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WHO WE ARE
The mission of Puppet Animation Scotland is to champion, develop and present brilliant visual theatre,
puppetry and animated film in Scotland and internationally.

WHY WE HAVE WRITTEN THIS PLAN
This plan sets out our vision and strategy for the next five years at Puppet Animation Scotland. It was developed
through extensive consultation with artists, audiences, venues and industry partners alongside our board and
staff team.

All of our work is focused around artforms which breathe life into the inanimate or tell stories using primarily
images rather than text. In this Age of Information whereby we consume and generate more words daily than
ever before, we believe in the value of exploring and sharing ideas in a visual way, awakening other parts of the
brain and unlocking creative thinking. Giving life to the inanimate allows us to discover the latent magic in the
everyday and enable play at all stages of our lives.

The organisation had a change of leadership for the first time in 25 years in 2020, when Artistic Director & CEO
Dawn Taylor took over. This change happened early in the COVID-19 pandemic, and with the global climate crisis
rapidly escalating. The Scottish arts sector has seen enormous change during this period, with significant calls to
re-evaluate established ways of working and question power dynamics within our sector.

Whether in an urban arts centre, a rural community centre, on a windswept hillside, in a town square or at an
international festival, our goal is to enrich the lives of people in Scotland through these artforms, and to support
and enable artists to tell the stories they want to tell.

This period of change presents a great moment for us to reflect on the future of our work, who we are here to
serve, and how we can do it better. We will not get everything right. What we’ve articulated here is the beginning
of a conversation about our shared future.

OUR COMPANY VALUES
At Puppet Animation Scotland we endeavour to stay curious and interrogative and are never afraid to
challenge practice or look for a way to do things better. Everyone is empowered to bring new ideas and to ask
difficult questions; we are excited by continuous learning and progressive change.

Our philosophy is that people with good wellbeing not only make the best decisions and produce the best work,
but also create better conditions for others in turn. We aim to centre wellbeing and care at the heart of our
economic model, extending to everyone that we work with.

We value work which is artistically innovative and ambitious, and we support artists to aim high, be bold
and take risks in their practice. We champion the right to fail. We aim for high artistic standards and celebrate a
broad definition of what excellence looks like.

We aim to programme activity which is inclusive and welcoming to people from all backgrounds and abilities.
We actively seek to dismantle barriers which stop people engaging as artists, audiences and participants, and
make use of dialogue to continuously learn new ways of working which provide better access.

In this rapidly changing world, we believe that to work in a way which is truly sustainable and forwardlooking is to aim to take action now that we feel might be required in 5 years, because inevitably society is
behind in our ideas about necessary change. This involves challenging our assumptions, moving at a quicker pace
and thinking in greener, more financially resilient and socially radical ways.
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WHAT WE DO
As the sector development body for animated film, puppetry and visual theatre, the work we do falls
broadly into three key strands. Each of these is of equal strategic importance and many projects span
across all three areas.

1. PRESENTING HIGH QUALITY WORK
We present artistic work for all ages, in a wide variety of contexts, which aims high and prioritises
excellence. We bring creative experiences to our audiences which seek to challenge, entertain, transport
and enchant, no matter who you are or where you come from. We believe that high quality art doesn’t only
happen on the largest screens and stages but anywhere that people can gather to experience it.

