Building the Arts - From Me to We

Action Plan for The Hills of Headwaters

Submitted by Mitchell Westlake

August, 2005

[image: image1.jpg]mitchell
westlake




Table of Contents












Page 
A. Executive Summary
1
B. Methodology
2
C. Situation Analysis
3
1.0 Industry Overview
3

1.1 Cultural Tourism
3

1.2 Arts Education
3

2.0 Collaborative Arts Models - Best Practices
4

3.0
Overview of the Collective Arts Community in The Hills of Headwaters
5

3.1 Size
5

3.2 Local Resources
5

4.0 
Overview of Key Issues and Opportunities
5
4.1 Business and Professional Development
6

4.2 Communication
7

4.3 Collaborative Marketing
7
4.4 The Next Generation of Artists
8
D. Action Plan
10
1.0 Framework for the Collective Arts Community
10


1.1 Goal
10


1.2 Objectives
10


1.3 Mandate
10


1.4 Recommended Structure
11

2.0 Business and Professional Development
11


2.1 Arts Industry Seminars
 11


2.2 Professional Development Opportunities
11

2.3 Grant Information and Application Writing Support Service
12
3.0 Communication
12

3.1 E-Mail
12

3.2 Collective Website
12

3.3 Networking Sessions for The Arts
12

3.4 E-Newsletter
13

3.5 Advocacy for the Arts
13
4.0 Collaborative Marketing
13

4.1 Positioning
13

4.2 Product Enhancements, New Products and Activities
14

4.3 Marketing Operations Tactics
15

4.31Centralized Purchasing
15

4.32 Centralized Box Office
15

4.4. External Marketing Tactics 
15

4.41 Direct Marketing, E-marketing and 


Database Management
15

4.42 Advertising
15

4.43 Website 
16

4.44 Brochures
16

4.45 Media Relations
16

4.46 Made in The Hills of Headwaters
16

4.47 Signage Strategy
17
5.0 Next Generation of Artists 


5.1 Learning Programmes for Young Artists
17

5.2 School Outreach
17

5.3 Juried Art Show and Awards Ceremony for Youth
17
6.0 The Arts Collaborative up to 2025

6.1 Long Term Priorities
18
Exhibits


Exhibit 1 - Review of the Arts
19

Exhibit 2 - Analysis of Models for Collective Arts
24

Exhibit 3 - Best Practice Models - Collective Arts
28

Exhibit 4 - Survey Results
32

Exhibit 5 - Notes from Strategy Session with Artist Community
43

Exhibit 6 - Structure and Mechanism for the Collective Arts 
45
A. Executive Summary

This project was initiated by The Hills of Headwaters Arts Collaborative (a Steering Committee representing the regional arts community), and received funding support from the Ontario Trillium Foundation. The objective was to define a sustainable mandate to expand the prosperity and well-being of regional stakeholders in the collective arts community over both the short and longer terms. 

Prior to the commencement of this plan, arts stakeholder meetings held in 2003/04 identified four central themes, or “pillars” to provide focus for the Action Plan, namely:

1. Professional and Business Development 

2. Communication

3. Collaborative Marketing

4. Education of the Next Generation of Artists

Recommendations found in the following Action Plan relate to research and analysis of the arts industry including: a review of best practices, the results of a stakeholder survey and input received from over 70 members of the local arts community (representing groups and individual artists) who participated in a strategic planning session. This process revealed that in addition to the four priority themes, key concerns of the regional arts population include: a lack of identity and recognition of the arts within the local community and beyond in its context as a destination for art lovers; and finding a centralized, permanent home for the promotion and sale of regional art.
The consultative process revealed a range of challenges faced by artists in the community including a lack of integrated coordination amongst the various groups, and limited time and cash flow. Given these types of challenges and the current economic climate in general, this model must be sustainable through volunteerism and available public and private funding and support resources. In order to meet the demands of a changing and highly competitive marketplace, the arts community in The Hills of Headwaters must work together to capitalize on the local resources already in place. 

The collective arts community must take a strategic approach to truly differentiate itself and avoid duplication and overlap of services and events that will compete with existing groups, associations and related initiatives. Internally, it will be positioned as the regional Arts Network, serving as a centralized resource that will establish a communication network and common identity for the arts. Externally, Headwaters will be positioned as the place “where the arts are at home” and will be marketed in conjunction with existing groups.  The Network will be used as a “go to” source focused on nurturing the arts and providing business support and promotional value to all types of artists including emerging artists and youth. Its role will be focused on communication, outreach, and coordination. Related activities will include fundraising, arts advocacy, centralized coordination of regional arts events, coordination of meetings and professional development activities for the collective arts community, and the development of programming for youth and co-operative marketing activities.
B.  Methodology

In order to achieve the project objectives, a research-based process inclusive of the various sectors of the arts was used to assess the needs of artists in the area and begin the process of facilitating greater coordination and cooperation amongst arts groups, individual artists and the existing support infrastructure.

The methodology used in this project incorporated primary research in the form of an online survey of arts stakeholders in the Headwaters area, and secondary research on the current state of the arts community including recent trends, best practices, and government initiatives. The results of these phases provided background material for a strategy session with arts stakeholders, which together formed the basis for the Action Plan. 

Over 70 online surveys were completed by local artists and arts groups and associations, and a total of 68 artists personally attended a full day collaborative strategy session which helped to further assess the priorities of the arts community and build valuable consensus for the planning process.
C.
Situation Analysis

1.0 Industry Overview

Canada is a culturally diverse country where arts and artistic expression are integral parts of everyday life and inseparable components of culture that help define Canada’s national character.

Although arts and culture have a significant impact on the economy and represent one of the fastest growing employment sectors in the nation, due to the high degree of self employment, and the small scale and low profile of related business that contribute to the diffused nature and fragmentation characteristic of this sector, their substantial economic and cultural contribution tends to be obscured. As a result, Canadian artists are constantly competing with other sectors and industries for funding and recognition. 

The impact of this has trickled down to the provincial and regional levels where there has been a gradual shift away from core funding, to more entrepreneurial, project-based initiatives with a focus on outcome measurement which will clearly be a factor that will impact the future of the arts in Headwaters. 

1.1 Cultural Tourism

What bodes well for the large artist community in Headwaters, an established tourism destination with an active regional tourism association, is that interest in arts and culture from a tourism perspective is growing around the world. Travelers everywhere are seeking out unique and diverse experiences that are authentic to the places they are visiting; the World Tourism Organization has identified a “shift from active holidays to holidays as an active experience” and it is widely recognized that this can be achieved through the arts, cultural entertainment, folklore, festivals, cultural institutions, history, architecture and landscapes, cuisine, local traditions and language - what are described as the “cornerstones” of cultural, learning and experiential travel. 

1.2 Arts Education 

Numerous studies have shown that exposure to the arts improves young people’s academic performance; however, in an era of cutbacks and fiscal restraints in Ontario, support for arts education in the school system has been erratic. As a result, a range of educationally oriented funding programs are now accessible. These include The Canadian Conference of the Arts’ ArtsSmarts program – the largest education initiative in the country established to improve the lives and learning capacity of children by injecting arts into academic programs.  The Canada Council supports young artists in a variety of ways including funding for nearly one million school children to attend public art galleries and providing support to individuals and organizations that give performances for young audiences, have education programs that target youth audiences or who create work for young audiences. In partnership with the Department of Canadian Heritage and the National Arts Centre, the Canada Council also administers terminus1525 -- a web-based program aimed at young, emerging artists, offering workshops, concerts, installations and exhibits to broaden experiences and help foster a sense of community. Despite these programs, many young people do not have access to arts education throughout their developmental years. 

The current lack of organization of formal arts training in schools underscores the importance of artist mentors and educators for community youth. Out of necessity, the situation is giving rise to an increase in creative community-based solutions.  Close to Headwaters, in Simcoe County, the Maclaren Arts Centre has responded to the situation and is helping to fill a void in local arts instruction at the elementary level. A self-funded mobile art program, Van Go, employs trained teachers who travel to classrooms, offering 600 programs a year that reach 6,000 students. 
(A detailed background review of the arts is found in Exhibit 1)

2.0  
Collaborative Arts Models – Best Practices

As Headwaters embarks upon an initiative for the collective arts community, it is useful to define community arts. Community Arts Ontario uses the following definition:

  “Community art is a collective, collaborative experience that engages the artist in and with the community. It provides a learning opportunity that builds the arts into everyday life and develops an understanding of culture. Community arts encourage the widest possible audience to access the arts and share the creative process.”

An extensive review of existing North American models and best practices in community arts was conducted in order to help determine the best solution for bringing the Headwaters arts community together. 
The best practices review revealed five different types of models that could potentially be initiated in Headwaters, including:

1. Arts Councils

2. Cultural Arts Centres

3. Artist Run Centres

4. Networks

5. Virtual Galleries

Complete descriptions of examples fitting each category can be found in Exhibit 2.  Each model type provides its own set of pros and cons which are explored in a further analysis found in Exhibit 3.)

 The range of models explored in Exhibit 2 demonstrates that:

· A wide variety of options is available to harness the power of combined resources and the cooperative spirit of the arts

· Vast financial and temporal resources are behind many collaborative efforts
· Many successes are achieved over a long period of time 

· Successes are often rooted in organizations with a strong foundation of volunteerism, and community and political support

3.0
Overview of the Collective Arts Community in The Hills of Headwaters

3.1  Size

The Hills of Headwaters has a large base of resident artists from all sectors, including visual art, the performing arts, music and literary arts. With over 300 artists estimated in the area, the visual arts community dominates the field.  Visual artists are very active in the community, participating in a number of studio tours throughout the seasons, and there are a growing number of galleries and home studios.

3.2 Local Resources

Headwaters boasts a substantial number of arts oriented groups and associations which collectively represent a wealth of local resources including:

· Many arts events

· Strong arts and events based websites

· Data bases of customers

· Year-round maps and guide books featuring the arts

· Human resources including staff and volunteers

· Excellent local media outlets such as In the Hills and Caledon Living magazines

· A range of ticket outlets

· Visible storefront locations

· Arts classes

· Juried Arts Show and Awards for high-school art students

· Strong regional tourism association

· Business support infrastructure 

Key players and leaders within the collective arts community include:

· Dufferin County Museum and Archives

· Dufferin Arts Council

· Theatre Orangeville

· Headwaters Arts Festival

· Caledon Arts and Crafts for Youth

· The Hills of Headwaters Tourism Association

· A number of high profile studio tours and galleries/art centres
· In the Hills Magazine

· Singer/musicians groups and festivals

· The drivers behind the Guide map of Headwaters Arts and What’s On Ontario website

Comparatively, literary artists and festivals are somewhat under-represented, although the high profile Eden Mills Literary Festival takes place in a neighboring community. 

