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Introduction to Jack Dean business plan
This is not your average business plan.
But then Jack Dean is not your average theatre maker.
What I look for in a cultural business plan is how it captures the purpose of a business,
whilst being clear on what makes the business tick, and what it aims to achieve over a
particular period of time. Is there a convincing and exciting rationale? Is the business
looking the facts in the face and making decisions informed by them? Will the plan guide
but not constrict? Does it read as if it’s genuinely owned by the people who wrote it and
will deliver its ambitions? Will it just sit on a shelf? (The answer to the last one should be
no, by the way.)
Jack’s work, and how he works, is as thorough as it is quirky, full of detail expressed in
unusual ways. It was fun working with him as he developed his plan, informed by both
his creative adventures with his collaborators and the frustrations of the industry right
now. He is establishing a rare voice, and now seeking to connect that to more people.
He is hugely ambitious for his work, though not in the sense of climbing any greasy
poles. He wants to deal with pressing political, social and environmental issues whilst
entertaining, and wants to work with people without giving up his own voice as a theatre
maker.
What I like most about this plan is that Jack has written it with that same spirit. The
combination of detailed audience research, strategic but very honest commitments, and
clarity of purpose leads Jack to his own form of business plan, just as it does his own
forms of theatre, spoken word and music.
It is this which makes me excited and optimistic for his plans for the future.
Mark Robinson, Thinking Practice

Identity and purpose

I have been writing and telling stories since I was five years old, when I wrote one in
my English textbook about a man who crash-landed on a planet peopled by sentient
pterodactyls. They have been both an escape from and a way through a world I
have often struggled in. As I grew up, I was influenced by fantasy, science fiction,
history, slam poetry and hip hop. My post-university career has focused on creating
shows for independent theatres in the UK, more through financial opportunism than
any specific intention. Though they have been very different in approach and subject
matter, they have all been shows that have been epic in scope, cinematic in style,
profuse in wordiness and scored by original music. Audiences often describe leaving
performances with an expanded sense of how things are and how things could be,
both in terms of the world around them and of live storytelling as a medium. Also, as
can be guessed from my company name being my real name, my brand is highly
associated with me as a person: people expect a Jack Dean show to be performed
by a live Jack Dean in a very Jack Dean way.

I write this plan at a weird point in my career. My production of Jeremiah has been
my most well-funded, well-executed and large-scale show to date, but, at the time of
writing, has had the smallest audiences. Whatever twists and turns have brought
about this trend, I am determined to try and reverse it in the years of come.
Audiences are essential to the purpose of what I do, as a business owner but more
importantly as an artist.

My purpose is to keep telling stories that expand people’s sense of what is and what
could be. My hope, outlined in this plan, is that I can get these stories out to the
people that want, or need, to hear them.

We’ll see how it goes.

World

The UK theatre industry is becoming increasingly commercially oriented and riskaverse in its approach as funding, particularly from local authorities, is cut. This is a
major issue for those who work at the small-scale end of the sector as I do, which
operates largely non-commercially. Structural problems in the world of small-scale
touring are leading to a downward spiral of diminishing financial and audience
returns outside of London, which in turn makes breaking into mid-scale venues
extremely difficult.
Audience trends indicate that theatre audiences are dominated by a highly engaged
segment of the population. This segment is growing in some areas (including
Exeter), but also ageing faster than the general population – a problem in the
context of the younger audiences that I most frequently attract. Said younger
audiences are also becoming less inclined to engage with theatre as genre. Much of
the challenge ahead will involve finding ways for my work to connect with people
outside of a conventional theatre context. There has been a growth of cocommissioning partnerships involving non-arts organisations, and touring networks
that work with local communities in unconventional venues both of which represent
a significant potential market for my work, and which I will be seeking to add to my
existing list of partners (see Appendix D).
And then there’s Brexit, which may or may not leave us all eating rats round a barrel
fire next year. So I’m just going to ignore that.

Goals

1. To keep making a living off of art
2. To tell the stories I want to tell, the way I want to tell them, in the most creatively
independent way possible
3. To build audiences for my work

Actions

1. Expanding live repertoire

I will create a series of new live touring projects (see Appendix E). These will
incorporate different styles and be targeted at different venues, audiences and
funders, and will be made with different creative teams, but all held together by
unusual and undertold stories. They will launch in Exeter, where they will undergo
runs of performances with the support of local partners. They will have bespoke
engagement elements that can be tailored and adapted to different touring
demands.

This will serve Goal 1 through opening up new revenue streams from funders, and
Goal 2 by providing me with new creative outlets.

2. Increasing touring network

I will:

- Create high-spec tour packs, films and trailers, which, combined with the audience
data gathered, will provide venues with a clear sense of my artistic offer and how to
generate an audience for it, opening up new venues for touring.
- Retain current tour venues through offering new shows each year.
- Attend showcasing and pitching events.

