
2007 Executive Directors Retreat - Park City, Utah

DISCUSSION NOTES

CRITICAL ISSUES FACING STATE ARTS AGENCIES
Executive directors spent a day exploring key issues that shape the work and well-being of state arts agencies. The retreat discussion drew on selected chapters from the Irvine Foundation’s “Critical Issues Facing the Arts in California” report, as well as topics contributed from executive directors prior to the retreat. 

Access and Changing Norms of Arts Participation
Cultural Policy and the Public Value of the Arts
The Cultural Data Project
New Nonprofit Business Models
Strategies for Engaging and Involving Council Members
The Irvine report is available on line at: www.irvine.org/assets/pdf/pubs/arts/Critical_Issues_Arts.pdf
*    *    *    *    *

ACCESS AND CHANGING NORMS OF ARTS PARTICIPATION

Discussion facilitated by Elaine Mariner (CO)

Current trends shaping the availability of the arts:

· “High quality” art was formerly the province of nonprofits. But it is now available via technology, and access to it is customized by commercial services. (E.g., Amazon, Netflix, iTunes, Rhapsody, etc.) All of these technologies allow individuals to curate their own music and media experiences. 

· “High art” is no longer necessarily the realm of the ballet and the opera. Individuals define art for themselves. 

· Individual artistic creation is flourishing. Fewer intermediaries are needed. (E.g., self-publishing, YouTube, etc.)

· Young artists are rejecting the nonprofit sector. 501(c)3 status is not necessarily relevant to the creation, production and distribution of their work.

· Consumers now expect personalized and customized experiences. 

Key trends shaping participation:

· Dramatic population/demographic shifts: Hispanic and non-white populations are a growing portion of our citizenry and participate differently in the arts. Participation in the formal art forms measured by the NEA may be on the decline, but if one broadens definition of the arts (to include other art forms and informal/community settings) these populations do participate at high rates.

· Venue matters: For instance, consider what activity occurs at churches, clubs or coffee houses. Community-based and commercial locations are hubs for abundant participation.

· Motivations matter: “High quality” art is not always the motivator. The Urban Institute studied a list of motivations, which revealed that emotional reward, knowledge gain, heritage celebrations, socialization opportunities, low cost and support for a treasured community organization all were compelling attendance factors. 

Questions for SAAs: 

· Are our grant programs and services addressing these changes? Should they?

· Are our constituents responding and prepared for change?

· Think about what SAAs’ top adjudication criterion are… they emphasize quality. Is that still the most strategic and appropriate emphasis?

Discussions and reflection:

· If we don’t nurture the traditional “Western” art forms, who will?

· Our role needs to be helping the organizations adapt to these changes.

· Our goal should be to make sure that the public has a quality experience and that organizations are prepared to survive in today’s marketplace.

· Should we be supporting the institutions, themselves, or just their public programs? 

· Ben Cameron (formerly of Theatre Communications Group, now at the Doris Duke Foundation) cites many new practices among arts organizations. For instance, theatre brochures now feature pictures of audiences at receptions - rather than actors on stage - because that is how audiences visualize their own participation. Electronic marketing is another big area of innovation. 

· Nonprofits can be historical repositories for preservation of art forms and/or incubators for art forms without commercial appeal. Don’t discount the role that the nonprofit sector plays over time!

· There is always a tension between traditional things that that need to be sustained and innovations or experimental work that needs to be cultivated. 

· It is difficult for SAAs to abandon those communities (primarily nonprofit arts organizations) who have provided legislative support in the past. SAAs cannot get too far ahead of the people who influence our resources. That’s why our constituencies need to broaden, and why SAA planning needs to consider all three realms: amateur, traditional and commercial. The mixture of these kinds of activity are particular to place. Available venues, funding, career routes, etc. all vary depending upon a state’s environment. SAAs need to be nimble and able to adapt to those environmental changes more quickly than state government is used to doing. 

· What are some strategies for connecting with emerging artists? Internships? Mechanisms for startup money? Others? 

· State arts agencies can connect with artists as entrepreneurs. (NV, VT, MT and NH are a some SAAs that offer programs with that emphasis.)