4.0 Overview of Key Issues and Opportunities 

The foundation for the following analysis is based on input from an industry strategy session in which 68 members of the collective arts community participated as well as the results of an online artists’ survey including the responses from a total of 50 local visual artists; 8 “other artists” including performing artists, photographers, writers and musicians including composers; and 16 artists’ groups. (Complete copies of the survey results are included in Exhibit 4 and notes from the Strategy Session are included in Exhibit 5.)

During the strategic planning process, the arts community identified a number of priority action items to address key issues, including:

· Establishing a leadership team for the arts community

· Creating a forum for communication amongst artists 

· Reducing overlap of regional arts events and services

· Improving recognition and awareness of local arts through cooperative marketing efforts
· Finding a centralized home for showcasing regional arts

Prior to the commencement of this plan, arts stakeholder meetings held in 2003 and 2004 identified four central themes described as “pillars” to provide focus for planning within the collective arts community, namely:

1. Business and Professional Development 

2. Communication

3. Collaborative Marketing

4. Education of the Next Generation of Artists

The feedback and survey results including key issues and opportunities identified by the collective arts community during the research phase is placed in the context of these four pillars:

4.1 Pillar One:  Business and Professional Development

On an individual basis, one of the greatest challenges for local artists falls under the aegis of business and professional development. Many members of the community struggle to balance art with business skills - this is compounded by the fact that many local artists, though formally educated in their field of art, earn less than the provincial average artists’ salary and as such, are forced to subsidize their art with other forms of income. As a result, this places constraints on their time and ability to focus on art, and in particular, to develop the business-side of their art. Some visual artists struggle to find ways to showcase their work and cannot afford the time to research available galleries willing to show their work.

Most artists are connected to the wider arts community through at least one professional group or association membership. Among survey respondents, 46% belong to a regional arts council, and 26% belong to the regional tourism association - few (less than 10%) are members of their local Business Improvement Association (BIA) which might indicate why there is a lack of awareness of local business and professional development opportunities. 
Collectively, an overarching concern of the collective arts is the fragmentation of the local arts community and the fact that there is no centralized, neutral and inclusive leadership for the arts to provide integrated coordination or to manage cooperative efforts.
While there are funding sources available to help subsidize arts projects and artists, again, this often entails a time consuming process to research the available sources, and additional time to dedicate to the often laborious task of completing the application process and meeting critical deadlines. 

Summary of Key Issues: 

· Lack of a centralized resource centre for all the arts

· Lack of time to balance art and business development

· Lack of business skills amongst the arts community

· Lack of time and resources to research and apply for artists grants
· Apparent lack of arts oriented professional development opportunities

4.2 Pillar Two: Communication

Most artists currently keep themselves informed about the arts through memberships in local, provincial and national arts-related groups and associations, informal gatherings of peers, and the Internet.  The artist community in the Headwaters area currently has access to and is supported by a large number of artist groups, including sixteen local member enterprises that responded to the artists’ survey. Of those that responded to the survey, the majority (63%) focus on sales and marketing and internal communication, as well as coordination and hosting of events for their members (50%), and developing new artists (31%). To a lesser extent, they offer opportunities for professional training and education (25%), and providing advocacy (19%) and grant support (13%) for artists and the arts. 

The issue within the artist community is that despite a large artistic base, rich in resources, there is a fundamental breakdown in communication among the various groups. There are no inter-group networking forums, and event planning and marketing takes place randomly. This results in event and service overlap and duplication of services that could be construed as confusing to the consumer and creates rivalry in competition instead of reinforcing the destination’s reputation as an enclave for the arts. It is overcoming these challenges that the arts community has identified as priorities for the new initiative.
Summary of Key Issues:

· No centralized coordinating body for all groups

· Competitive environment

· No collective voice or identity for the collective arts community
· No inter-group networking forums

· Overlap of events 

· Duplication of services/rivalry

4.3 Pillar Three: Collaborative Marketing

Although The Hills of Headwaters is an established and growing tourism destination, it lacks brand identity as an arts destination. Many artists feel that there is a need to improve the quality of the visitor experience and create better visibility for regional arts through branded identity and a coordinated, regional approach to advertising, routing and signage for arts activities (refer to Exhibits 4 and 5, notes from the artists survey and strategy session). 

These factors, coupled with the constraints placed on artists who have mostly limited marketing budgets (78% of visual artists respondents in Headwaters invest under $500 per year in marketing and 8% have no marketing budget), and the lack of a formal marketing plan dedicated to the collective arts community make it difficult for many artists to attract the attention of drive-by traffic or expand market reach much beyond the local market or the GTA. 
While the local market and the GTA remain important to the vast majority of regional artists, other Ontario markets including Barrie, Kitchener/Waterloo and Guelph are also believed to show strong potential for growth in the visual arts community. The types of arts consumers in the Headwaters area are varied. Although no formal research has been conducted in this area, the Headwaters artists’ survey completed as part of this plan indicated that day tripper/overnight tourist markets and corporate markets are considered important to all types of artists, and in general, patrons of the arts are the most desirable segment. The wholesale market is of particular significance to the visual arts market, but it is more specialized, niche markets including architects, interior designers, and landscape architects interested in the high quality, one-of-a-kind art forms available in Headwaters that many consider to offer the best growth prospects for the future. 

The most popular and effective marketing tools and activities for the arts community currently include brochures, websites (group and individual), media relations and print advertising. For visual artists, participation in studio tours is considered one of the most beneficial means of promoting their work to a core market of art lovers and collectors.

Summary of Key Issues:

· Limited brand identity/image for regional arts

· No collective arts marketing plan

· Limited visibility for the arts

· Limited signage and recommended routes for arts activities - no regionally coordinated effort
· Limited arts marketing budgets

4.4 Pillar 4: The Next Generation of Artists

The local infrastructure in The Hills of Headwaters does not currently offer a wide range of coordinated regional arts programming options and opportunities for emerging artists and youth. 
Caledon Arts and Crafts for Youth and a limited range of opportunities within other local municipalities through performing arts groups and both classical and popular musical groups help close the gap, and a total of 58% of visual artists who responded to the artists’ survey offer arts lessons -- and of those who do not, a further 43% indicated that they would consider teaching in the future. Although apprenticeships have not been widely supported in the past, about 40% of visual arts respondents would consider participating in future opportunities in this area. 
This area is recognized as a gap in the current regional infrastructure and there is currently no centralized coordinating body for the region and little awareness of funding pools for these types of initiatives; however, there is wide support among individual artists in the community to nurture and develop new opportunities for youth.  

Summary of Key Issues:

· Limited programming for emerging artists and youth

· No centralized, regional mechanism for connecting emerging artists and youth with arts community

· No formal apprenticeship program

· Limited funding for new programming

D. 
Action Plan
In order to understand and serve the interests of the collective arts community, it is important to first establish its role within the community and provide a framework within which it can operate - this is addressed below. The subsequent short and medium range recommendations address the priorities of the collective arts community under the headings of the four pillars. Recommendations are based on the assumption that they will be implemented cooperatively by the collective arts community over the next one to five years with a limited start up budget.
1.0  Framework for the Collective Arts Community

This is achieved by identifying the goals, objectives, mandate and structure of the mechanism for leadership within the artist community.  A summary of recommendations for these areas follows below (see Exhibit 6 for detailed elements of the recommended structure). 

1.1 Goal


To enhance and expand the prosperity and well being of the arts community of the Headwaters area and stimulate greater coordination and cooperation amongst stakeholders.

1.2 Objectives

· To establish a formally recognized and respected entity in 2005 that represents the interests of, and effectively leads the collective arts community in the region known as the Hills of Headwaters.

· To develop and maintain an effective communication network and foster an environment of cooperation amongst the various stakeholders in the arts community.

· To craft a positioning statement that will effectively position regional arts in The Hills of Headwaters within the context of both the local community and its role as a tourist destination. 

· To develop and implement action plans for the short and long term (five and twenty years respectively), that reflect the needs and desires of the local collective arts community, and are supported by it.
1.3 Mandate

In light of the broad base of local artists and existing resources, clarity of the role of the collective arts community is very important, both in terms of what its role is, and what its role is not. This clarity will help to achieve a convergence of interest between the mission of the arts community and the means of supporting the initiative with additional resources. The new entity will endeavour to avoid duplication of existing services and activities, and instead, will identify inherent synergies and strive to realize the potential for mutual benefit of the arts community through shared resources and economies of scale.
The recommended mandate of the new entity for the collective arts is defined in the following way:

Provide a common identity and singular voice for the arts, and encourage and facilitate communication, integration and cooperation amongst artists’ groups and individual artists including emerging artists and youth. The collective arts will serve to nurture and promote excellence in art and the respect for art among artists and the wider public community.

1.4 Recommended Structure
It is recommended that the collective arts community forms an official “network” of artists to fulfill its mandate. By its nature, this type of structure will clearly address the issue of communication that is central to many of the ongoing challenges and opportunities within the artist community; a network structure also opens the doors to a wide range of collaborative initiatives amongst the various stakeholders in the arts community.

During its first three years, The Network will organize itself and implement priority programs and initiatives so that it will become established and recognized as a central, autonomous, and neutral resource base for all arts. 
2.0 Pillar One: Business and Professional Development

The Network will address means of building the capacity of the arts community by developing training programs that will lead to more efficient business practices, and enhanced customer service and market readiness. Partnerships and opportunities will be explored with regional business associations such as local Chambers of Commerce, Business Improvement Areas, Small Business Enterprise Centres, and provincial art associations such as arts and crafts councils.
2.1 Arts Industry Seminars  

· The Network will serve as a central clearing house for distribution of information to artists about industry seminars and other professional development opportunities within both the arts and general business communities.
· Favourable registration rates will be negotiated for Network members wherever possible.
· The Network will proactively work with existing organizations and associations to host local professional development opportunities focused on artists. Seminars, demonstrations and workshops will focus on developing business and artistic skills, and keeping current on trends that affect The Arts. 
· The objective will be to host at least one session per quarter by the end of the first two years of The Network. 

