ARTS PLAN DISCUSSION DOCUMENT 

Role of an arts plan

The role of an art plan is to set-out how the Council intends to assist in the development of the arts in the City over the next five years. It will describe the Council’s vision for the arts and the importance it places on the arts. 

Central to an arts strategy is an investigation of:

· the creative purpose of the project;

· the creative outcome of project with reference to pre-stated purposes;

· audience/participation targets

· the economic benefit of the project to the city

· the quality of the production factors

The intention of the City Arts Plan is to form a framework within which the Arts department can develop its work and whose basic principles can be adopted by other sections of the Council where they involve arts activity. It will: 

· Define policies for dealing with artists, arts organizations setting out clear   objectives for what the Council would like to see achieved in return for its involvement
· lead to the development and implementation of policies in areas such as arts development, public art, public realm, community arts, arts education, arts facility development, cultural industry, cultural tourism and cultural marketing;

· begin a process of developing a strategic artistic direction for Waterford 

· begin a process to develop policies to harmonise and raise public awareness of the value of artistic endeavors – their benefits and impacts;

· aim to increase the role of the local arts in the economic, environmental and social development of the city

For the general community the plan should:

· encourages and facilitate for all of us to develop and use our creativity

· develop policies to keep our local, performing and visual artists in the community and attract others to join them;

· stimulate interaction and encourage cross-cultural artistic programmes

· encourage other artistic collaborations and debates such as between art and technology, art and community and art aiding the business community, arts and health, arts and the aged, arts and tourism etc.
Waterford is at a crossroads in regards to the development of future arts opportunities. With the development of a new arts plan there is an opportunity to introduce new initiatives at possibly helping the resource of new start-up companies and cooperatives while also encouraging existing organisations to re-think their strategies in regards to excellence, sustainability, resources and cooperative ventures.

To get to a workable position we have to examine a number of options
.

1) Are the current arts conditions catering for the needs of the community

2) Should we strive for a more ambitious arts programme?

3) Should the arts be more socially inclusive?

4) Should we be looking at non-traditional arts resources (abandoned buildings programme/community art houses programme)?

5) Is the City Council maximizing its resources and/or could the resources be used more efficiently (grants and infrastructure)?

6) In the context of arts should we be looking at new, possibly, non arts partnerships?

7) Should we create a scenario to encourage business to engage in arts through examining legislation/regulation incentives?

8) Should we positively discriminate towards arts organisations that pool and share resources and encourage cooperation?

9) Should we consider pooling our resources to partner in regional or national schemes
? 

Resources (and should we commit more?)

But to the question to if we were to commit more resources – firstly we should ask; are we making best use of our current resources?

· Are the facilities truly accessible to the community and community producers?

· Would more people utilise existing facilities if community accessible programmes were employed?

· Is there maximization within the arts community in regards to invested resources?

· Are we getting a good return on investments in 3rd party resources (i.e. Dance floor in WIT, Spraoi building, Soma, Grand Piano in Large Room, Municipal recording equipment)?

· Is there a creative/economic/marketable return on investments through Arts grant schemes?

· Is the City Arts programme (e.g. Seán Dunne Festival & Awards, Artbeat, FilmLab, Culture Night, Gallery Programme etc) providing a worthwhile contribution to the arts in the city?

· Can we generate additional arts facilities through the pooling of existing arts resources?

· Is there an integrated approach to utilising resources in regards to arts within all areas of the Council?

Secondly should be asking what are the goals for further resourcing and will they measurably impact on our citizens and the reputation of Waterford? Are they to:

· Just maintain the status quo?

· Engender a creative restructuring?

· Create a national impact?

· We should also is there as role for the Council in creative partnerships with arts organisations other than financial assistance? Also whether the Council should take a pro-active, a partnership and/or a guardian approach to resources?

Short term resourcing

Over the years the Council has invested in small capital items for internal purposes. However the item’s uses have far exceeded what they were initially purchased for. 

With this in mind we should:

· Continue to identify and research products and purchases.

· Develop a usage policy for equipment purchased by the Council

Measurement
There is a theory that when an arts organization is applying for a grant that by asking for the impossible you create a scenario to allow a compromise to the achievable. This leads to a position that measurement can only be made on a limited quantative basis – how many people came/were affected/participated etc. Quantitative measurement gives little or no indication on whether something achieved creative goals. 
Over the past 8 years the City Council has relied on ‘A Critical Friends Report’ as a measurement of an art productions success. This has been based on the action of an art group either over a project or a 12 month period. If we are to move into a situation where we could get a negotiated, honest, achievable, creative proposal for funding we could consider prioritizing spend as well basing it over two years. From this negotiation we could then set and agree on the assessment criteria in advance. Other measures can also be brought to account, depending on the proposal, such as the long-term value of the project, did it achieve its aims/goals? On-going transparency through documentation could also be encouraged.

