11-16 year olds in Scotland, accessible to all

· To promote a ‘can do’ attitude towards screenwriting and filmmaking at an early age

· To identify and encourage salient young writing talent

· Provide excellent material to support screenwriting, tailored specifically for young people, adaptable to a variety of purposes and context

· To generate increased interest in screenwriting and filmmaking by young people- in the media, among young people, and among those who work with them; teachers, parents, youth workers, film makers

The basic aims and objectives of the programme did not change in the course of undertaking the project.  They were thoroughly discussed by the partners before the competition was launched.  

One of the purposes of running the pilot before considering rolling it out was to develop baseline measures for success.  The partners involved had not undertaken a programme of this kind before and there are no standard measurables, which could easily be deployed.  The outputs identified in advance were

· A high profile call to entry targeted at young people aged 11-16 across Scotland

· Production of screen-writing resource packs targeted directly at 11-16 year olds

· Distribution of screenwriting guidelines (available in print and online) estimated at 2,000

· Professional screenwriting advice available on-line and by telephone for the duration of the competition

· A screenwriting workshop for 15 young people

· A one-on-one tutorial for the 3 winning young writers with professional producers or script developer

· The production of three winning scripts with the involvement of the young writers

· A closing, high profile screening of the three winning films

Evaluation of the project consisted of

· A short questionnaire being sent to all 183 entrants who did not make the short list.  34 replies were received giving a response rate of 18.5% which is average for a postal survey

· Focus groups and telephone interviews with the thirteen entrants, their parents and (where more appropriate) their teachers.

· Detailed interviews with the three finalists

· A programme of interviews with all relevant Scottish Screen and First Light staff and the expert free lancers working for them, during the various stages of planning, launching and running the competition and making the final films

· A programme of interviews with the relevant staff and free lancers used by Edinburgh Mediabase.

· Analysing the database of entrants

· Viewing the final films.

· Reviewing all the agreements and contractual information related to the project

· Reviewing the promotional material/websites and press digest

5
THE FINDINGS

The issues, which the evaluation set out to address, are based on each of the various chronological stages of the projects, with questions/evidence gathering being structured to ascertain what went well and what could have been improved at each stage.

	Policy Development
	How effective was the process?

Were the aims and objectives of the partners compatible?

Did the aims and objectives change during the project?



	Marketing and Launch of Competition
	How effective was the launch event?

Could it be improved for the future?

Was the re-launch absolutely necessary?

Was the mail out of posters/postcards effective?

	The Entries
	Did the entries achieve a good balance of

-gender

-age

-geography

-socio economic profile



	The Guidelines
	Were the guidelines used by the entrants?

Were the guidelines an effective tool for developing screen writing skills in the target age group?

	Short Listing for Tutorial
	Was the process effective?

Were there sufficient resources?

Were the criteria correct?

Were the entry rules inclusive?

Were timetables adequate?

How could this stage be improved?

	Tutorial/Workshop
	Was it a good format for learning?

Did it achieve its purposes?

Was it well organised?

Was it properly resourced?

How could it be improved

	Developing the final scripts
	Was the process effective?

How could it be improved?

Were there adequate resources and time?

	Pre-Production
	How effective was the process?

Was there adequate time and resources?

How could the process be improved?

	Production
	How effective was the process?

Was there adequate time and resources?

How could the process be improved?

	Post Production
	How effective was the process?

Was there adequate time and resources?

How could the process be improved?

	Screening and Distribution
	How effective was the process?

Was there adequate time and resources?

How could the process be improved?

	General comments and unexpected outcomes
	Overall impression of the competition and suggested changes/improvements?