2.2 Professional Development Opportunities
· Over the medium to long term, regional professional development opportunities including sophisticated training and apprenticeship programs will be established by The Network in conjunction with other arts partners such as the Ontario Arts Council. 
· This type of programming will require cooperation and participation of individual artists and will require the support of public funding. 

2.3 Grant Information and Application Writing Support Service

· The Network will offer a service for the support of grant applications and assistance with writing grants.
· In the initial stages, information will be communicated by The Network website and specific dates will be arranged quarterly for review of available grants and to offer assistance/mentoring with application process.
3.0 Pillar Two: Communication

Internal communication among artists and artist groups is a key priority of the local arts community and will be critical to the ongoing growth and success of The Network. One of the primary objectives of the collective arts community is to use this initiative to improve communication amongst individuals and groups of artists and reduce duplication of efforts and overlapping events while fostering an environment of support and cooperation. The following items are recommended as key communications initiatives to be activated in the short term: 

3.1 E-mail

· An E-mail database of member artists will be established. It is an inexpensive, quick, and easy means of communication that is easy to operate once an initial database has been set up. 
· E-mail communication should be used to provide important bulletins to the arts community, and to inform members of upcoming arts events, including public events, industry networking sessions, and professional development opportunities.
· Care should be taken to ensure that the E-mail system is centrally managed, easily identified as coming from The Network and that it is not overused or abused, which may result in disinterest or anger within the membership. 

3.2 Collective Website

· A priority activity is the establishment of a Network Website that features an artist inventory, profiles and links to member artists, an event calendar, and a member-only section with a job board and chat room to facilitate news updates, current issues and inter-membership discussion as well as a centralized annual event planning calendar.

· The website will achieve some of The Network objectives, specifically as they relate to increasing awareness and respect for the arts as well as being a useful tool to help position the arts within the local community and beyond.
· The website will be a costly and time consuming initiative that may not be viable until The Network is established, in the early stages, the system could feasibly be integrated with an existing site and may qualify for project-based funding.

3.3 Networking Sessions for The Arts

· Networking that results in word of mouth business and referrals are important means of business development within the arts community. In-keeping with the “network” theme of the new collective, the coordination of networking sessions and meetings of the minds are an important component of the overall mix of activities. 
· A regular, predictable schedule of meetings to facilitate networking should be arranged at various locations throughout the Headwaters area. 
· Artists will be encouraged to bring or showcase samples of their work and the themes of the networking meetings can be varied, sometimes with speakers or meeting agendas, and other times, may be limited to strictly social gatherings.

3.4 E-Newsletter

· Over time (within the first two years), a quarterly, electronic newsletter may be developed to provide timely information to members on a seasonal basis. 
· Members and committees will be asked to contribute articles, and it can be used to showcase local artists through regular feature articles as well as to publish advance notices including annual event planning calendars and cooperative initiatives. 

3.5 Advocacy for the Arts

· Throughout its lifecycle, The Network will need to work with its members and arts stakeholders to promote the value of the arts and obtain support for new initiatives.  
· Advocacy will likely be immersed in many activities and this will be of particular importance in the early stages of development, as The Network works to establish its name and positive reputation within the community. 
· The Network will use its internal communications structure to poll members on particular issues affecting The Arts and The Network and take the results of those efforts to the wider community. 
· Advocacy will take the form of articles and opinion pieces, letter writing to politicians and arts initiatives and attendance at meetings concerning The Arts.  

4.0 Pillar Three: Collaborative Marketing

Once The Network is established and internal communication is flowing, an additional, new focus will be placed on external communication and marketing to the local community and patrons of the arts. 

For a large number of artists in the community who are struggling to carve a distinct niche for themselves and who are hindered by small marketing budgets and a fragmented arts community, collaborative marketing will be a core service provided by The Network. 

As the regional arts community works to build brand awareness and recognition, it is important that this objective is achieved through marketing planning and consistent messaging and imaging that is representative of the different stakeholders. The Network will provide a central resource for coordination of these elements to achieve efficiencies and economies within the existing infrastructure, including partnership development with the regional tourism association and its provincial partners.  With this in mind, the following initiatives will be the short term priorities:

4.1 Positioning
While established local studio tours and a wide variety of arts festivals are popular and well attended by the local market and the traveling public, the collective arts community wants to see Headwaters recognized as a leading arts destination and has identified this as one of its primary objectives. 

A list of several attributes that could be used to position the arts community in comparison to the competition includes the following:

· A large community of talented artists - over 300 artists in the region

· Dedication to excellence and high quality, one-of-a-kind, art related experiences

· Scenic surroundings/setting in the hills

· Easily accessible from major urban centres

Individually, few of the above attributes could be said to be unique to only this area; in fact, it is the combination of these elements that actually differentiates Headwaters from other arts destinations.

In order for the local arts community to be effectively positioned, it needs to define how its strengths are meaningful and beneficial to its core markets which include the local community, cultural tourists and patrons of the arts. 

The regional tourism association (The Hills of Headwaters Tourism Association) is currently the most visible and proactive agency responsible for external marketing and communication for Headwaters as a destination. During the positioning process for the tourism association, the large community of studio artists was addressed as one of five unique elements that form the basis of the destination’s unique selling proposition (USP). An abbreviated version of Headwaters’ positioning to the tourist market is “Toronto’s Back Door”. The tourism association uses tag lines in marketing messages that adapt the positioning into an active message, “Step Outside Toronto’s Back Door”. Ideally, the positioning statement for the arts community should complement this message and be designed to work in tandem with it. The goal is to tie the relevance of the artist community directly to the destination. 

The following positioning statement is recommended: 

“The Hills of Headwaters - where the arts are at home.” This is a simple statement that reinforces the connection between the region, its geography and the distinguishing factor of Headwaters’ many home studios and studio art tours, but also encompasses the broader spectrum of the collective arts community. This statement also has many applications in marketing messaging. 

4.2 Product Enhancements, New Products and Activities

· The Network will work with existing groups to ensure that an up to date events calendar is available for all arts community stakeholders planning events, to facilitate a more even spread across the seasons, providing more opportunities for the local and tourist communities to participate in arts related events and activities. 

· The Network will identify gaps that form part of the marketing activities, including special events such as studio tours, arts fairs and festivals.
· As the arts calendar and events inventory is built, The Network should identify areas where synergies exist and efficiencies can be achieved including opportunities for new events, possible amalgamation of events, and new and/or combined locations for existing events. 

· A longer term goal will be to provide additional ways to augment the visitor experience by expanding the range of high quality opportunities through the amalgamation and/or packaging of arts experiences. 
· Other opportunities include broadening arts related pursuits beyond studio tours, arts fairs and festivals, to encompass new programming options such as hands-on learning and enrichment based activities for consumers. These will include behind the scenes tours, artist demonstrations, workshops and classes incorporated over the four seasons, with particular emphasis on filling the gaps in the shoulder and off seasons. 

4.3 Marketing Operations Tactics
The Network will work with the existing arts infrastructure to identify opportunities for collaborative initiatives to fill service gaps and facilitate more efficient handling and cost sharing of specific operational considerations. These will include:
4.31Centralized Purchasing

· The Network can achieve economies of scale for its members by negotiating bulk contracts with local suppliers for supplies in the arts community, including administrative support such as photocopying, framing, and printing.

· Over time, this can be extended to negotiating medical and insurance plans with preferred providers. 

4.32 Centralized Box Office

· Over the medium to longer term, The Network can organize a cooperative effort to run a centralized box office for handling phone and web enquiries and selling tickets to arts events. Potentially, this can be achieved through partnerships, using the existing infrastructure already in place to service ongoing events and programming.
4.4. External Marketing Tactics 

The Network can leverage cooperative marketing funds to help promote The Arts in appropriate target markets. The following are specific tactics that can be coordinated by The Network; many of these tactics can be coordinated as a partnership between The Network and The Hills of Headwaters Tourism Association:

4.41 Direct Marketing, E-marketing and Database Management 

· The existing resources of the collective arts community include an extensive database of past supporters of the arts. 

· Mailings and E-mail can be coordinated directly through and with the existing key arts groups and individual stakeholders who are willing to share their lists and the costs of mailings, or The Network can serve as a third party agent to pool these resources and create a confidential master database used for the benefit of participant members in the arts community.

4.42 Advertising

· The Network will coordinate cooperative advertising opportunities for the arts community.

· Advertisements will be designed with consistent imagery and messaging to reinforce Headwaters as an arts destination.

· Participants will pay an affordable fee that includes their personal exposure and contribution toward design fees.

4.43 Website 

· The Network will manage a central arts website which will feature an inventory of member artists in all disciplines, an event listing and artist gallery with links to individual artists and artist groups.

· The arts community website will have its own URL and will maintain its own identity and be clearly oriented to The Arts, but may be built into the Hills of Headwaters Tourism Association site which uses advanced technology and offers the scope required by the arts community for both internal and external communications. 
· Over time, the website can be further developed to incorporate a retail component for member artists. 

4.44 Brochures

· It is important that The Network develops a clear and consistent image for the arts community and as an integral part of its overall positioning strategy, it will coordinate a comprehensive regional arts brochure featuring maps and events from all artistic disciplines. 
· Display advertising space and listings can be sold to offset production and distribution costs. 
· Provides strong partnership possibilities between existing arts groups and the regional tourism association.

4.45 Media Relations

· In partnership with members, The Network will develop a media database and issue media releases. 
· The Network will establish itself as a “go to” resource for the arts, servicing direct media requests as well as those that come through the local business community, including individual artists, and arts and tourism organizations. The long term goal will be to create a more proactive system that will solicit ongoing media coverage.
· Over time, The Network will gather stock photography to create an accessible photographic archive (preferably web-based) and develop an electronic media kit.

4.46 Made in The Hills of Headwaters

· The Network can coordinate and develop a “made in Headwaters” message and logo for use on in-store/studio displays, cash registers, or as a give-away at the point of sale. 

· The message will reinforce the arts community positioning. For example, the copy on a label for a take home piece of art would read as follows,



“Thank you for investing in a unique piece of art made in The Hills of 



Headwaters - where the arts are at home.”  
· The process of designing the recognizable logo would be developed as a contest within the art community - a marketing committee will provide guidelines for the logo development including design parameters, deadlines for submission and a judging process.