· This discussion needs to connect with our current understanding of creativity and economic development theory. Creative thinking is a business driver, and tolerance and appreciation for creative individuals are necessary for business prosperity. This isn’t always politically feasible, however. There are still people who think that all artists are “wingnut pinkos.” Plus, many state governments are uncomfortable with relationships with individuals, period. So SAAs need to be very creative in how they position policy rationale around support for individual artists.

· Amateur arts are where the most participation happens. Community/volunteer arts are thriving. That is what legislators value the most. They know what their communities appreciate, regardless of what “quality” standards may be. So state arts agencies need to balance support for grassroots and professional activity.

Resources cited/recommended by the group:

· Diversity and Participation in the Arts: Insights from the Bay Area http://www.urban.org/publications/311252.html
· Motivations Matter http://www.urban.org/publications/311238.html
· Participation in Arts and Culture: The Importance of Community Venues http://www.urban.org/publications/310795.html
· The work of Neil Archer Roan (http://www.neillarcherroan.com/blog/essays_speeches/)

CULTURAL POLICY AND THE PUBLIC VALUE OF THE ARTS

Discussion led by Kristin Tucker (WA) and Jonathan Katz (NASAA)

What is “cultural policy?”

State arts agencies are cultural policy makers, cultural policy implementers and cultural policy entrepreneurs. Cultural policy itself can encompass many definitions and dimensions:

· The definition of public sector goals and objectives related to cultural development

· Allocation of public resources (financial, material and human) to arts and culture

· Decisions that shape the purposes and parameters of how resources get allocated to the arts and culture

· The structure of relationships and investiture of authority in individuals or groups to shape arts activity 

· Regulations, rules or licensing requirements that affect cultural activity

· Resolutions or other decisions that express the “common conscience” about what citizens and lawmakers value

Example: Washington State

· “Mapping State Cultural Policy: The State of Washington” by Mark Schuster (MIT) attempted to identify the full extent of Washington’s cultural policy system: the arts, humanities, history and many of other dimensions of culture.

· The report illuminated the rich and complex mix of agencies and non-government organizations engaged in cultural policy at the state level. 

· Neutral, “third party” research revealed a huge variety of cultural resources and activities. It provided insights that helped the SAA build relationships and understand who influences policy in the state.

· http://culturalpolicy.uchicago.edu/pdfs/mapping_state.pdf 

Other examples of cultural policy:

· SC: State “Obesity Act” increased the required time that public school students receive physical education from 45 minutes to 150 minutes per week. The state arts agency succeeded in stipulating that dance is one of the activities eligible to meet this requirement. 

· VT: Vermont Council on Rural Development integrates creative economy frameworks into rural economic development policies and strategies. A state arts agency representative sits on the council.

· CO: The state has a policy that provides taxing authority (property or sales) to localities in order to generate funds for the arts.  Success of this policy in one locality has been huge (Denver’s “Arts to Zoo” district), but what is the role of the SAA in ensuring that benefits of this and other cultural policies accrue statewide?

· Quebec: Parliamentary decisions and investments have been made centering around the focus of national cultural recognition. Policies include protecting the French language, heritage preservation, and supporting the creation of art by helping artists compete internationally.

Public Value Overview

Download the Public Value Slide Show from Jonathan Katz.

Public policies – and state arts agencies, as public agencies - exist to create public value. In order to create value in the public realm, state arts agencies must navigate three environments:

· The Authorizing Environment (that which controls SAA resources and/or shapes opinions about the agency or the arts)

· The Operational Environment (the capacity, partnerships and infrastructure necessary to produce value)

· The Task Environment (where value is produced for the public through the actions and activities of the agency in alignment with its mission and goals)

These three environments, and the relationships between them, alter every dimension of state arts agency activity: 

· Mission and Purpose

· Structure and Placement

· Policies

· Programs

· Planning Process

· Partners

· Communication

· Research and Evaluation

Recommended resources:

· Public Value References on the NASAA Web Site: http://members.nasaa-arts.org/research/links.html
· Creating Public Value Through State Arts Agencies: http://www.artsmw.org/start/CreatingPublicValue.pdf
· Creating Public Value: Strategic Management in Government: http://www.hup.harvard.edu/catalog/MOOCRE.html
THE CULTURAL DATA PROJECT

Presented by Philip Horn (PA) and Theresa Colvin (MD)

The Cultural Data Project is a standardized on-line system for collecting financial and organizational data from arts, culture and heritage organizations. Financial information that organizations enter into the system becomes part of grant applications submitted to multiple public and private grant makers across the state.