Figure 4- Evaluation Issues

5.1 Policy Development

Key staff at both Scottish Screen and First Light was given the opportunity of commenting on the policy development process.  There was a unanimous view that the process had worked well and the various individuals had clearly enjoyed working together and were pleased with the outcome.  A number of respondents considered the key to the success of this stage was the time, which had been spent on hammering out a written agreement detailing how the First Writes competition was to be run.  This was signed on 11 October 2002 and the heads of agreement include such things as

· Promotion

· Support Material and Advice Prior to Application

· Credit

· Application Process

· Decision-making process

· Workshop provision

· Staffing

· Competition Records

· Online Data Collection

· Production of Winning Scripts

· Rights

· Financial information

Since both partners are closely aligned with the Lottery distribution processes, it was to be expected that careful planning would have gone into how the project was to run, however, it is encouraging to note that all the main issues were anticipated in the agreement and that the project did follow the agreement in all major respects.

Conclusion

The policy development phase worked well with particular benefit coming from the existence of a written agreement which all parties stuck to in running the project.

5.2 Launch and Marketing of First Writes

Although it was not enshrined in the agreement, the partners considered that they needed between 100- 200 applications to consider the competition a success.  They were concerned that with the deadline approaching they were not going to meet their target level of applications so the decision was made to re-launch and extend the closing date.  The corporate affairs staff at Scottish Screen considered that the format of the re-launch was more appealing to the press than the original launch.  There was concern that launching a competition for young writers at the same time as screening Tartan Smalls (a short film scheme for adults aimed at a young people’s audience) did not serve First Writes well in terms of press coverage.  The re-launch was only about First Writes and involved a well known face (Sean Biggerstaff from the Harry Potter films)

As part of the survey of entrants the following question was asked, 
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Figure 5- how entrants found out about First Writes

This demonstrates conclusively that most entrants were told about First Writes at school.  This suggests the most important aspect of marketing was the mail out of the postcards and posters either directly to the schools or via other organisations on the database.  The press coverage would have reinforced the message with the teachers and perhaps encouraged them to do something with it.  The 15% who said it was ‘other’ had a broad range of sources of information but they were all to do with their own initiative, this included ‘the library, the internet, youth centre’ Parents we can assume heard through the press (unless they worked for one of the targeted organisations) and 9% reading about it in the newspaper is self explanatory.

We can conclude from this that the targeted mail outs were effective (unfortunately by the time the evaluation study was undertaken it was too late for the recollection of the recipients of the mail out to say what they had done with it.)  The positive press coverage received for the re-launch probably did not bring in many more applications but did enhance the profile of the competition and may have reminded some people who were already aware that they needed to send in their applications.

The mixed messages at the original launch event should be avoided in future since the strong press interest generated at the re-launch demonstrated that First Writes was strong enough to stand-alone.

Conclusions

The marketing and launch of the competition worked well through a combination of direct mailing to schools and others and press coverage.  Both are essential for different reasons, press coverage was necessary to give the competition high profile but the mailing was essential for getting competition information into the hands of the entrants and ensuring they applied.  The re-launch was necessary for the profile.  Teachers are by far the most important ambassadors for this competition.

5.3
The Entries

Analysis of the 195 entries on the database show the following

	
	Number
	%

	Male
	77
	39%

	Female
	118
	61%

	Total
	195
	100%


Figure 6- Gender Breakdown of Entries

There is a general tendency in arts education projects that girls are more naturally drawn to the expressive arts than boys and this tends to continue throughout life when females outnumber males as both arts audience members and participants.  The kinds of initiatives where these trends can be reserved are where there is a technical/technological dimension.  Unfortunately writing does not fall into this category so it is unsurprising that two thirds of the entrants were female.  It is however, important to note that of the final three films, females wrote two and a male wrote one.  This maintained gender balance throughout the process.

Turning to the ages of the entrants on the database, the rules stated that on 23 November 2003 they must be aged between 11 and 16
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Figure 7- age of entrants

From this table we see that the competition appealed most strongly to those aged 11 and 12 (58%) followed by those aged 15 and 16 (26%) and lastly those aged 13 and 14 (16%).  This could be related to the fact that teachers were so important in encouraging applications and the older entrants heard from other sources outside school.