4.47 Signage Strategy

· Improved signage will increase visibility for the arts community. 

· This is a large and complex issue that encompasses the placement of both temporary and permanent signs. 

· The Network should begin a consultative process between the arts community and the regional tourism association to develop an inclusive signage strategy that gains consensus and has practical application, while complementing an overarching regional strategy. (Implementation of permanent, arts-related signs is more likely to be part of a long term plan.)
5.0 Pillar Four: The Next Generation of Artists
The Network will develop an outreach program to establish relationships with business support services and education providers in and around the region including the local school board and school art teachers, the Headwaters Arts Festival, Dufferin County Museum, and Caledon Arts and Crafts for Youth. Partnered programming will be developed based on the needs and interests of the membership and the local community and will include the following. 

5.1 Learning Programmes for Young Artists

· With the appropriate funding and physical spaces, summer programs and hands-on project-based apprenticeships are feasible for development by The Network in the short term. 

· The Network will inventory the existing programmes and develop new initiatives to fill gaps and ensure a regional, four season approach that is inclusive of various age groups and interest levels within the community.

5.2 School Outreach

· The Network will create new regional learning opportunities for young artists by coordinating a process to expose local schools to the work and methods of local artists who will go into the classroom to work in a hands-on capacity with elementary and secondary school children. 

· The “Artists in the Schools” outreach program will be developed in partnership with the local school boards, schools and existing arts organizations to help raise the quality of work and interest in art among the youth population.  

· Local sponsors and supporting foundations will be approached to help fund new learning initiatives for young artists

5.3 Juried Art Show and Awards Ceremony for Youth

· The Network will lend its support to the existing juried art show and awards ceremony for secondary school students by providing volunteers and sponsoring an award. 

6.0 The Arts Collaborative up to 2025

Once The Network is established, the long term priorities will be to focus the resources of the collective arts community on maintaining balance with existing programmes and working on the following major issues:

6.1 Long Term Priorities of The Network
· Implementation of the Signage Strategy

· Finding and funding a centralized home for the collective arts community

E. 
Exhibits

EXHIBIT 1 - Review of the Arts

1.1 Description of the Arts and Culture Sector

Arts and culture comprise a range of core, for profit and not-for-profit activities including cultural industries encompassing writing and publishing, film, broadcast, recording and music publishing; performing and visual arts, festivals, heritage institutions (including support infrastructure encompassing museums, galleries, libraries and natural areas) and associated professions (such as architecture, design, photography, advertising). 

1.2 The Economic Impact of Arts and Culture 

Approximately 131,000 artists in Canada spend more time at their art than at any other occupation. Arts and culture have a significant impact on the economy and represent one of the fastest growing employment sectors in the nation - in the decade between 1991 and 2001 it grew almost three times faster than the growth of the overall labour force.
 Unfortunately, artists are in the lowest quarter of average earnings of all occupation groups nationally - the national average of artists earnings amounts to $23,500.

Together with Quebec and British Columbia, Ontario accounts for 80% of Canada’s artists. There are over 50,000 artists in Ontario, and at $26,784 their earnings rank among the highest in the country. Compared to other sectors, more people working in culture fields are successfully self-employed.
 Approximately 25% of workers in Ontario’s culture sector and 80% of artists and craftspeople are self employed, compared to 11% of the total Canadian labourforce.
  This high degree of self employment contributes to the diffused nature and fragmentation that is characteristic of this sector -- and the small scale and low profile of businesses, particularly in the arts and crafts sector, tends to obscure their substantial economic and cultural contribution.
1.3 Government Support of the Arts and Culture

The Canadian government has a cultural policy with a goal “to foster an environment in which Canada's cultural products are created, produced, marketed, preserved and shared with audiences at home and abroad, thereby contributing to Canada's economic, social and cultural growth.” 
 Trends in the development of a federal cultural policy include multi-year funding strategies for artistic activity, creation of demand-side measures to encourage cultural participation, development of high levels of voluntarism and philanthropy, training and professional development in the arts, and increased cooperation between provincial and federal governments and agencies.

In 2002, cultural spending in Ontario by all levels of government was $196 per capita, which ranked third among the ten provinces. The provincial government recognizes that participation in the arts “leads to healthy, stable individuals, and helps promote the social and economic well being of communities” and acknowledges that the arts contribute to the development of cultural industries, and contribute to Canadian heritage by leaving a legacy of culture through paintings, crafts, design and art works. As such, the province has a continued commitment to “promote access to, encourage and support the arts.”
 Despite this claim, at $39 per capita, Ontario’s spending on the arts and culture is well below the national average and based on 1997 figures available, its investment ranked last among the ten provinces. High profile cultural industries such as broadcasting, libraries and heritage tend to benefit the most from provincial spending, and the arts, including arts education, performing arts and visual arts and crafts combined, received only a 6% share of provincial expenditures on culture.
 

Although municipalities do not have formal jurisdiction over culture, provincial legislation encourages local support for the arts through municipal by-laws to complement federal and provincial initiatives. Municipalities are encouraged through programmes such as Arts in the Cities to develop cultural policies to enhance local identity, attract new visitors to local cultural institutions through tourism strategies, and to promote artist exchange and cooperation amongst regions. Ontario, has experienced dramatic changes in the funding environment for not-for-profit organizations over the last ten years. In addition to cut backs at the federal level, many municipalities have been amalgamated which has effectively reduced their numbers and brought about a re-organization of the provincial-municipal relationship. There has been a gradual shift away from core funding, to more project-based initiatives with a focus on outcome measurement.  At the local level, funding priorities are often given to libraries, museums, public archives, historic sites, and the performing arts.  In response, many organizations in Ontario that previously depended on receiving some form of subsidized support, have repositioned their funding relationships to government and corporate sectors, and many are also exploring more entrepreneurial forms of resourcing.

1.4 Recent Trends in Consumer Spending on Arts and Culture

In 2001, Canadian consumers spent on culture the equivalent of $720 for every  resident; this amounts to over three times more than government spending on culture, and more than consumer spending on tobacco, alcohol and games of chance combined.
 

Studies have shown that the highest education and income households, women, and older age groups spend the most on cultural activities and services. As the huge baby boom cohort, now between the ages of 38 and 59 gets older, and their disposable income frees up as they become empty nesters and mortgage free in their prime wage earning years, the influence of age is likely to continue to play a prominent role in lifestyle choices and leisure pursuits, and they are expected to dominate the performing arts, art gallery and museum markets.  

Close to eight in ten (78%) Canadians attended at least one live performance, visual arts exhibit or arts event over the past year in the following order of attendance:

· Live performance events (65%)

· Visual art exhibits (58%) 

· Exhibits of artifacts, historic objects or natural history specimens (45%)

Almost half of these activities attended were specifically for children or young people.
   

1.5 Cultural Tourism

Interest in arts and culture from a tourism perspective is growing around the world as travelers everywhere are seeking out unique and diverse experiences that are authentic to the places they are visiting. According to the World Tourism Organization (WTO), 37% of all international trips include a cultural component and the market has been growing at a rate of 15% a year. This trend is expected to continue with the growth of aging populations of highly educated, well traveled baby-boomers. Cultural tourism is profitable and is a growing sector of the travel industry. There is “a shift from active holidays to holidays as an active experience” and it is widely recognized that this can be achieved through the arts, cultural entertainment, folklore, festivals, cultural institutions, history, architecture and landscapes, cuisine, local traditions and language - what are described as the “cornerstones” of cultural, learning and experiential travel.

Cultural travellers are a particularly desirable market because of the following characteristics:

· they tend to stay longer and spend more

· they want to enrich their lives with new travel experiences

· a specific historic or cultural activity is a main reason for taking a trip

· they will often extend a stay to participate in specific cultural activities

· they are well educated and affluent and tend to be a strong match with the baby boom market

· there is great potential for cross packaging and cross-marketing between activities/experiences

The Canadian Tourism Commission has adopted Cultural Tourism as one of four priority marketing areas nationally, but identifies a range of potential barriers to growth of the market that also impact local communities, including concerns about commercialism and sustainability of tourism in the arts and culture sector, the lack of formal linkages between culture and tourism at government levels, lack of market ready product and lack of knowledge about the value of its economic impact. 

1.6 Arts Education in Ontario

It has been scientifically proven that studying the arts, exposure to the arts and creating works of art help young people develop critical thinking skills, foster a deeper understanding about the people and cultures of our country and the world and develop an ongoing appreciation for the arts. Numerous studies have shown that exposure to the arts improves young people’s academic performance, and there is a particularly strong relationship between music and mathematics. 

Arts education provides structured learning throughout the elementary and secondary school years, and includes both learning in and through the arts. In total, provincial and territorial governments allocate 3.7 per cent of their arts and cultural budgets to arts education, but Quebec, Alberta and British Columbia clearly lead spending in this area and account for roughly 78 per cent of total provincial and territorial expenditures on arts education.
  

In an era of cutbacks and fiscal restraints in Ontario, support for arts education in the school system has been erratic; this underscores the importance of less formal training that takes place in homes and communities where artists are important mentors and educators for community youth.  Most Canadians take advantage of arts and cultural events in some form.  Art exhibits or performances focusing on children and youth are well supported and over 3.6 million youth attended a performing arts production in Canada in 2000-01. 
The Canadian Conference of the Arts manages the ArtsSmarts program – the largest education initiative in the country to improve the lives and learning capacity of children by injecting arts into academic programs. 

The Canada Council supports young artists in a variety of ways including funding for nearly one million school children to attend public art galleries and providing support to individuals and organizations that give performances for young audiences, have education programs that target youth audiences or who create work for young audiences. In partnership with the Department of Canadian Heritage and the National Arts Centre, the Canada Council also administers Terminus1525 – a web-based program aimed at young, emerging artists offering workshops, concerts, installations and exhibits to broaden experiences and help foster a sense of community.  In 2002-03, the Council provided $1.8 million in grants directly to young artists, and roughly $5.6 million was awarded to organizations that significantly benefit young artists. 
1.7 Professional Development and Training

The majority of cultural sector training and education programmes are under provincial jurisdiction in community colleges and universities. More specialized institutions including performing arts, receive funding from a variety of sources, at all three levels of government including the Canada Council for the Arts (federal) and the Ontario Arts Council (provincial). 