- Tour work to new circuits, including greenfield festivals, outdoor festivals, schools,
libraries and rural touring.
- Research and develop connections and possibilities for international touring.

This will serve Goal 1 by generating additional income from touring (see appendix
A), and Goal 3 by giving me access to new audiences through the venues added
to the network.

3. Growing Existing Audiences
Recent audience analysis delivered by my current producers Big Feast (Appendix
B) has unearthed that my audiences are predominately made up of three groups, as
described by the Audience Agency Spectrum:
- Experience Seekers: “Highly active, diverse, social and ambitious, engaging
with arts on a regular basis.”
- Commuterland Culturebuffs: “Affluent and professional consumers of culture.”
- Facebook Families: “Younger suburban and semi-urban, live music, eating out
and pantomime.”
My strategy will be to work, both in collaboration with the venues I tour to and
independently from them, following the recommendations from the research, to grow
these audiences through targeted marketing and bespoke engagement activities.
This will serve Goal 3 by increasing the size of my audiences.

4. Finding New Audiences
I will seek to engage people that are currently less likely to engage with my work,
and the arts in general. I will do this by developing more partnerships with non- arts
organisations (such as universities, colleges and local government) and non-theatre
arts organisations (such as museums, live music venues and literary organisations).

I will facilitate this by restructuring my creative process, trying to bring potential
audiences and partners in right at the start, so that when they reach completion there
is pre-existing demand and support in place for them.
This will serve Goal 3 by increasing the breadth and diversity of my audiences.

5. Making Digital Stuff
I will continue to create blogs, podcasts and music to engage audiences online,
marginally reducing quantity to focus on higher quality. Where relevant, these will tie
into my live projects to encourage crossover.
This will serve Goal 2 by giving me more creative freedom and room to experiment,
and Goal 3 by helping to engage and retain audiences

There. Sorted.

Commitments

1. Pay myself fees every year equal to the Real Living Wage at full time.

2. R&D, produce and tour at least one show per year.

3. Submit at least three Arts Council applications and ten other funding /
commission applications per year to support the above.

4. Increase live show audiences by 1000 each year.

5. Double the number of venues regularly or occasionally booking my work over
three years (from 30 to 60)

6. Develop one non-theatre partnership per year

7. Create 12 pieces of digital content (music, podcasts or blogs) per year.

Also, overthrow Capitalism, obvs.

Risks

Risk

Likelihood

Impact

Mitigation

Funding
applications are
unsuccessful

Medium

High

- Communicating clearly with partners
about timelines and possibility of
rescheduling
- Leaving enough time for reapplication
on Arts Council applications.
- Building contingency funds into
budgets for smaller funders (trusts &
foundations, etc).

Audiences
flatline or
decrease

Low

High
Producer is
unable to deliver
their role over
the course of the
plan

Medium

- Collecting further audience data and
changing strategies if needed.
- Building contingencies into budgets
for low box office returns.

Medium

- Creating new, more resilient company
structure (See Appendix C)
- Developing my own venue
relationships and contact databases
independent of any producer.
- Maintaining contacts who can provide
piecemeal administrative work if
needed.
- Can self-produce if necessary.

Venue interest
flatlines or
decreases

Medium

Medium

- Communicating clearly with venues
about what they’re looking to achieve
and what I can provide.
- Creating a broad enough repertoire
that lack of appetite for one show can
be compensated for by another.

Illness or injury

Low

High

- Keeping 6 month’s reserves of cash
to cover recovery period

What could go wrong?

Appendix A: Financial Plan
INCOME
Item

2018/19

2019/20

2020/21

2021/22

75000

£80,000

£80,000

£80,000

400

£3,000

£6,000

£8,000

Trusts & Foundations

3000

£5,000

£6,000

£7,000

Fees & Commissions

7500

£10,000

£15,000

£20,000

100

£500

£1,000

£1,500

£86,000

£98,500

£108,000

£116,500

Increase on Previous Year

13%

9%

7%

Total Increase on Year 1

13%

26%

35%

Unlimited / ACE
Exeter City Council

Merch

Total

EXPENDITURE
Item

2018/19

2019/20

2020/21

2021/22

Jack Dean Salary

£18,000

£18,000

£18,000

£18,000

Producing & Administration

£7,800

£8,460

£11,190

£13,920

Core Costs

£4,000

£6,000

£6,000

£6,000

Production Costs

£37,000

£30,000

£30,000

£30,000

Tour Costs

£15,000

£20,000

£25,000

£30,000

R&D Costs

£4,000

£10,000

£10,000

£10,000

£-

£3,723

£4,110

£4,496

N/A

£1,564

£1,726

£1,888

£85,800

£97,747

£106,025

£114,304

£200

£753

£1,975

£2,196

Contingency
Inflation Adjustment

Total

Surplus

Appendix B: Audience Development Report

APPENDIX C: Company Structure

Responsibilities

People

Administration

2014 - 2018
Structure
Creative

Fundraising
JACK DEAN

In
Partnership
with

PRODUCER
Company
working with
multiple clients,
contracted
project-by-project

Tour
Booking

Finance
Project
Management

2019 - 2022
Structure
Creative
JACK DEAN

Finance
Managing

ADMINISTRATOR
Generalist on
permanent contract
(provided enough
continuous funding)