We can logically infer that teachers of young children have the flexibility to encourage their pupils to get involved in creative writing projects such as First Writes whereas teachers of older pupils are caught up in examination driven activities.  The result being lots of applications from younger pupils and older entrants having to find their own way to the competition.
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Figure 8- geographic spread

In term of geographic spread figure 8 can be further summarised as follows
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Figure 8(a) summary of geographic spread of applications

The entries (like the population of Scotland) are concentrated on the central belt 

Figure 8(b) makes a comparison

	
	First Writes Entrants
	Whole Population

	Central Belt
	67%
	59%

	North East/Tayside/Fife
	15%
	25%

	South Scotland
	9%
	12%

	Highlands and Isles
	9%
	4%


In very broad terms the applications track the population as a whole, whilst it would be desirable to get a few less applications from the central belt and the Highlands and a few more from the North East and the South the variations are also a reflection of the attitudes and agencies at work in these areas.  It is worth noting that Highland Youth Cafes and Youth Parliaments were specially targeted for mail shots.

Turning to socio economic background of the applicants.  Unfortunately the database did not capture this kind of information.  For this we have to rely on the anecdotal evidence of the staff of Scottish Screen and First Light who read all of the entries.  They gave clear evidence of some entrants telling stories which broadly speaking relate to lives where there is a danger of social exclusion (young carers, bullying etc).  A further way of testing whether the competition was inclusive is to look at the list of organisations that were targeted because they are in close touch with groups in danger of social exclusion.  The list is comprehensive in covering 

· Children’s charities

· Voluntary organisations

· Social Inclusion Partnerships

· Boys and Girls Clubs

· Cultural Diversity

· Disability

· Travelling communities

It is reasonable to assume that since these organisations receive funding to stay in touch with groups in danger of social exclusion that they would have distributed the material sent direct to them.  The only way to check this would be to do follow up monitoring contemporaneously with the mail out.  However, the evaluator’s previous experience of these groups is that they are very good at distributing information since that is their core work.

Conclusions

Evaluation shows the following

The competition achieved a good balance of gender, given the predisposition of females over males towards the expressive arts and the selection of the finalists maintained gender balance

The competition did not attract an even spread of age range with the majority of entries coming from 11 and 12 year olds.

The competition did achieve a good geographic spread of applications with the entries broadly reflecting the distribution of the population of Scotland as a whole.

The direct mail out of promotional material was inclusive of organisations in touch with all sections of the community.  The only way of tracking whether the mail out translated into entries would be to undertake monitoring during the lifetime of the project.

5.4 The Guidelines

As part of the survey of the entrants all were asked if they read the guidelines either before they wrote their entry or after.
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Figure 9(a) non-shortlisted entrants

During interviews and focus group with the 13 short listed entrants we received a different response to this question.  The older entrants had read the guidelines before they wrote their applications but the young ones had not.  This suggests that perhaps the entrants who did not make it to the shortlist were not aware of the guidelines and thought this question relates to the information on how to apply.  On the other hand the non-short listed entrants did demonstrate learning outcomes (see figure 12) which could not have come about unless they read the guidelines.

The Scottish Screen and First Light team who attended the tutorial confirmed that very few of the 13 entrants had already read the guidelines.  
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Figure 9 (b) – non-short listed entrants

Again this is an inconclusive answer, what was it that 22% of the non-short listed applicants read after they wrote their application?  If it was the child friendly guidelines then good and well!  Figure 12 does suggest that the guidelines were read.
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Figure 9(c)- helpfulness of guidelines

The 13 short listed entrants confirmed that they had all read the guidelines after the tutorial and they gave a high rating to their usefulness.  However, two of the older entrants expressed concern that the examples and illustrations given in the guidelines were not appropriate to their age grouping and were more suitable to the younger entrants.  The younger entrants all agreed that the guidelines were very useful to them.  All made use of the guidelines when preparing their scripts.

The staff of Scottish Screen, First Light and their expert advisors liked the guidelines but shared the view that the examples were more appropriate to the younger age range.  The suggestion was made several times that for future rounds, that the actual scripts used in the pilot should be incorporated into the teaching materials.  By referring to all three the age range issue will be covered since they each represent a different age.