Outcomes

It is expected that will define the Council’s actions and policies in helping to: 

· incentivise new creative partnership approaches between new and existing organisations.

· encourage better accessibility to all major Council arts investments and venues (both community & professional)

· encourage formalised volunteerism (possibly on docent principles)

· enable new approaches to the awarding of grants and initiatives

· reward community arts organisations that promote good citizenship

· develop opportunities for artists to work and live within the city centre

· develop partnership policies between the entertainment industry and artists / arts groups /arts organizations

· develop arts / creative micro businesses

· develop policy on public art

· develop policies for Percent for Arts projects

· investigate policies that would open up dormant public and private stock that would facilitate temporary arts programmes and projects

· develop an arts in festivals programme

· develop arts training and mentoring programmes

· develop Waterford’s reputation as a ‘Creative City’
.

---0---

A good summary of what is needed can be taken from the Belfast City Arts Plan’s three core strategies

· Develop Partnership: To bring together the statutory organisations and cultural sector.

· Participation: To engage with citizens and develop ownership of culture and arts.

· Best practice processes: To facilitate dialogue and place it within the wider context of policy and practice.

Conclusion

Following extensive consideration of the above, the Council believes this Arts Plan should fundamentally change how we approach assisting the development of the arts in the City over the next five years. It is felt that arts have much to contribute to the wider Waterford City agenda and to that end, the Council would envisage the plan being delivered through three succinct areas:

· Venues

Initially, City Council is prepared to work closely with venues to ensure they become commercially viable, issues for consideration will not only be the arts offering, but also the financial & marketing competency of management structure.

· Events/Festivals

City Council believes that if Waterford is to be truly considered a ‘happening place’ there is a need to take a number of events/festivals to national scale, therefore, City Council intends to work closely with such events to deliver that outcome.

· Arts Practice

Regarding general arts funding, City Council intends to adopt a competitive tendering approach for arts practice, where innovation and creativity will be rewarded.

As a consequence of the above, it is envisaged that how City Council will fund the arts over the next five years fundamentally changes and those that do not meet the objectives above will receive minimal, if any funding. 

- Conor Nolan April 2010

� On a micro-level, apart from option 1, we could consider creative criteria for the funding of projects as opposed to the history/tradition of an arts organization.


We could look into requiring co-operation between the various arts organisations as a pre-requisite to any funding.


We could look into competitive tendering for grants and change the period to a two year basis to allow for an organisation a reasonable time for a programme to run its course. We could also ask those privileged to work full-time in the arts to share or volunteer their expertise through mentoring or direct intervention.





� E.g. National Gallery loaning scheme, Creative partnerships, Festival acts etc


� In physical/traditional arts resources, Waterford would appear to be quite strong on a per-capita basis – We have a 200 and a 450 seat municipal owned theatres. We have 3 municipally owned Galleries (Garter Lane, Greyfriars' and Soma). Two facilitated art reviewing spaces, (Theatre Royal, Index Gallery) plus a number of temporary spaces (Garter Lane Theatre Gallery, Granary Gallery). We have a number of Artist studio spaces – 2 rooms in Garter Lane plus the W.C.A.S. spaces near the Lombard Street area.





In advocacy resources we have a number of high level arts practitioners who would give freely of their time in a mentoring situation, an arts officer with specialty and practical expertise in Theatre, Music, Cinema, Design, Marketing and Broadcasting. We also have access to the advice of the Enterprise board through Ciaran Cullen.





� These items have included a small PA, Recording gear, a Colour photocopier. In recent years we have invested in items that would have a dual use mandate and would be aimed to be utilized as a tool to encourage ‘start-up’ micro business be it bands, theatre groups or film groups. This has included AV investment in Greyfriars', a small portable light set, a Camera, a graphics computer, film software, a set of risers (stage), and a 4m x 6m industrial gazebo. 





While our intention is to continue to make strategic purchases we also have to bear in mind both business who traditionally hire out this kind of equipment to arts organizations as well requests from existing arts organizations to utilize the items.





� I.e. tender grants on a two tier bases: a competitive creative programme but with a possibility of some low level funding for unsuccessful organizations (– two year cycle)





� (Richard Florida, Charles Landry)
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