The initiative began in Pennsylvania. Project pioneers included the Greater Philadelphia Cultural Alliance, the Greater Pittsburgh Arts Council, The Heinz Endowments, the Pennsylvania Council on the Arts, The Pew Charitable Trusts, The Pittsburgh Foundation, and The William Penn Foundation. This group spent three years and $2.3 million to develop a system that would address both the needs of grantees, advocates and grant-makers.

The cultural data project requires a multi-year commitment from a team of funders, ideally from both the public and private sectors. This kind of collaboration increases the impact of the initiative in several ways. It extends the scope of information available to all. It synchronizes application requirements among funders (which applicants appreciate). And it shares the funding burden and contributes to system sustainability.

See http://www.pacdp.org/faq.aspx for a system overview and http://www.pacdp.org/training.aspx for several on-line training videos and orientation tools. Also see http://www.philaculture.org/portfolio/ for information about the “Portfolio” report, which illustrates how the information is being used by funders and advocates in Pennsylvania.

System benefits:

· The system provides longitudinal information on hundreds of participating arts organizations:

· Reliable data is available to FUNDERS for advocacy and policy analysis

· Multiple financial analysis and benchmarking reports are produced for participating arts ORGANIZATIONS. These have proven to be highly popular/useful management tools that make participating in the project worthwhile – beyond the grant that an organization may receive. 

· Most information comes from annual audits.

· A toll-free help desk (staffed by financial coaching staff at Pew) is available to help organizations complete the form. 

· Automated error-checking and validation are built into the system, and the Pew staff also provides data review and quality-checking services, reducing grants management burdens of SAA staff.

· It took the participating partners more than a year to agree on what data to collect and how it would be verified. (No small feat!) But that consensus has yielded extremely valuable data resources. 

A multi-state initiative:

· Originally launched in Pennsylvania

· Maryland is also implementing the system

· California will begin implementation shortly

· The initiative is open to other states and multi-state regions (through the Pew Charitable Trusts)

· The original funders in PA are not passing on the R&D costs to subsequent states, making participation more affordable

· The system will be showcased at the NASAA conference in Baltimore

Maryland’s implementation to date 

· The initiative is getting underway this year: http://www.mdculturaldata.org/home.aspx
· A new Governor has a keen interest in the creative economy, and the Cultural Data Project will provide more reliable and standardized information about those trends than the SAA can secure, alone.

· Maryland partners included: Alex. Brown & Sons Charitable Foundation, Baltimore Community Foundation, Cooper Family Fund, Harry L. Gladding Foundation, Maryland Heritage Areas Authority, Maryland Historical Trust, Maryland State Arts Council, The Morris and Gwendolyn Cafritz Foundation, T. Rowe Price Associates and The William G. Baker, Jr. Memorial Fund.

· The SAA conducted 67 regional workshops and met with an overwhelmingly positive response (despite initial skepticism from rural constituents).

· MSAC’s role is to provide sustainability of the initiative (contributing $75,000 yearly for 3 years). 

NEW NONPROFIT BUSINESS MODELS

Discussion facilitated by Malcolm White (MS)

Key trends:

· The number and size of arts nonprofit exceeds the available public and private support.

· The basic revenue model of nonprofit arts organizations is eroding:

· Public funding is declining.

· Attendance proceeds are not making up the difference.

· Arts organizations are becoming more expensive to run – fixed expenses are increasing faster than revenues.

· Nonprofit cultural organizations have been slow to generate a new business model.

· Creative entrepreneurs are no longer taking 501(c)3 model for granted. They are looking at temporary, hybrid models. Also s-corps, artist collaborative, sole proprietorships, informal/unincorporated networks, etc.