Conclusions

On balance it appears that the guidelines were read and were found to be useful by most of the entrants who were not short-listed.  Of the short listed entrants, the older ones read the guidelines before entering and did not find the examples appropriate to their age group.  The younger ones only read the guidelines after they wrote their entries but they found them very useful and relevant.   Everyone appreciated the information being imparted in the guidelines but the illustrations need to be targeted according to age.  By re-structuring the illustrations around the three scripts produced during the pilot the age range issue should be covered since they represent 11/12, 13/14 and 15/16.

5.5 Short Listing for Tutorial

Staff of Scottish Screen, First Light and the external Executive Producer confirmed that the process of short-listing the 15 projects worked well and followed standard industry procedures.  They were very pleased with the overall quality of the treatments received and considered they compared favourably with many other short film treatments received from adults.

We also tested the process with the entrants who were rejected at this stage.  The following two questions aim to discover whether the short listing and rejection put them off screen writing.
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Figure 10 (a) - attitudes to writing before entering


[image: image6.wmf]Q3.2 If you answered yes to 3.1, how do you now 

feel?

Encouraged

12%

Same

37%

Discouraged

6%

Other

12%

Don't Know

33%

Encouraged

Same

Discouraged

Other

Don't Know


Figure 10 (b) – attitudes to writing after rejection

Only 6% were actively put off writing after entering the competition and 12% were encouraged to do more writing.  For the remaining 82% it did not have much impact one way or the other.
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Figure 11- approval rating
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Figure 12- learning outcomes

The final question to the non-short listed entrants asked them what they would tell their friend about screenwriting.  From the answers we were able to establish that 52% had learned about screenwriting.

Conclusion

The process of reducing the 195 entries to 15 finalists worked well and did not discourage the unsuccessful entrants to any significant degree and encouraged a greater interest in screen writing in 12%.  61% would recommend it to a friend and 52% demonstrated through examples that they had learned two things about the craft of screenwriting from entering the competition.

5.6 The Tutorial/Workshop
The 13 finalists were all given the opportunity of commenting on the ambiance, venue, tutors and content of the tutorial day at Scottish Screen.  The responses were on the whole very positive.  Several commented on the ‘national’ nature of the competition but the events only happened in either Glasgow or Edinburgh.  There was concern about distances being travelled.

The content of the tutorial was well received although several participants commented on the wide age range and how that limited what could be achieved in a single day.  Several people asked for more time for the tutorials.  Some of the younger participants would have been happier if they already knew someone in the group.  This was not a problem for the entrants from East Lothian who already knew each other by co-incidence coming from the same school.

Scottish Screen and First Light were generally happy with how the day had gone. Suggestions for improvements included giving more thought to looking after the parents/guardians (a designated person be there to talk to them with a thought out semi- structured discussion to take place).  Others suggested a more intensive process than could take place in a single day.

Conclusion

The Tutorial Day was a good compromise between what could be achieved in a single day for a wide range of age groups.  For the future more thought should be given to approaching this aspect of the process in a different way.

5.7 Developing the final scripts and final short listing

All 13 finalists were questioned on the process of working up their scripts prior to the final short listing.  They were all positive about the experience.  The older ones particularly appreciated the fact that they were treated as equals and shown a great deal of respect.  The younger ones all enjoyed it but were not able to analyse the experience so clearly.  No negative comments were made about this process.

The Scottish Screen staff and Executive Producers (who did the script development work) were also positive about this part of the project and considered that using the standard industry processes worked well and ended up with a good outcome.

However, at this stage concerns started to arise about allocation of roles and responsibilities between Scottish Screen Production staff and the external Executive Producer.  There was clearly a considerable work load involved and for future rounds it will be important to calculate exactly how much time is required and to ensure that the necessary staff are available either in house or externally at the appropriate moment in the lifecycle of the project.