Fundraising

Administration
Project
Management

Managing

TOUR BOOKER
Specialist hired for short
periods to book multiple
shows at once

Tour
Booking

APPENDIX D: KEY PARTNERS
Name

Relationship

The Wardrobe

Booked my first three shows (Under Stokes Croft, Rain and

Theatre

Threnody for the Sky Children) between 2012 & 2014.
Commissioned above three shows – supporting Vinland with

Bristol Old Vic

rehearsal space & performance.
Booked Grandad and the Machine (GATM) April 16. Cocommissioned Horace and the Yeti (HATY) Feb 2016. Co-

ARC

commissioned Nuketown Sept 2016.
Booked Grandad and the Machine April 16. Booked Horace Nov

CAST

2017.
Booked GATM March 2016, Co-commissioned HATY. Booked

Civic, Barnsley

Jeremiah.
Booked Rain & Threnody For the Sky Children, gave free rehearsal
space for GATM May 2015, booked HATY April 2018, Nuketown

Exeter Phoenix

May 2018, Jeremiah Sept 2018. Supporting The Balloonist.
Gave free rehearsal space and performane for GATM May 2015,
sponsored me as featured artist at Venues North showcasing

HUB

event.
Has booked me for spoken word gigs since 2008. Booked a whole

Apples And Snakes

tour for Rain in Nov 2014. Co-commissioned GATM.
Booked Threnody and GATM for Trouble at Mill monthly event,

LIttleMIghty

booked Jeremiah for new venue the Constitutional.

Camden People's

Commissioned Camden On The Moon in 2014, booked GATM Oct

Theatre

2016.
Booked Jeremiah June 2019, are keen to help broker relationships

Beaford Arts

with other rural touring schemes in 2019.
Booked a run of shows for Horace Feb 18, currently booking

Creative Scene

Jeremiah for autumn 2019.

Arts Council

Funded development and touring of GATM, HATY, Nuketown and

England

Jeremiah.

Unlimited

Funded the tour of GATM, the R&D of Jeremiah and two separate

programmes of organisational development.

APPENDIX E: PROJECTS

Previous Projects:

Under Stokes Croft: Live graphic novel about gentrification and the Tesco Riots,
commissioned by Bristol old Vic, toured UK in 2012.

Rain: Short spoken word show about depression, toured UK as part of Apples and
Snakes’ Public Address 2 tour in 2013.

Threnody For The Sky Children: Short theatre show inspired by Ovid’s
Metamorphoses, toured UK 2014. Winner of Reading Fringe Award for Best
Productions.

Camden on The Moon: A retrofuturist live radio play, commissioned by Camden
People’s theatre in 2014.

Grandad and the Machine: First full-length theatre show, a “steampunk fairytale
for grownups”. Co-commisioned by Apples and Snakes, West Yorkshire Playhouse
and Unlimited, toured UK 2015 & 2016

Horace and the Yeti: Storytelling show with live looping of audience-made
sounds. Co-commissioned by ARC and the Civic, toured UK in 2017 & 2018.

Nuketown: Live film wand protest art piece about town planning and the Trident
nuclear submarine renewal plan. Co-commissioned by ARC, Derby Theatre and the
Bike Shed Theatre, toured UK 2018.

Currently Touring

Jeremiah: Epic gig-theatre show about the luddite rebellion, opened at Exeter
Phoenix & Barnsley Civic September 2018, touring the UK form June 2019.

Spoken Word: Spoken word sets of various length, mostly booked through Apples
& Snakes.

In Development:

The Balloonist: Outdoor theatre show about the early days of air travel using
floating puppets. Residencies planned at Exeter Phoenix & Proteus Creation Space
in Spring 2019, with plans to open in summer 2019.

Vinland: Christmas show with live animation about the Viking exploration of
America. Residencies planned at Bristol Old Vic & artsdepot, with plans to open at
the Hall in Exeter in Christmas 2019.

Offshore: An interactive game-theatre piece about nationhood using smartphone
voting technology, taking inspiration from the true story of the Principality of Sealand.
Aiming to start R&D late 2019 / early 2020.