Through the Ontario Arts Council the Chalmers Professional Development Grants support intensive periods of skill development or upgrading or apprenticeships that share artistic and cultural skills and knowledge. Project activity can include:

· Attendance at workshops, conferences or symposiums programmed by Canadian or international arts organizations 

· Short-term courses or seminars that focus on an artistic or business aspect of the artist's career that are instructed by a specialist, teacher, master, elder or Canadian or international arts organization 

· Apprenticeships that represent a considerable proportion of time for the applicant that are instructed by a Canadian or international specialist, teacher, master, elder, mentor or arts organization. This can be done either on a one-to-one basis or as one person apprenticing with an arts organization.

 EXHIBIT  2 - Analysis of Models for Collective Arts
The following analysis looks at examples of the organization of the collective arts found in North America: 

The Arts Council Model

· Found in most communities around North America.

· Not for profit status

· Many established 25 years ago or more

· Most have a similar mandate based on serving and promoting artists of all disciplines, promoting public accessibility to the arts and advocating for the arts. 

N.B. The Canada-Ontario Business Service Centre defines a not for profit entity as, “organizations created to benefit the community.  Activities of a not-for-profit organization may be of a patriotic, national, charitable, philanthropic, religious, professional, or athletic nature without monetary gain.  Directors, officers and/or members of a not-for-profit corporation do not own the corporation or its assets.  The organization may not be operated for financial gain for its members, officers or directors.  In certain circumstances a not-for-profit organization may engage in revenue producing activities and earn a profit, however these activities are to be conducted solely to further the principal objectives of the organization.  For example, a not-for-profit theatre club may hold a bake sale to raise money, which would then be used to buy costumes for the club.”
One of Ontario’s oldest regional arts councils is Arts Hamilton (formerly the Hamilton Regional Arts Council), founded in 1969.  Arts Hamilton has a membership of approximately 370 artists and non-artists, and includes 46 artist organizations in and around the New City of Hamilton.  Its goals and activities include promoting and encouraging appreciation for the arts, providing an arts resource and forum for communication, developing and implementing arts programs, and advocacy.  The agency is provided with rent-free office and retail space in Hamilton Place (central, downtown shopping mall), and has an annual operating budget in the area of $170,000 - $200,000 per year which fluctuates depending on the availability of external funding sources. As with many not for profit entities, the pursuit of funds for survival of the organization is becoming a more time consuming (and frustrating) activity; funding agencies currently include the City of Hamilton, the Ontario Arts Council, Trillium, and charity bingo, and has included a range of foundations over the years. An annual giving campaign is currently being developed, and various sponsors support specific events and activities throughout the year. An initiative is underway to manage succession planning for the board of directors to ensure that there is a gradual shift towards more active involvement of the business community at the board level and a movement to create a board that is more proactive about fundraising. 

The types of arts council programs most appreciated by Hamilton area artists include promotion of artist events and media relations, as well as grant assistance services that help artists to apply for grants, and review applications. Other programming activities include a range of art shows and exhibitions, a juried art show for secondary school children, a biennial designer crafts show, a book fair, and a range of artists seminars including framing and literary workshops and business skills development and awareness including participation of a Revenue Canada Road-show with information about taxes for artists.

Another successful model is found in the Oakville Arts Council which has been in operation since 1978; its offices are located within the community library beside the performing arts and near to the Oakville Museum, and galleries. The Oakville Arts Centre receives funding from the Town of Oakville, the Ontario Arts Council and The Trillium Foundation. It administers $75,000 in operating and project grants for artists on behalf of the Town of Oakville, and presents 25 shows and exhibitions throughout the year, including an annual juried art show, as well as a poetry reading series, and annual spring fibre arts festival and various awards programs including an Arts Leadership Award.  

Similar in form to both Arts Hamilton and the Oakville Arts Council, but larger in scope, is the Toronto Arts Council, an arms length funding body of the City of Toronto. It has a large board of directors (29 members), and in 2002 it administered $8 million in grant budget. Its main purpose is to raise revenues available to artists and raise awareness of Toronto arts.  Major arts events include a ten day annual arts festival (Toronto Arts Week). The Toronto Arts Council has been a driving force behind the Great Arts/Great City initiative -- a ten year plan designed to increase overall revenues in the arts sector; it is administered by sister organization, The Toronto Arts Foundation and includes proactive initiatives such as Toronto Arts in the Workplace, Toronto Arts Online, Toronto Arts Funds, Toronto Arts Awards and Toronto Arts Newsletter. 

While the size and scope of arts councils varies significantly based on the size of the population and resident artist community, as well as the level of support for the arts at the municipal level, the arts council model is a popular one. The Headwaters area is currently served by the Dufferin Arts Council that supports and promotes the arts to over 400 members through social and cultural events that contribute to fundraising activities.

1.12 The Cultural/Arts Centre Model

The goal of many arts communities is to leverage sufficient funds and support for the arts to have a centralized cultural space offering learning opportunities in the arts and exposure for art and artists. Most models rely on significant volunteer efforts related to fundraising and advocacy for the arts that result in financial support from the local municipality, other national and provincial funding pools and sponsorship opportunities.

Examples in Ontario include the long established Brockville Arts Centre (BAC) that offers gallery and exhibition space, a 750 seat auditorium, rehearsal space, dressing rooms and a theatre box office. An original theatre was established in the early 1900’s, and over the years, the local community and an active guild has raised significant funds for buildings and equipment. Today the BAC is managed by the Cultural section of the City’s Community Services Department.  

In Windsor, Ontario, the Capitol Theatre and Arts Centre (CTAC) is a unique self-funded performing arts venue committed to providing affordable theatrical entertainment for the community. It focuses on the needs of the artistic, entertainment, educational and business communities and partners successfully with other local arts and cultural organizations. The CTAC is structured as a self-funded, registered charitable public trust, and funds are raised through corporate sponsorships, private donations, leaseholds, ticket sales, bingo and special fundraising projects. 

1.13 The Artist Run Centre Model

Artist run centres are often operated as not for profit entities administered by volunteer artists who take responsibility for operations, funding, exhibits and workshops. In Ontario, the Artist Run Centres and Collectives of Ontario (ARCCO) is a professional arts service organization that supports the growth and development of artist-run, not for profit centres and collectives for contemporary art in a variety of media and multi-disciplinary work in the province.  

Toronto’s Eastern Front Gallery, is a recent success story and a new member of ARCCO. It was originally conceived as an artists-run co-operative gallery and resource centre that would nurture the unique economic, social and artistic needs of professional artists.  The gallery's founding members began to meet informally in the fall of 2002 -- when they shared their needs and concerns, they found that they faced a number of common challenges. Early in 2003 the group finalized plans to launch a venue that would provide resources to address these challenges and further their careers as professional artists. Consequently, a group of artists have formed a limited membership and through pooled finances created a setting and a resource to bring about that success. Members have a two-week solo show in the Feature Gallery supported by gallery-paid invitations, press releases and advertising, and each member showcases their work in the Salon Gallery on an on-going basis. In addition, Eastern Front schedules a full calendar of events including study and conversation of the work and lives of artists, slide shooting nights, business related topics, and guest speakers.

In the United States, the Buffalo Arts Studio (BAS) in New York State, incorporated in 1991, provides a successful example of a not for profit arts organization that serves as a cultural centre that offers affordable studio space and organizes public exposure for artists through exhibitions, as well as placing a strong emphasis on community programming including art classes, mural programs, and public art projects including a special “Jump-Start” program that offers tuition free arts training programs for over 50 students a year.  The BAS relies heavily on volunteer support, but has a four full time, paid staff including someone responsible for development (fundraising). The studio is funded by several arts councils in Buffalo, Erie and New York State as well as a number of foundations, public grants, and many private and corporate sponsors.  

Another similar model is found in the form of a retail-oriented cooperative.  A co-operative is a corporation organized and controlled by its members, who pool resources to provide themselves and their patrons with goods, services, or other benefits. In Ontario, a cooperative business structure provides democratic control based on “one member one vote”, and open and voluntary membership. In Boulder, Colorado, The Boulder Arts and Crafts Cooperative (BACC) which was originally founded in 1971as a cooperative for exhibition space for a $5 participation fee. In the mid-eighties, the BACC moved to a high profile, downtown location with 4,000 square foot of space.  Artist members pay a modest monthly fee for space rental and a 30% commission on sales (50% on consignment).  At its peak, it had over 70 members; today it is owned and operated by 42 artists and annual retail sales amount to $2 million. The Cooperative has two full time staff (general manager and financial) and approximately 20 part-time staff.  The Cooperative has a sophisticated customer database called Artisan and invests $20,000 per year in marketing. There is a large following of the arts in Boulder which has a population of 250,000, but summer tourism also accounts for up to half of sales. 

1.14 The Network Model

Artist networks are one of the more fluid models that can be moulded to the needs of any artist community. Many communities have some form of artist alliance or network, which involves a “clustering strategy” as a means to fuel growth in the community by building synergies, partnerships and capacity. Networks, some with more formal structure and identity than others, facilitate unbiased representation of all types of artists and their interests and can co-exist with other existing arts groups and cultural centres in a non-competitive, supportive way. 

The City of Brantford Cultural Network (BCN) is a new arts and culture enterprise, still under development. The network is modeled on the success of the local sports community that in the late 1990’s, leveraged political support that enabled it to establish strong new positioning and province-wide recognition for Brantford as the Tournament Capital of Ontario. 

The formal mandate of the BCN has not yet been formalized, but under the leadership of a local board of directors and a single staff coordinator provided by the city, it will attempt to join a previously fractured arts and culture community and foster an environment for partnership opportunities within the arts. The Network will likely administer a community arts grant program previously managed by the local Economic Development office and will establish a database of artists, an arts website, a biennial conference for networking and professional development, and a quarterly newsletter for internal communication purposes and sharing of best practices.

1.15 The Virtual Gallery Model

With unprecedented growth in home computers and community access to the Internet, web-based technology is playing an increasingly important role in the promotion of the arts. Many arts based communities now offer group websites as an alternative style of collaborative model, providing artist biographies, work samples, event listings and links to individual artist sites and many also offer online retail opportunities.

ArtsQuebec.com is a Quebec-based bi-lingual website that serves as a “virtual gallery” and event listing that promotes the work of both amateur and professional artists in a range of media. Featured member artists pay $80-$120 per year for their space on the site, and there are no commissions or gallery fees in addition.