The process of deciding the final three scripts to be produced worked well according to the people who were there.  Again it followed standard industry procedures and the criteria outlined in the partnership agreement were utilised.  There was a feeling that the final decisions were quite hard because of the high quality of the entries and although the three selected films represented different age ranges, they felt it would have been easy to select three from each age range!

We questioned the entrants who were eliminated at this stage and although they were disappointed that they did not make it to the final, they had received good enough feedback, which explained what the problem was, and they were able to respond in a positive way.  

Conclusion

The script editing and development stage worked well from the point of view of the entrants regardless of whether they went on to the final stage.  The feedback to the rejected entrants was constructive and taken on board without discouraging the writers.  There was a resource issue arising within Scottish Screen about roles and responsibilities (in house and external) and that needs to be defined and clarified for future rounds.

5.8 Pre-Production

At this stage we look at the selection of the production company and the process of preparing for shooting the films.

Until this point the timetable for the project was being adhered to, things now started to slip.  The invitation to tender went out approximately one month later than scheduled and by the time Edinburgh Mediabase were appointed the timetable was running two months behind.

The staff of Scottish Screen and First Light were very happy with the selection process and considered that Edinburgh Mediabase were a good choice.  Edinburgh Mediabase themselves considered that the tender documentation would have been better had they received some information about the nature of the scripts they were being contracted to make.  In the event they had to pitch their general approach and only later did they see exactly what they were expected to make.  The invitations to tender went out a month before the final scripts were selected which explains why this was the case.  So saying, Edinburgh Mediabase were delighted to be given the opportunity of tendering and were very happy with the appointment process.

The selection panel reported a lively debate about the kind of company they wanted to appoint and the necessity of finding a middle ground between a company with a training and talent development remit and a company with a remit centred on technical excellence.  However, the Scottish Screen and First Light staff were all happy with the final decision.

The period after Edinburgh Mediabase was appointed and shooting began was the second point at which the timetable slipped.  From the point of view of Edinburgh Mediabase this was largely down to the problems they started to encounter when they saw the scripts and started to grapple with how to budget and realise them.  The person they had named as their Producer was at that point offered another job but instead of immediately replacing her, time was allowed to drift and communications between Scottish Screen and Edinburgh Mediabase were not maintained.  The net result was that a further two months delay was added to the timetable.

On a much more positive note, the three finalists were very happy with the pre-production period.  They spoke with great enthusiasm of continuing to work on their scripts with Mark Grindle and being introduced to the Directors.  There was frequent mention of ‘being treated as an equal’.  No negative comments were raised but one finalist alluded to the fact that time was drifting by and shooting of their films was not happening.  However, the positive response of the finalisation attests to the standards of care that were going in from Scottish Screen, the Executive Producer and Edinburgh Mediabase.

Conclusion

The procurement process was fair and open.  The timetabling of this part of the process requires to be revisited to make it more realistic.  So saying some of the delay may have been in preparing the tender call and this will not require to be done for future rounds.  However, adequate time should be allowed for companies tendering to submit the information required.  In the event there was a two-stage selection where 14 were invited to tender, the 3 companies that responded were invited to submit further information about their approach before a decision was made.  This seems a good way of doing things but must be scheduled into the timetable.  For the next rounds, copies of the scripts for the previous winners should be sent out as samples of what may be required (assuming the timetable will not allow for the actual finalists to be notified to bidders).  The selection panel should continue to keep in the forefront of their minds the need to balance the training/development remit of the competition with the highest standards of technical excellence.

It is essential that communications in the pre-production period be maintained between Scottish Screen and the production company making the films.  It appears that the decision to go with an external Executive Producer did not make communications any easier since there was an extra layer of communication to go through.

So saying the 3 finalists spoke very highly of this part of the process and any communications issues going on did not come across to them.

5.9 The Shooting Period

The films actually started shooting in October 2002, which happily co-incided with the schools holidays so the three finalists were able to come along and see their film being made.  For the three finalists this was the absolute high point of the whole experience and the interviews demonstrated that they did indeed ‘feel like winners’.  Even the most reticent of the 3 could not suppress enthusiasm for how that had felt.  