ANNUAL
INTERNATIONAL
FESTIVAL IN
SCOTLAND

SCOTTISH
NATIONAL AND
RURAL TOURING

TOURING TO
INTERNATIONAL
FESTIVALS

PARTNERSHIP
PROJECTS

MANIPULATE Festival is a celebrated annual international festival of visual theatre and animated film,
showcasing work from Scotland and around the world. Over 15 years, the festival has presented the work
of hundreds of artists from over 40 countries and has nurtured the careers of many of Scotland’s most
successful visual theatre makers. Since the festival’s inception we have presented work to over 40,000
people in Edinburgh and cities across the UK.
We also present touring performance work across Scotland, primarily through our Puppet Animation
Festival, which brings accessible and quality puppetry, visual theatre and workshops to families in every
corner of Scotland, from city centre theatres and arts spaces to volunteer-run, remote rural village halls.
We support Scottish artists to tour internationally, such as in 2019 when we took a group of artists to
Festival Mondial des Théâtres De Marionnettes in Charleville-Mézières, the leading international platform
for puppetry worldwide.
Finally, we work in partnership with organisations in Scotland and beyond to support or present significant
projects of scale or with a particular strategic focus. Projects include Big Man Walking with Vision
Mechanics, an 8-metre tall puppet who toured to coastal communities all across Scotland.
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WHAT WE DO
2. ARTIST DEVELOPMENT
A key tenet of Puppet Animation Scotland’s work is the support of independent artistic practice. As the
sector support organisation for these artforms, there is a wide and diverse group of highly skilled artists,
at all career stages, who depend upon us for artistic, financial, pastoral and development support.
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Each year we offer seed funding for new creative projects through our annual Creative Fund. The Fund
offers artists financial investment, mentorship and creative feedback on new artistic projects, and has
supported over 80 projects since 2005. Many works developed have gone on to win accolades including
Scottish BATFAS, Fringe Firsts and Herald Angel awards, and been seen around the world.
Our networking and exchange activity is underpinned by the free membership scheme PAS Network,
which offers artists exclusive opportunities, ticket deals, access to mentoring and invitations to
development events. We arrange quarterly socials offering behind-the-scenes access to artistic directors,
festivals and venues across Scotland.
The programme of skills development and training opportunities includes professional workshops,
funding for training courses, one-to-one producing surgeries and online resources. The Artists’ Tickets
Fund is a funding pot offering free tickets, travel, access and childcare costs for freelance practitioners to
attend any visual theatre, puppetry or animation in Scotland.
Through the year, artists can perform or screen their work across various high-profile platforms. These
include the annual MANIPULATE Festival, which offers the chance to present work at all stages in its
development. Artists can apply each year to present work through our Puppet Animation Festival, and
connect with hundreds of venues across the UK.
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WHAT WE DO
3. OPPORTUNITIES TO PARTICIPATE
We deliver targeted engagement programmes to communities in Scotland, working closely with local
community partners. We place equal value on creative experiences which take place in a classroom or
community centre as those which occur in a theatre or cinema, and believe strongly in the power of
puppetry and animation to enable wellbeing, creativity, emotional resilience and social cohesion.

PUPPETRY AND
EMOTIONAL
RESILIENCE

ANIMATE

WORKSHOP
PROGRAMME

CO-CREATION
PROJECTS

Our Puppetry and Emotional Resilience programme empowers disadvantaged pre-school and primary 1
children to develop critical skills in emotional literacy, empathy and communication. Underpinned by a
research partnership with the University of Glasgow, the project allows children to build a bond with a
class puppet which is then carefully used as an outlet to explore and discuss challenging emotions.
AnimATE is an intergenerational project delivered in socio-economically disadvantaged communities,
allowing families to develop skills in both animated film-making and cooking. The aim of the programme
is to tackle holiday hunger whilst building community cohesion and creative participation.
We deliver participatory workshops to young people and communities across Scotland, both through
our Puppet Animation Festival and through bespoke collaborative partnerships. In the life of our
organisation, we have delivered workshops in all 32 of Scotland’s administrative areas.
Co-creation projects with communities usually involve a series of workshops or activities which culminate
in the shared creation of a work to be enjoyed by the public. Previous projects have culminated in the
creation of giant puppets to be paraded through a public space, performance works and installations.
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AREAS FOR DEVELOPMENT 22-27
Looking to the organisation’s future, we have identified five key development themes which will shape the next five
years of our life, cutting across all strands of our work as listed above. The development areas have been selected by
identifying existing strengths, vulnerabilities and potential opportunities.

1. PARTNERSHIPS & COLLABORATION
We will grow our work by developing new and innovative partnerships in Scotland, the rest of the UK and internationally. Partnership not only
allows us to broaden our reach, but to challenge practice and assumptions within Puppet Animation Scotland, and to diversify the voices that
help to shape our work.