EXHIBIT 3 - Best Practice Models: Collaborative Arts

Arts Hamilton

· Founded in 1969 (36 years)

· Not-for-profit agency 

· Funding – sponsors/foundations

Mandate

“Dedicated to serving artists of all disciplines and the community by promoting and advocating for the arts”

Purpose/Goals/Activities

· Promote and encourage appreciation for the arts

· Provide an arts resource and forum for communication

· Develop and implement arts programs

· Advocacy

Membership

· $15 - $25/year individuals

· $60 - $100/year organizations

· Over 150 volunteers (board, fundraising, committees, sectoral, clerical/office)

Toronto Arts Council

· Established in 1974 (31 years)

· Arms length funding body of city of Toronto

· Offers grants to Toronto arts organizations/professional artists

· In 2002 - $8 million grant budget

· 29 member Board of Directors

· 65 practicing artists volunteer committees to assess/recommend grant requests 

Mandate

· Serves to support the development, accessibility and excellence of the arts in Toronto 

· Sister organization - Toronto Arts Foundation (encourages support of the arts through tax deductible contributions) 

Purpose/Goals/Activities

· Raise revenues available to artists

· Raise awareness of TO arts

· Great Arts/Great City Initiative 

· Toronto ArtsWeek  – 10 day annual arts festival

Community Arts Council of Saanich Peninsula - CACSP
· Registered non-profit

· Encourages, supports and promotes local arts activities throughout the year

· Funding Assistance – BC Arts Council, Town of Sidney, Districts of North and Central Saanich 

· Community Partners

Mandate


“To support and enhance community life through arts and culture”

Purpose/Goals/Activities

· Hosts artisans show and sales; spring and fall studio tours; Gallery-by-the-Sea; summer bandstand matinees; and the Sidney Concert Series

· Organizes lectures, presentations, workshops and art shows

· Grants scholarships and awards

· Issues a newsletter and provides community arts resources

· Annual membership $10 individual, $15 family, $25 business

ArtsQuebec.com

· Website dedicated to promoting the work of top artistic talent in all creative fields

Purpose/ Goals/Activities

· Organized in 2001 to provide a new venue for amateur and professional artists of all kinds to make their work known

Membership

· $120 per year paid monthly

· No commissions/gallery fees

Rockport Arts Association (MA)

· Not for profit

· The oldest artist cooperative in the US – established 1921

Purpose/ Goals/Activities

· Cooperative sales

· Exhibits

· Workshops (instruction at all levels/variety of mediums) 

· Range of educational programs for children 

· Guest lectures

· Weekly art classes/sketch groups

· Artist demonstrations

· Special events/rentals/fundraising auction/chamber music festival

Membership

· 250 artists/photographers – admitted by jury once a year

· 1,000 contributing members (benefit package)

· Individuals/Families - $20 - $75

· Patron - $150

· Business - $250

· Donor - $500

Boulder Arts & Crafts Cooperative
· Founded in 1971as a cooperative for exhibition space
· Artist involvement distinguishes the store from other galleries; individuals bring their diverse talents and business skills to the organization, and democratically oversee policies and the operation of the store 
· In 1984 moved to the current, high profile, downtown location that includes 4,000 square foot space and membership and sales doubled
· At its peak, there were over 70 members; today it is owned and operated by 42 artists
· Annual retail sales amount to $2 million

· Two full time (general manager and financial) and approximately 20 part-time staff

· Boulder has a population of 250,000 and there is a large local following of the arts

· Summer tourism accounts for up to half of sales

· The Cooperative has a sophisticated customer database called Artisan and invests $20,000 per year in marketing - primarily in glossy magazines and local tourist publications

Purpose/Goals/Activities

· Sales

· Artist series with member-artist demonstrations

Membership

· Members pay a modest monthly fee for space rental and a 30% commission on sales

· Consignment sales are permissible and commissionable at 50%

· Board of Directors meets twice a month and general meetings are scheduled six times a year

The Buffalo Arts Studio (BAS)

Mandate

Incorporated in 1991 as a not for profit arts organization that serves as a cultural centre for professional and emerging artists in a variety of arts media including painting, ceramics, metal, sculpture, photography, jewellery and printmaking.

Purpose, Goals, Activities

· Provide affordable studio space and public exposure for artists through exhibitions (23,000 square ft of space/40 studios).

· Community enrichment - art classes, mural programs, and public art programs and projects. (Served over 300 students, adults and children each year; a special “Jump-Start” program also offers tuition free arts training programs for over 50 students a year).  

· Gallery and gift shop

· Four full time staff including curator, development, education, and special events. 

Membership

· The studio is supported by The Arts Council in Buffalo and Erie, Bluecross Blueshield of Western New York, Buffalo Youth Program, Community Foundation for Greater Buffalo, The County of Erie, and New York State Council on the Arts, as well as a number of other foundations and private and corporate sponsors.  

Oakville Arts Council

Formed in1978 as a not for profit charitable organization. 

Purpose, Goals, Activities

Administers operating and project grants ($75,000) on behalf of The Town of Oakville.

Runs the following programs: 

An exhibition program called Artworks that presents amateur and professional artists work in 25 shows and exhibitions throughout the year, including an annual juried arts show; Poetry Works - a poetry reading series; Film Festival; an annual spring Fiber Arts Festival; Various arts awards programs including an Arts Leadership Award. 

Membership 

$30 individuals to $125 business. 

Eastern Front Gallery

The gallery was conceived as an artists-run co-operative gallery and resource centre. 

In 2002, founding members held informal meetings at which they shared their needs and concerns and found that they faced a number of common challenges. In 2003 the group finalized plans to launch a venue that would provide resources to address common challenges and further their careers as professional artists. 

Goals/Purpose/Activities

· To nurture the unique economic, social and artistic needs of professional artists 

· Full calendar of events

· Study and conversation of the work and lives of artists

· Slide shooting nights

· Business related topics

· Guest speakers  

· Members show their works on an ongoing basis
· Each member enjoys a two-week solo show in the Feature Gallery 

· Works available to buy/rent by the various industries that need samples of the visual arts - film and television, publishing, media and interior design

Membership

Founding members began to meet in the fall of 2002. 

Group of artists formed a limited membership in 2003.
EXHIBIT 4 - Survey Results (Visual Artists, Groups, and Non Visual Artists “Other”)
The individual artists group included 50 visual artists and 8 “other” artists including the performing arts, singers, writers and composers. 

Survey Results - Visual Artists - 50 respondents

1. Primary artistic discipline: Visual Art

2. Formal Education in art: 74% Yes, 26% No
3. Art is main source of income: 38% Yes, 62% No

4. How art is sold: 

84% Shows and Exhibitions

82% Studio Tours

66% Galleries

46% Own Retail Outlet

32% Other

5. Income compared to provincial average: 12% over, 84% under, 0.4% N/A

6. Other employment to subsidize art: 28% No, 72% Yes

7. Keep informed within the arts through:

Memberships - 82% of respondents

Informal Gatherings - 72%

Internet - 58%

Magazine Subscriptions - 50%

Co-operative marketing partnerships - 36%

Other - 28%

8. Preferred communications:

E-mail - 98%

Meetings - 50%

Telephone - 24%

Surface Mail - 38%

9. Teach/offer lessons in art?

58% Yes, 42% No (of those who don’t 43% indicated they would consider teaching in the future)

10. Artists who have ever offered an apprenticeship opportunity: 88% No, 12% Yes

11. Artists who would consider future apprenticeships: 60% No, 40% Yes

12. Business skills rating:

Good - 30%

Poor - 22%

Excellent - 18%

Definitely need improvement - 20%

Some areas need improvement - 10%

13. Have a marketing plan:

52% Yes, 40% N0, 8% N/A

14. Annual marketing investment (excluding memberships):

Under $500 - 38%

$1000 - $5000 - 28%

$500 - $1000 - 26%

$5000 - $10000 - 2%

Over $10000 - 2%

N/A - 4%

15. Geographic Target Market:

GTA - 52%

Headwaters Area - 28%

Other Ontario - 10%

USA - 4%

Don’t Know - 2%

N/A - 4%

16. Important Markets:

Other - 56%

Day Tripper - 52%

Corporate - 40%

Overnight Tourists - 38%

Wholesale - 24%

17. Growth Markets:

Local - 54%

Corporate - 44%

Day Tripper - 36%

Other - 36%

Overnight Tourist - 30%

Wholesale - 12%

18. Geographic growth markets

GTA - 72%

Local residents - 42%

Other Ontario - 34%

USA - 20%

Other - 18%

19. Memberships held:

Regional Arts Council - 46% 

Other - 44%

Visual Arts Ontario - 30%

Tourism Association - 26%

Ontario Craft Council - 18%

Community Arts Ontario - 4%

BIA - 6%

20. Money invested in memberships:

$100 - $500 - 44%

Under $100 - 34%

$500 - $1000 - 8%

$100 - $1000 - 2%

$0 - 8%

N/A - 4%

21. Current marketing activities:

Brochure - 64%

Personal website - 44%

Group/organization/association website - 39%

Media relations - 32%

Newspaper advertising - 32%

Magazine advertising - 24%

Radio - 6%

22. Marketing activities that provide the most benefit:

Web site - 20%

Studio Tours - 18%

Networking/Face to Face - 14%

Direct Mail - 12%

Exhibitions (that invest in marketing) - 12%

Brochure - 10%

Galleries - 6%

Having a home studio - 6%

Newspaper - 4%

Yellow pages - 2%

Teaching/Talks and Demos - 2%

Church - 2%

Local art stores - 2%

Art Council promotions - 2%

DVD - 2%

Word of mouth - 2%

23. Greatest Challenges:

Marketing

· Broadening markets/defining and reaching new customers/exposure outside Ontario (30%) 

· Public education required regarding the value of art - 2

· Marketing yourself as an artist

· Sales

· Attracting the attention of “drive by” traffic in the community

· Too many artists to too few patrons 

· Failure of marketing agencies to recognize the limitations of artists’ budgets

Business/Professional Development

· Cash flow/making money/cost of framing (20%)

· Time -prioritizing and balancing art with other jobs (sources of income) as well as the chores related to running a business such as book-keeping, marketing, picking up and dropping off art at galleries and changing works showcased, grant applications (20%)

· Visibility - getting work in front of buyers (8%) 

· Border issues

· My form of art is not recognized as art (photography, fabric)

· Funding to exhibit in US (great market, but very costly)