· The nonprofit is no longer the dominant paradigm for cultural enterprises.

Questions for state arts agencies:

· How well are constituents coping with these shifts?

· How should SAAs relate to failing organizations?

· What about organizations that are thriving? How can SAAs be relevant and helpful to them?

· Can or should SAAs relate to hybrid, commercial and other groups? 

Discussion and reflection:

· We have an “oversupply” of arts organizations. There is simply not enough demand to sustain them. Helping them hold on is a management failure.

· When you have mission-driven organizations, they will always sacrifice capacity for programs. Isn’t that a management failure for building healthy organizations?

· Most businesses fail. But nonprofits almost never go out of business. Cultural organizations are hugely undercapitalized – or at least lack liquid assets. (Many organizations have most of their assets locked up in facilities or endowments). Still, they limp along in perpetuity. Are we enabling that? 

· Hardly, when state arts agencies’ GOS investment is only 1% of our grantees’ operating budgets! 

· Still, SAAs are much better at birthing nonprofits than burying them. 

The role of state arts agencies:

· What is our purpose as state arts agencies… to sustain organizations? Or to ensure that citizens have access to arts experiences? Funding arts organizations is supposed to be the means to a larger end, not the end in and of itself.

· Maybe, instead, the role of the SAA is to create a market for arts activity. Regardless of whether it is commercial or nonprofit. Encouraging municipalities, investing in arts education, encouraging participation and demand – all of those are market stimulators. 

· Are SAAs missing out on relationships with important constituencies simply because they don’t fit our rules and regulations about being a nonprofit? Perhaps we should find ways of supporting and encouraging other kinds of enterprises and embrace different business models, if they will better achieve our participation goals. 

· We are already! As long as we support individual artists as innovators, we’re supporting a sole proprietorship. 

· Yes, the Author of Cold Mountain was first an SAA (NC) fellowship recipient.

· Other countries invest in both commercial and nonprofit enterprises, in part as a reaction to cultural imperialism of the US. For instance, in Canada, public dollars are invested in publishers willing to publish Canadian authors. France will invest in rock music if it’s in French, because otherwise airwaves are monopolized by English and American music. This leads to funding entities and art forms that America considers the province of the marketplace or the commercial sector - not the public sector. The policy justification for this is that Canada and France (et al) need to preserve their cultural identities and need to make certain that their artists’ voices and artistic integrity are retained. 

Tax-exempt status:

· The nonprofit world is the “R&D branch” of the commercial creative industries. Or is it? Or is it in some disciplines? It is hard to say in broad strokes that it does or does not play that role.

· Let’s not forget the fundamental purposes of 501(c)3 status.  It is a policy tool that ensures that taxpayers dollars go to entities where a community group will provide collective ownership, public stewardship and public benefits. How quick should we be to abandon that principle?

· Tax exempt status is a specialized function in America:

· Tax exemption status is granted for educational/charitable endeavors

· It provides a vehicle for valued endeavors not sustained by a traditional market

· Nonprofits often engage in much higher risk projects than the for-profit sector would have any motivation to pursue (e.g., hospitals that take on cancer patients)

· Nonprofits can make a market for certain products. They are incubators. Look at tennis. Public television made tennis a commercial sport because it showed it could be televised.

· The same standards of success that apply to the corporate world (streamlining, consolidation) may not be applicable to nonprofits. 

· Aren’t some “market failures” worth sustaining because they provide essential public benefits?

STRATEGIES FOR ENGAGING AND INVOLVING COUNCIL MEMBERS

Discussion facilitated by Arni Fishbaugh (MT)

Number of council meetings: 

Varies from 2 – 10 per year

Length of meetings: 


Varies from 2 hours to 2 days

Format of meetings:


About a third of SAAs convene some meetings via phone






VT does video conferencing






NV grants hearing is broadcast for the public






WA films some commission meetings

How do we structure our meetings to be productive? 

· Use a consent agenda. (WA) Structure meetings around policy and advocacy issues (since those are the board’s core responsibilities). This format minimizes time spent on budget issues, etc. All staff reports emphasize action. 