AIMS FOR THE NEXT 5 YEARS:
▪

To be engaged in new, rich, meaningful and productive partnerships within and beyond the arts

▪

To work regualrly with artists as equal collaborators, creating and shaping the widest possible range of opportunities

▪

For cultural exchange and dialogue on a local, national and international level to be at the heart of our work

▪

To be known across the sectors we represent as an open & collaborative organisation and a successful advocate for this genre of work

▪

To have strategically developed new and diverse audiences through effective collaboration

We might achieve this in a number of ways, including by growing the portfolio of places and ways in which people access our work, or by exploring
new and sustainable models of internationalism. We will evolve our artist development offer in partnership not only with artists but our peer
organisations, to maximise resource impact. Our partnerships will aim to offer long term impact beyond our own reach, such as in the creation
of academic research, and we will achieve deeper social impact by working with non-arts organisations who specialise in the needs of key groups.
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AREAS FOR DEVELOPMENT 22-27
2. COMMUNITY ENGAGEMENT
A cornerstone of our creative mission is to enrich the lives of Scotland’s people through the artforms we represent. Over the
coming 5 years we intend to deepen and develop our relationships with communities across Scotland through more sustainable
and collaborative project models.

To achieve these aims we will prioritise deeper, slower, and more sustainable relationships with communities.
These will be relationships which are rooted in equity and mutual learning, which may involve re-evaluating
current ways of working. It will be critical that our beneficiaries have a voice in shaping the work, and that creative
participatory experiences are valued equally to the staging of professional productions.

AIMS FOR THE NEXT 5 YEARS:
▪

To creatively collaborate with people from a wide range of backgrounds in playful, meaningful and innovative ways

▪

For legacy and long-term thinking to underpin all of our project work

▪

To share with the world the particular value of our artforms as tools for social & emotional development and
community cohesion

▪

To create brilliant creative and participatory experiences for geographically isolated communities

▪

To build artform understanding in innovative and accessible ways
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AREAS FOR DEVELOPMENT 22-27
3. WELLBEING, EMPOWERMENT AND FAIR PAY
As an industry staffed by passionate and hardworking people, the arts has a historic problem with
over-work and under-pay. Whilst we recognise the complex systemic barriers to overcoming this
challenge, we aim to consistently work against this trend. We are committed to fostering a culture
whereby the people that we work with are valued as human beings first and foremost.

AIMS FOR THE NEXT 5 YEARS:
▪

To ensure that fair pay for fair work is prioritised across all our work

▪

To enable the beneficiaries of our work, whether participants, artists, audiences or communities, to have a say in shaping that work

▪

To create a culture whereby everybody has the opportunity to use their skills and show initiative

▪

For staff and freelancer wellbeing to be built into project plans and workloads to be sustainable

▪

To embed a culture of teamwork, empowerment and collaboration in our organisation

We will achieve this by working closely with all our in-house and freelance teams to improve working conditions, interrogate structures of
hierarchy and review fees. We will pilot new ways of working which emphasize democratic decision-making and actively encourage challenges
to widely accepted systems or methodologies. We will be honest about our limitations and empower team members to make choices about
the work they take on based on the sharing of information in a clear, respectful and timely way. We will adpot a wellbeing-based economic
model, whereby financial successes are measured alongside their human impacts.
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AREAS FOR DEVELOPMENT 22-27
4. BUSINESS SUSTAINABILITY
To ensure that we are providing brilliant creative support, opportunities and experiences well into
the future, we must be underpinned by a rigorous, sustainable and future-looking business model.
The COVID-19 pandemic brought a period of intense instability and fragility for the live arts sector,
and societal challenges of this nature are unlikely to be isolated events, with the escalating climate
crisis as a key example.
We will grow in financial, environmental and operational resilience during this period to ensure
that we can adapt in the face of as yet unknown challenges, and continue to deliver our work at a
high level.