· Pricing appropriately

· Having time to develop a more lucrative market in commercial/commission art

· Lack of awareness that Artists like to barter their trades

24. Gaps in Marketing

· Too many overlapping shows/tours in local area causes confusion - need to spread out/need more events, better spread out geographically - 24%

· Communication/networking vacuum/feel removed from the arts community - 12% 

· Lack of marketing infrastructure for the arts - 14% (most groups are elitist and serve themselves, not the artist)

· Educating the public on value of original art - 12%

· Lack of sales support/need more outlets for show and sale of art/need an artist run centre - 10% 

· Need a summer arts festival in order to spread out season and promote fall arts tours - 4%

· Reaching new markets/marketing plan - 4%

· Need studio tour signage - 4%

· No coordinated marketing plan and calendar for arts community/ inconsistency in frequency and advertising message - 6% 

· Lack of opportunity to showcase work

· Not enough Internet promotion of artists

· No corporate exposure of artists

· Networking within the arts groups - access to venues

· Lack of support from galleries (no support services provided)

· Lack of grant funding

· Not enough galleries promote emerging artists

25. The top three priorities for strategy session:

Marketing - 58%

· Marketing of events/arts destination

· World class marketing and sales

· How to market effectively

· Marketing and how to sell effectively

· Long range marketing strategy

· Networking/cooperative marketing 

· Equitable marketing across the region

· Increase the value and profile of artists in the community

· Include suggested routes for studio tours in brochures 

· Market to the right clients

· Help visitors plan trips

Marketing - Technology - 14%

· Create a member database

· Increase Internet promotions

· Marketing and communication to the arts community via website

· Website for artists in the region

· Comprehensive website

· Affordable website and brochure for area arts information

Communication - 10%

· Internal communication

· Communication/integral communication structure

· Creating an infrastructure for artists

· Artist group networking

Communication - Event Coordination - 20%

· Art show and sales opportunities

· Coordination of events/shows

· Create a huge arts market once a year (like Toronto)

· Spread the arts festival into other seasons

· Amalgamate studio tours

· Headwaters Studio Tour gets confused with Headwaters Arts Festival

· Better coordination of studio tours to avoid overlap

· Exhibitions, Headwaters Arts Festival and Studio Tours

· How to create a unique venue for the art loving public and compete with the many other events offered

Professional Development - 18%

· Mentorship program

· Business skills development 

· Business skills development - how to produce prints

· Workshops, talks, and artists demos

· Exhibiting in the US

· Courses on business management and marketing

· Organized professional development for effective business practices like programs offered by V.A.O. 

· Artists grants and subsidies

Vision - 14%

· Building a quality venue for arts development and exhibition

· An arts centre

· Overall Strategic Planning/Vision

· Autonomy for the arts community 

Funding for Artists

· Financial assistance for artists to market their work

· Funding sources

· How arts funding is used

· Sponsorship and funding 

· Grants and sponsorship

Survey Results - Groups - 16 respondents

1. Sectors represented:

Artisans/Crafts - 56%

Painters/Sculptures - 44%

Other Visual Arts - 25%

Dancers - 6%

Musicians - 19%

Singers - 13%

Conductors/Composers - 13%

2. Mandate:

Coordination and hosting events - 56%

Training and Education - 44%

Marketing - 44% 

Sales - 44%

Develop new artists/Educating youth - 13%

Bring good music to the community/support and nurture the arts - 13% 

Gather information on cultural organizations and events and promote via the use of Internal communication - 13%

Promoting excellence within the discipline - 6%

Increase awareness and be central point for local talent/events - 6%

Grant support - 6%

Advocacy - 6%

Internet - 6%

3. Focus: 

Marketing - 63%

Sales - 63%

Special Event Hosting/Coordination - 50%

Internal Communications - 31%

Develop New Artists - 31%

Training and Education - 25%

Advocacy - 19%

Grant Support - 13%

4. Number of artists in group: 

Under 20 members - 25%

21-100 members - 50% (average is 46 members)

Over 100 - 25% (average is 140 members)

5. Time since first established: 

Average is 37 years

6. Funded by: 

Membership Fees/Artists - 25%

Privately - 25%

Fundraising/Sponsorship/Grants - 44%

Joint Marketing/Volunteer - 19%

Retail - 6%

Advertising - 13%

7. Membership Fees:   

75% - Yes

25% - No

8. Retail Outlet:

44% - Yes

37 % - No

19% - N/A

9. Coordinates shows, exhibitions, studio tours?

75% - Yes

37% - No

19% - N/A

10. Geographic Catchment area is:
Other Ontario - 50%

Headwaters - 44%

Municipality - 38%

GTA - 38%

11. Importance of day tripper market to members/associates?
63% - Important

25% - Not very important

13% - Very Important

12. Geographic markets for growth:

GTA - 88% 

Locals - 56% 

Other Ontario - 44%

USA - 6%

13. Arts memberships:

Tourism Association - 31%

Ontario Craft Council - 25%

Chamber of Commerce - 13%

Regional Arts - 13% 

Visual Arts Ontario - 6%

No memberships - 6%

14. Marketing activities in which group currently participates:

Collective/Group Website - 75%

Brochure - 75%

Newspaper Ads - 56%

Magazine Advertising - 50%

Group Shows/Exhibitions - 50%

Group Organization - 44%

Studio Tours - 30%

Other - 38%

15. Money invested in marketing:

$1,000 - $5,000 - 38%

Under $500 - 25%

$5,000 - $10,000 - 19%

$500 -$1,000 - 13%

N/A - 6%

16. Marketing activities felt to be the most beneficial:

Group Shows/Exhibitions - 25%

Signage/Posters/Flyers - 25% 

Newspaper Ads - 19%

Direct Mail - 13%

Word of Mouth - 13%

Media Relations - 13%

Education, Professional Development Workshops - 13%

Community Sponsorships - 6% 

Web Links - 6%

Free concerts - 6%

Events/Activities in convenient locations/affordable prices - 6%

17. Methods of communication:

E-Mail - 88% 

Telephone - 69%

Newsletters/E-Newsletters - 50%

Annual Meetings/Meetings - 50%

Regular Mail - 31%

Fax - 6%

18. Frequency of meetings with members/associates:

Infrequently - as per need - not very often - 69%

6 times per year - 13%

1-3 times per year - 13%

Weekly rehearsals - 6%

19. Gaps identified in current infrastructure:

No regional body to coordinate the arts outside the area

Lack of infrastructure/no recognized entity to implement a plan

No central structure for coordination of dates/too many fall events/clearinghouse for arts events/

Inexpensive marketing mediums/marketing of arts not effective

Group/joint marketing in the tourism association/collaborative marketing/

Money

Expensive to be a member of all groups

Geographic area too unwieldy

Lack of time - 13%

Confusion over the location/meaning of the name of Headwaters

Lack of sharing of information among artists

20. Greatest challenges:

Vision/Strategy

No long term vision in the area

Infrastructure

Need good performance space

Marketing

Promoting artisans

Limited scope and resources for marketing

Sales

Communication

Poor communication among groups

Need access to dates of events

Balancing the needs of the paid members with those of artists

Funding 

Funding

Politics

Lack of recognition of contribution of the arts to the economy

Municipal barriers

Resistance to change (residents)

Treading on toes

Lack of support for existing organizations

Too busy

21. Top three priorities for Strategy Session:

Infrastructure for the Collective Arts Community

Fluid not rigid body

Focus on the benefits of an artists’ collaboration

“The four pillars”

Full representation of all sectors of the arts community

Create a recognized entity to implement a plan

Increase focus and use of existing channels

Central arts centre facility

Product

Keeping product fresh for visitors

Reorganization of events and activities throughout the year

Coordination and rationalization of events

Training and Development

Training and development

Communication

Communication before events

How arts community can speak with one voice

Gaining strength through combined efforts

Create a community of artists

Create broader based body for support of artists

Marketing

Marketing 

Shared marketing

Pool resources/work together

Co-op website for the arts under umbrella organization

EXHIBIT 5 - Notes from Strategy Session with Artist Community

A total of 68 participants attended a facilitated arts strategy session called Building The Arts - From Me to We that was held at the Hockley Highlands Inn and Conference Centre on May 11, 2005.

Following a background presentation that provided an overview of the Arts and Culture sector and the results of an online artists’ survey conducted prior to the strategy session, the artist community participated in a range of exercises designed to achieve consensus on available resources in the local arts infrastructure, the structure of the local leadership required for the arts, as well as the mandate and priorities of the collective arts community. 

The summary information included in the following sections reflects the feedback received from the arts community during the session: 

Available Resources in the Local Arts Community

· Box office services and many other venues including retailers for ticket sales

· Online galleries (representing Toronto artists provide links for promotion)

· Good local arts oriented media (Caledon Living and In the Hills magazines)

· Established destination (tourism/residential)

· Established tourism association and related programming - including destination website, media relations

· Established events websites

· Mailing lists and databases of customers among the arts groups

· Availability of business workshops

· Knowledge based resources regarding shows and exhibitions outside the area

· Large “membership” in studio tours

· Large volunteer base

Current Gaps in Arts Resources

· No singular website specializing in the arts

· Lack of centralized, integrated coordination (especially for events) among groups

· No forum for discussion/networking among groups

· No centralized, cooperative gallery or arts education facilities (i.e. no home for the arts)

Top Priorities of the Collective Arts Community in Rank Order

1. Professional Development

2. Cooperative Marketing

3. Establish a Home/Space

4. Establish a Leadership Team

5. Centralize Functions

The Formal Mandate of the Collective Arts Community

· Maintain the autonomy of the arts 

· Promote respect for the arts (government, business, public at large)

· Facilitate internal communication/integration/cooperation amongst artist groups and individuals

· Co-operative marketing

· Formal coordination of all the various artists and arts groups - embracing all types of art

· Nurture creativity and professional standards in the arts

· Encourage/work with emerging artists and youth

· Branding and positioning for the arts community

Centralized Functions of the Collective Arts Community

· Formalize a structure/mechanism for the arts 

· Set measurable objectives

· Delegate/communicate

· Inventory of current activities - central arts event calendar (for planning purposes)
· Inventory of artists and products

· Access funding - to find a staff person plus other grant opportunities

· Market research

· Marketing

Structure

· Create an artist driven and neutral leadership team in the form of a steering committee/board of directors

· Find out what existing groups/individuals can contribute to this initiative - some individual artists and representatives from artists groups with authority to commit resources 

· Create committees (task driven)

· Create paid position - a person with business skills - not necessarily an artist to implement the process

· Separate, autonomous entity - sister to the tourism association/existing groups

· “Go to” resource

· Work towards goal of establishing a not for profit entity

Internal Communications Priorities

· Events - eliminate duplication/overlap

· Arrange networking forums

· Set up online artists chat rooms

External Communications/Marketing Priorities 

· Create an identity (logo/branding/stamps/stickers - artist contest/profile)

· Improve the visitor experience - create a venue with magnitude

· Address signage

· Target Specific Markets:

· Visual arts - landscape artists, architects, interior designers

· Baby boomers - patrons of the arts

· Expand Geographic Reach from local and GTA to Barrie, Kitchener-Waterloo, and Guelph

EXHIBIT 6 - Structure and Mechanism for the Collective Arts Community

1.0 Structure

The Hills of Headwaters does not currently have its own cultural centre, although, like many arts communities, it would like to have a facility for both the production and presentation of all forms of art.