· Encourage board members to look outside of their communities, and even outside of the state. Do this by bringing in guest speakers and outsiders. (VA) A joint meeting of DC, MD and VA helped council members meet their peers in neighboring states. We are also having a board meeting at the NASAA convention in Baltimore.

· Once a year, at December board meeting, the boards of local cultural organizations all come together for lunch and a joint agenda with the SAA council. (CO)

· New board members go with a staff person for an on-site visit to visit to a grantee organization or an artist studio. (SC)

· Move board meetings around to different communities. Have them hosted by arts groups and provide social gatherings around events that help council members build their networks and be visible as leaders. (DE, NM)

· Shorten meetings! (NM) Do not overload the agenda. Highlight only one program per meeting.

· Have an annual meeting devoted to planning and assessment. Involve the local arts community, and provide plenty of food and drink! (VT)

· Try not to keep them sitting still. (WY) Get them out and about to visit community arts organizations. 

· Meet in conjunction with legislative session and governors arts awards. (WY)

· Do roundtables to prepare commissioners for action to be taken at meetings. (PA) Discuss issues and questions in advance. Then when issues come up, approval/action happens more quickly.

· Meet briefly, but frequently. (UT has 10 meetings per year!) With so much council member turnover, the meetings need to focus on policy. The meetings orient council members to the policies that are in place and focus discussion on what policies should be in the future. 

· Start and stop on time! (MT) Don’t allow some members to monopolize the conversation. Call on “quiet” members to ensure full participation.

What are additional engagement strategies we can adopt?

· Orient new council members systematically and effectively. NASAA can help with this, though on-site orientations, NASAA conferences and other kinds of support services. 

· A council’s first and foremost responsibility is to advocate locally and statewide. (NV) Empower them to play that role.

· Create only those committees that the council wants and needs. (VT) Assign people based on their interests.

· Have one commissioner from every region. (IN) Directly involve them with legislators and regional (re-granting) partners on a regular basis.

· Talk with every council member one-on-one. (SC) This helps staff tailor their roles/activities to their interests.

· Panel experience is essential to helping commissioners understand the work of the agency and its constituency. Board members serve as full voting members on panels. (NC) Board members learn from professional panelists, panelists learn from board members’ discussion of community issues. It’s a good, reciprocal learning experience that broadens the perspective of councilors and helps them understand statewide issues.

· Board members can serve as panel moderators. (NM) Doing that makes grant approval process easier because they have understanding and buy-in. 

· Place two council members – one new and one veteran – on each panel. (WY) Then those individuals present the panel’s recommendations to the council.

· Invite legislators or a representative from the Governors’ office to a council  luncheon. (MT)

· Involve council members in raising funds for governors arts awards. (NM)

· Consider an executive session with no staff members present, followed by a meeting with the executive director before every public meeting takes place. (Canada Council) The purpose is to develop a strategy for presenting/raising issues at the full board meeting. This allows for feelings to get processed behind closed doors, which leads to a more fruitful public session. 

· The Chair can meet with individual council members and take notes, which are then shared with each other and with the ED. (Manitoba)

· Involve former commissioners in board orientations.

· Old council members share with new members two things they should know.

What are other governance issues we encounter?

· Quality appointments make all things possible – they lead to good discussion, productive challenges, diverse representation, etc.  Also, some states have formal representation requirements (e.g., geographic diversity, racial diversity, balance of arts professionals and community representation).

· However, not all Governors or appointments offices attend to the necessary qualifications, or accept help from the SAA when researching appropriate people.

· It is sometimes difficult for the staff to confront council members who monopolize discussion, etc. Strong leadership from the rest of the board and from the Governors’ office is sometimes needed - but not always available.

· Under what circumstances should council members be removed from office? Attendance? Ethical violations? Other?

· It is important to help council members understand the importance of their role, whether that is a policy role, an advocacy role, and advisory role, etc. Otherwise, commissioners are at risk of feeling like a “rubber stamp” which may lead to disengagement and/or focus on grant-making to the exclusion of other issues/roles. 

Thanks to all who contributed to the thoughtful and provocative discussions!

To share information or resources, or to suggest edits to this document, 

contact Kelly Barsdate (kelly@nasaa-arts.org).
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