AIMS FOR THE NEXT 5 YEARS:
▪

To embrace a forward-looking approach, allowing us to anticipate operational
challenges in advance

▪

To have grown a diverse income portfolio, with financial risk spread across our work

▪

To be a sector leader in environmentally sustainable practice

▪

To be financially resilient, adaptable, and ready to deal with the unexpected

▪

To be proactive in seeking new partnerships, opportunities and revenue streams

Work in this area has already begun, with the introduction of a new fundraising role into the
organisation in 2021. We will design projects in a way that maintains our ability to dream big and
take artistic risks, alongside a rigour which insulates us against financial challenges. This will
include growing our organisational reserves in addition to exploring new funding relationships
and revenue streams. We will ensure that growth and development are ethical and sustainable,
with the planet considered as a key stakeholder in our work.
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AREAS FOR DEVELOPMENT 22-27
5. ACCESS FOR ALL
As an national development organisation in receipt of public funding, it is of highest importance that our work is accessible to the broadest
range of Scotland’s people, and that nobody is left behind. We will work in partnership with the communities we serve to actively
dismantle barriers and to both operate and communicate in flexible and considered ways.

AIMS FOR THE NEXT 5 YEARS:
▪

For all of our language and communications to de-mystify, simplify and make accessible

▪

To deliver projects as part of our core remit which enable access to the arts for disabled or excluded communities

▪

To be a sector leader in the area of access for D/deaf and hard of hearing people

▪

For a diversity of lived experiences to inform our decision-making

▪

For pathways to working with us to be transparent for everybody

Over the coming 5 years we will strive to improve access for all groups and also to embark on targeted
projects to engage particular communities. As an organisation which champions visually led work, there
is great potential for us to collaborate with D/deaf artists and audiences in innovative and exciting new
ways – we look forward to exploring new relationships to help us realise this over the life of the business
plan. We will undertake evaulation of all our communications to ensure that the language that we use
and the ways we communicate do not create unneccessary barriers. And we will look for new and
innovative ways to involve a greater range of voices in shaping our story.
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OUR PEOPLE
CURRENT STAFF STRUCTURE
Board of Directors

Artistic Director & CEO
Dawn Taylor

Marketing & Development Manager
Abbie Dobson

Festivals & Projects Manager
Aidan Nicol

Digital Communications Support (Freelance)
Jamie Harkin

Festivals Administrator
Heidi Gordon

BOARD OF DIRECTORS
Emma Brierley
Lindsay Dunbar
Moira Ann McAuslan
Ronan McMahon
Jonny Murray
Emma Jayne Park
Caitlin Skinner
Ben Torrie
Tina Walsberger
Kevin Withane
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EVALUATION FRAMEWORK
HOW WE WILL MEASURE OUR PROGRESS

This business plan is a living, fluid document which will continue to evolve throughout the five years of its
life. It establishes a direction of travel, but individual strategy elements and objectives will likely change.
The business plan was originally drafted in October 2021 to cover the subsequent 5 financial years. Many of
the strategy headlines and strategic goals reflect areas of work which will be determined more clearly in the
years to come, and these are likely to change in response to the further development of our plans and
projects alongside a changing wider landscape.
The business plan will be reviewed once annually in February to ascertain whether we are still on course to
achieving our strategic objectives. The internal staff team at PAS will reflect on the year gone by, and in
response will amend as needed our development goals, strategy headlines & strategic objectives for the
coming years. This will be informed by external consultation with our beneficiary groups about whether the
work is achieving its intended purpose.
This amended business plan will be shared with the PAS board at the board meeting in March of each year
to indicate any changes to our plan, and with Creative Scotland at our subsequent update meeting.
When assessing whether we have achieved our intended targets we will ask ourselves the following:
▪
▪
▪
▪
▪
▪

Have we achieved what we set out to achieve?
What did we learn as a result of this work?
Have our processes and procedures improved or changed as a result of carrying out this work?
How would we like to work differently in future based on what we have learned through this work?
Do our future goals and objectives still feel like the right ones in light of what we have learned this
year?
Whose voices have we involved in the planning and evaluation process and have we heard and
implemented the learning from this?

FAULT LINES Two Destination Language image: Elly White