Edinburgh Mediabase, in particular the Producer however experienced considerable difficulties brought on in the main by not having sufficient budget to pay for basic requirements.  The decision had by this time been made to use almost the entire budget to realise the scripts.  This allowed very little money for support activities.  Concern was expressed at the heavy requirement to ask favours of people and to get things for nothing.  There was also a suggestion that the young cast members needed a budget for their chaperoning and special health and safety requirements.  Whilst there is no implication that either was neglected, they did consider that this should not have been undertaken without adequate finances.  It is also regrettable that the budget did not allow any management fee for Edinburgh Mediabase since they are a not for profit organisation and need projects to contribute something to their overheads.

Evaluation shows that the original budget was to be £10k per film and this was reduced to £9k by the need to hire in the external Executive Producer.  This was regrettable since the extra £3k could have made a significant difference to Edinburgh Mediabase’s ability to work effectively.

So saying, the 3 finalists were not the only people to benefit from this stage of the project.  Edinburgh Mediabase was very enthusiastic about the benefits the crews and directors also got from making the films.  They reported many instances of crew members working ‘side ways’ on jobs they do not normally do and giving first rate new experience to people recently out of college.  The Producer Lucy Brown was very enthusiastic about the experience she said ‘previously I had only worked on one short film- I now feel like a seasoned industry pro!’  The Directors reported a similar experience at least one of who is now thinking about making changes to the way he approaches his work!

This is very beneficial for the whole of the Scottish film industry as it is fostering an enabling culture amongst a whole range of people.

Conclusion

Evaluation shows that after a number of problems with budgeting and planning Edinburgh Mediabase delivered a very good production process.  The finalists benefited and the crews benefited and the work of Edinburgh Mediabase was taken forward and they developed.  With a little more budget the whole experience could have been easier.  It is possible that without increasing the budget that it would not be possible to repeat the process (the argument being that you can get more favours if it is a pilot, next time around people will not accept it).

5.10 Post Production

Scottish Screen distribution staff informed the evaluator that formal ‘delivery’ of the projects has not yet taken place!  In talking to Edinburgh Mediabase it transpires that once again lack of budget is at the heart of the time delay.  At the end of shooting the Producer had to go to another job (elsewhere in the industry in a highly pressured environment) and it was not possible to tie up all the loose ends before she went.  In turn Edinburgh Mediabase did not have the staff resource to pick up all of the details so it has been held back.  

The Producer reports that for three films there is a considerable amount of work and a fee should be allocated to undertake it.

Conclusion

Consideration should be given at the budget stage to allow enough resources to undertake the follow up work associated with 3 films of this kind.

5.11 Screening and Distribution

Again the best witnesses to whether or not the screening was a success were the participants themselves.  The cast and crew screening was held on a Saturday morning and only two finalists managed to attend.  The premiere was held on a school day and all of the finalists could make it.  The one who could not make to the cast and crew was clearly disappointed.  It was suggested that it might be better for the premiere to be held out of school hours so that friends could attend.  Alternatively it may have been better if friends could have come to the cast and crew.  So saying all thought the premiere was a wonderful experience and felt it could not have been any better.  One finalist whose film was not made gave interesting feedback.  She very much enjoyed seeing the films and gave an interesting critique comparing them to each other.  However, she would have appreciated if the presentation of her certificate could have been a bit more personalised.  For example a short strap line about what her film would have been (had it been made) rather than just reading out the title.

Scottish Screen corporate affairs staff was very happy with the screening and the coverage it got.  They were however sorry that the occasion was not used to kick off the next round since it will now have lost momentum.

First Light staff also thought it was a good conclusion to the project.  They did however, feel that the opportunity should have been taken to explain more about the craft of screenwriting and to give ideas about where to go from here.

This was a point raised frequently by all of the 13 short listed entrants.  There was a sense of what happens next?  One of them had actually approached Scottish Screen to find out what to do next and had been given the name of a course in Glasgow.  However, something more considered is clearly needed.