Over the long term, a network-style model will provide the best potential for a leadership role in realizing the community dream of opening a cultural centre in Headwaters. Based on the current situation and existing resources available in Headwaters, a network model with a virtual gallery component will provide the best use of resources and the least overlap and duplication of services.   

The following items are recommended elements of the proposed network.

1.1 Name 

Examples of potential working names for the initiative are provided below:

· The Hills of Headwaters Artist Network (HOHAN)

· Headwaters Arts Network (HAN)

· Network for Headwaters Regional Arts (NHRA)

· Headwaters Artists Network (HAN)

· Network of Artists in Headwaters (NOAH)

All of the suggested names above include a geographic reference, so that the name will serve as a distinct point of differentiation when communicated outside the local arts community. Acronyms are an important consideration with initiatives such as this, as they often become the popular name for the group.  For this reason, it is recommended that Network of Artists in Headwaters (NOAH) is used as the group name, since it addresses the standard criteria, while instantly giving the initiative a personality and a name that is easy to remember.

1.2 Membership  

Membership of The Network will be open to all interested groups and stakeholders in the arts community for a nominal annual fee that will be used to offset expenses.

1.3 Steering Committee

In the initial phase of activity, a Steering Committee of no more than fifteen members will be established to maintain momentum and address some of the priority action items outlined in the plan. The Committee should be inclusive of all the stakeholder arts represented in the community, including the key active group players; representatives should have decision making authority within and on behalf of the groups they represent. Committee-level decisions will be made using a democratic process where each member gets one vote and a majority consensus is required in order to carry a motion. The Steering Committee will be selected from, but not necessarily be limited to:

· The Existing “Building the Arts” Project Committee

· The Headwaters Arts Festival

· Dufferin County Museum and Archives

· Dufferin Arts Council

· Theatre Orangeville

· The Hills of Headwaters Tourism Association 

· Studio Tours

· Galleries

· Individual Artists

In addition to the Steering Committee, working sub-committees of volunteers associated with the expansion and development of the arts within the community will be struck with responsibility for planning and implementing activities outlined in the action plan within the four established areas or “pillars” as follows:

· Business and Professional Development for Artists Committee


Responsibility for planning and coordinating professional development and networking 
activities and events for the arts community. 

· Communication Committee

Responsibility for managing a centralized annual arts event calendar, communicating 
internally to members and the art-loving public, and maintaining a member database 
and a collective arts website.
· Collaborative Marketing Committee


Responsibility for planning, managing and coordinating cooperative marketing efforts 
for The Network.

· Education of the Next Generation of Artists Committee


Responsibility for planning and coordinating activities to nurture and encourage 
emerging artists and youth.   

Members of the Steering Committee should be Committee Chairs for each of the sub-committees to facilitate reporting and communication between the two levels of The Network. 

Over time, but during the first two years of operation, efforts will be undertaken by The Steering Committee and its related committees to secure office space and funding for a staff coordinator who will fill the role of arts administrator for The Network. 
Complimentary office space may be sought through one of the existing arts or municipal centres. 

It is recommended that ultimately, once a spirit of cooperation and trust has been established among the stakeholders and existing groups through the successful delivery of collaborative projects, The Network will be established as a Not-for-Profit Incorporation. This will provide the arts community with a formal identity that will facilitate common business practices such as banking, signing leases and other contracts, as well as increase its eligibility to apply to a wider range of official funding programs.  In addition, if the incorporated not-for-profit applies for charitable status it will mean that under some circumstances, it will be able to offer tax advantages to its supporters which will increase in importance as the fundraising requirements of the collective artist community increase.  This change in status will necessitate a Board of Directors which will be carefully recruited to ensure that while it is artist driven, there is a balance between artists and members of the business community and supporters of the arts with the capacity and willingness to proactively raise funds for The Network.

1.4 Funding Sources 

In order to be a sustainable entity, The Network must be proactive in the area of fundraising for the arts. The person filling the role of arts administrator would work closely with the Steering Committee and fulfill the administrative duties related to sourcing funding and facilitating collaboration and sharing of resources amongst arts groups including assisting the arts community with applications for project grants. This role will also include managing paid memberships, and working with committees and groups to organize fundraising events such as an annual artists’ conference, an awards dinner and/or an art auction or sale.  

The following potential funding sources are recommended for possible approach by The Network, on behalf of or in conjunction with existing groups and stakeholders within the arts community, as required:
The Ontario Trillium Foundation

· Since 1999, the Ontario Trillium Foundation has received $100 million per year to grant to the not-for-profit and charitable sector from lottery revenues through the Ontario Gaming Commission. 

· The Foundation makes about fifteen hundred grants a year, and many qualifying organizations in Ontario have benefited from its granting program. 

· This will be a good potential source of funding for special project funds.

Human Resources Skills Development Canada (HRSDC)

· HRSDC offers a range of funding programs for employers including Career Focus, designed to help post secondary graduates obtain career related work opportunities to develop advanced skills to help them become leaders in their field. 

Ontario Arts Council (OAC)

· There are over 30 OAC programs for which The Network may be eligible to receive funding. 

· OAC offers three different types of grants including operating grants, project grants and annual grants. 

· Specific criteria must be met for an organization to be eligible to apply for funds and specifications and deadlines are different for each program. Programs of specific interest to The Network include:


The Compass Program - that covers all or part of the costs associated with 
hiring specialists to assist arts organizations improve their effectiveness and 
sustainability.


The Crafts Projects - Collectives and Organizations - that helps sustain a 
healthy arts community by helping not for profits to produce and present arts 
and arts services to the public.


Multi-Arts Projects - supports events that use two or more artistic disciplines in 
co-existence. Includes creation, production and presentation of new works as 
well as artist development.


Chalmers Professional Development Grants - support professional 
development by funding individual artists who wish to undergo intensive 
periods of skill development or upgrading or apprenticeships that share artistic 
and cultural skills and knowledge.

Arts Smarts

· ArtsSmarts is a national initiative of the Canadian Conference of the Arts that provides seed capital to a wide range of locally initiated arts and education ventures, allowing them to grow and build the momentum they need to attract sustainable funding.

Cultural Attractions Fund 

· Managed by the Government of Ontario, this program supports arts related events of a one time nature. 

Canadian Heritage 

· The Arts Policy branch of Canadian Heritage manages a range of funding programs including:


Cultural Capitals of Canada - a matching fund program that recognizes past 
achievements of municipalities with an ongoing commitment to arts and 
culture. 


Arts Presentation Canada - connects Canadians to arts at the local level 
(includes festivals and special events)


Cultural Spaces Canada - improves Canada’s cultural infrastructure - a focus 
on repair and upgrading of arts and heritage facilities.

Private Foundations

· Many foundations support not-for-profit organizations that support community initiatives, art and artists. 

· Examples of these foundations include the H.G. Bertram Foundation, the J.P. Bickell Foundation, the Harbinger Foundation, the Metcalf Foundation, and The Martin Foundation.

Corporate Sponsors

· Corporate sponsorship is commonly found in the arts community.

· Many companies (local, provincial, national) provide cash and in-kind services in return for marketing benefits and public relations benefits. 

· The level of sponsorship is usually directly related to the potential exposure to be gained through marketing
Building the Arts - From Me to We


Critical Path 

	Year
	Activity

	Year One
	Governance/Administration:

· Establish Steering Committee

· Solicit membership

· Establish sub-committees

Business and Professional Development:

· Organize a professional development activity for membership 

· Work on at least two networking events for members (in conjunction with Communication Committee)

Communication:

· Set up a centralized E-mail database of members

· Organize an accessible, online system to inventory regional arts events

· Work on at least two networking events with members (in conjunction with the Professional Development Committee)

· Commence advocacy efforts

Collaborative Marketing:
· Begin the process of coordination and collaboration regarding event scheduling among artists groups

· Establish a planning process for set up of a collaborative website

· Coordinate a contest for “Made in Headwaters - Where the arts are at home” logo within the artist community (tie in announcement and guidelines with networking event)

Next Generation of Artists

· Establish contact and develop relationships with current providers of education and programming for emerging artists and youths 



	Year Two
	Governance/Administration:

· Apply for funding assistance for staff 

· Hire an arts administrator

Business and Professional Development:

· Organize an annual calendar of professional development activities for membership 

· Set up networking events for members 

Communication:
· Set up a website - artist inventory and events listing, links to member sites

· Further develop internal communications via website - job board/chat room

Collaborative Marketing:

· Coordinate collaborative advertising

· Coordinate a collective arts brochure and map

Next Generation of Artists:

· Introduce learning programs for youth



	Years Three to Five
	Governance/Administration:

· Apply for funding assistance for special projects

· Establish centralized purchasing for members
Business and Professional Development:

· Develop the framework for an apprenticeship program

· Set up a support system for grant applications

Communication:
· Develop a signage strategy

Collaborative Marketing:

· Coordinate collaborative marketing efforts among arts events 

· Develop a centralized consumer database and mailings

· Broaden arts related pursuits to include learning and enrichment activities for consumers

· Set up a media relations program

· Establish a centralized box office
· Set up a virtual gallery with retail component on artist website

Next Generation of Artists:

· Initiate Artists in the Schools project



	Years Five to Twenty
	Governance/Administration:

· Incorporate as a not-for-profit

· Finding and funding a centralized home for the collective arts community

Communication:
· Implementation of the signage strategy
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