One final comment was that it would have been nice if the thank you had extended to the people who had given freely of their time and efforts during the shooting of the films.  It would be invidious for an evaluation to name names but even to have mentioned Edinburgh Mediabase would have been greatly appreciated.

Conclusion

It is very good to have a concluding screening but further thought needs to be given to whether the format/timing of the occasion can also encompass launching the next round and giving a sense of where to go next to participants.

5.12 General Comments and Unexpected outcomes

The main unexpected outcome of the project were the benefits, which came about through working with Edinburgh Mediabase and linking it to their work of encouraging and training emergent filmmakers.

The main comment coming out consistently is what happens to entrants after the competition and can they be signposted to other initiatives?  This came from both entrants and their teachers.

Overall tremendous benefits were reported for the prime beneficiaries, this came not only from themselves but also from the parents/guardian and teachers interviewed as part of this evaluation.

The parents/teachers also expressed high levels of satisfaction with the communications they had with Scottish Screen staff.  There was also a slight suggestion that families need adequate notice to attend things.

A number of entrants and their parents raised the issue about making the project more ‘national’ and not based exclusively in Edinburgh/Glasgow.

The issue of changing the rules to allow group writing was raised in the light of the single application from a writers group in the Western Isles.  However, no other respondent raised it as an issue.  One of the entrants felt that group writing is not really appropriate for a 5 minutes film and was more applicable to long series formats.  First Light also mentioned that its other scheme supports groups of young filmmakers and there could be a home for this kind of project there.  Overall evaluation came down on the side of retaining the individual rule.

First Writes without doubt succeeded in its primary aim of identifying talent.  This was reported by the script assessors and by Edinburgh Mediabase and by the entrants who saw the final films.   Several people observed that a member of the youngest age group wrote the script, which was most filmic.

Finally, discussions with Scottish Screen distribution staff suggest that there most definitely is a market for short films by young people.  Already one of the films has been accepted at the Hong Kong Children’s Film Festival and there are 23 young people’s film festivals on the Scottish Screen database.  It is also the case that the broadcasters have scouts who are always on the lookout for 5 minute films for and by young people.  She was confident that at least one of the films would be picked up and screened.  However, the distribution department cannot really get to work until ‘delivery’ is complete.

6
OVERVIEW OF THE PROJECT

Things Which Went Well

· The partnership agreement between Scottish Screen and First Light covered all important issues and all parties followed it properly.

· The re-launch event attracted substantial press and television coverage boosting the profile of the competition

· Entrants did not have any negative comments on the various stages of their involvement

· Teachers were the most significant factor in getting participants to make applications

· A good gender balance was struck throughout the competition in terms of entries

· The entries achieved good geographic coverage of the whole of Scotland

· The targeting of promotional material was very inclusive and reached places most likely to be in touch with social inclusion entry points

· There was evidence that some young people were describing issues related to social inclusion as first hand experience in the stories put forward

· 58% of entries came from 11 and 12 year olds

· Most entrants read the guidelines at some stage

· 65% of entrants who read the guidelines considered they were useful

· The examples used in the guidelines were relevant to the majority of entrants (i.e. younger ones)

· Using industry based selection and script development processes worked well

· Being rejected did not discourage interest in writing and some were encouraged to write more for the screen

· Participants responded well to the format and presentation of the tutorial day

· The project timetable was adhered to up to the selection of the final scripts

· Finalists felt very well treated and did not particularly mind delays in pre-production stages

· Selection of production company successfully balanced need to find people who worked well on access for young people as well as achieving technical excellence

· Not just the entrants benefited- there was a benefit to the wider Scottish film making community

· The screening was a successful occasion enjoyed by everyone who attended

Things Which Could Be Improved

· Original launch event gave out mixed signals reducing its press impact

· More monitoring of socio economic factors was needed

· Only 32 % of entrants were aged over 12

· Guideline examples were less applicable to older entrants

· Events were all held in the Central Belt

· Tutorial had to compromise between various age groups and cover a vast amount of material in a short time

· Roles and responsibilities needed to be more clearly sorted out within Scottish Screen in relation to who was doing what in relation to executive producer function 

· The budget for the production side needed to be revisited so that there was a sufficient amount for basic chaperoning, child-friendly support and post production follow through

7
REFLECTING AND MOVING FORWARD

The evaluation demonstrates that this pilot was very successful and achieved all of its aims plus additional benefits the partners had not anticipated.  It is well worth running again in Scotland and consideration should be given to extending it to other parts of the UK where there is a strategic agency on the ground, which gives priority to developing screen writing talent.

The following recommendations are made for the ‘rolled out’ version

7.1 Work Closely With Schools

For First Writes to have maximum impact on the 11-12 year old age group it is essential to work with schools to encourage applications.  The partners should look to education networks such as the Cultural Co-ordinators to encourage interest through making sure they have plenty of notice of deadlines and integrating with other film and creative writing initiatives targeted in schools.

7.2 The Process of Giving Tutorials/Workshops to the best entrants should be expanded and made more national.

Consideration should be given to working with a network such as MAPS who have members in Dundee, Aberdeen, Edinburgh, Borders and Glasgow to engage them with the tutorials/workshops.  The recent IdeasFactory : Move It scheme was an interesting model which is similar to First Writes but limited to animation in Dundee.  They were offering workshops to applicants before they submitted their applications as well as master classes for 20 short listed young people.  At the tutorials someone should be designated to look after the parents (perhaps as an aspect of ongoing evaluation)

7.3 The Roles and Responsibilities for Script Development and Executive Producer should be clarified and controlled by Scottish Screen

It is important that the specialist expertise brought by the Executive Producer to the pilot is retained but perhaps as a mentor to an in house person who could be developed to have overall responsibilities for the lifespan of the competition.

7.4 The Timetable Should Be Revisited and Tightened

With the experience of the pilot, it should be possible to realise the project from launch to screening/distribution within a 12-month period.  One person within Scottish Screen should project manage the global timetable

7.5 Continue to Work With A Production Company Which Delivers Added Value

The bringing together of emergent directing, production and crewing talent with young writers was successful.  This model should be built on in future and encouraging emergent talent be embedded in the aims and objectives of the competition

7.6 Revisit the Budget

More money is needed to ensure the production company is able to function adequately.  This could involve formalising the relationship with Lee Lighting or bringing in another sponsor to help with the production side.

7.7 Reconsider the Closing Event

Although the screening was successful, by looking again at the format of the event it might be possible to re-inforce the message about the importance of good screenwriting, give encouragement to the entrants to take their next steps and maintain momentum for future rounds

7.8 Routes of Articulation

There are many other writing and film making initiatives, which the entrants could be signposted towards.  The First Light website is a very good resource for talented young people but its existence was not made clear to the young people involved.  Some kind of simple follow up fact sheet should be sent to everyone who entered encouraging him or her to look at other things.

It may also be desirable to encourage the creation of a young screenwriters group as part of a larger initiative.  Scottish Screen should consider advocacy activities with its own regional film theatres, Writers Factory, Traverse Theatre, MAPS  etc to encourage the setting up of such groups.

PEOPLE CONSULTED AS PART OF THE EVALUATION

	Organisation
	Name

	First Light
	Jonnie Turpie

	
	Catherine O’Shea

	Scottish Screen
	Scott Donaldson

	
	Martin Stewart

	
	Becky Lloyd

	
	Carole Sheridan

	
	Alison Butchart

	
	Celia Stevenson

	
	Steve McIntyre

	
	Anita Cox

	
	Briony McIntyre

	Free Lance
	Mark Grindle

	
	Mary Morrison

	
	David Griffith

	Edinburgh Media Base
	Lucy Brown

	
	Paul Ryan

	
	Clare Kerr

	
	Mark Ash

	
	Graham Hunter

	
	Angus McPake

	Runners Up
	10

	Finalists
	3

	Other Entrants
	184

	Teachers
	3

	Parents
	8
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