Emmet & Charlevoix Counties, Michigan

COMMUNITY CULTURAL PLAN

September 1999

What is a work of art? 

A word made flesh…

a thing seen,

a thing known, 

the immeasurable

translated into terms 

of the measurable. 


Eric Gill, British sculptor, 1882-1940

Table of Contents

Credits




1

Introduction




3

Preamble




5

Themes




6

Summary of Research


7

Summary of Goals



9

Goal #1 Facilities



10

Goal #2 Education



13

Goal #3 Public Participation

17

Goal #4 Resource Development

19

Goal #5 Advocacy



21

Goal #6 Art in Public Places

23

Goal #7 Cultural Tourism


26

Implementation



28

Get Involved




30

Appendices: Summary of Research, Survey Instruments

Copies of appendices to this Plan, containing summaries of research and survey instruments, are on file at the Crooked Tree Arts Center. Call 231-347-4337 for additional information.

Cultural Plan Steering Committee

Robert Forman, Chair, Crooked Tree Arts Center

Marge Teske, Vice-Chair, Jordan River Arts Council

Paul Keiswetter, Vice-Chair, Petoskey Plastics, Inc.

Pat Stedman, Vice-Chair, Association of Harbor Arts

Dr. Jeffrey Porter, Vice-Chair, Charlevoix DDA

Jane Bailey, Petoskey Public Schools

Lori Bolt, Educator and Artist, Charlevoix County

Joan Bogeto, Adjunct Faculty, NCMC, Boyne City

Michelle Conklin, Crooked Tree Arts Center

Candace Eaton, Little Traverse Historical Society

Frank Ettawageshick, Little Traverse Bay Band of Odawa Indians

Greg Fleming, Camp Michigania

Jim Gillespie, Blissfest

Linda Haderer, Artist, Emmet County

Sabra Hayden, Little Traverse Civic Theatre

Patti Hodge, Jordan Valley District Library

Ethel Larsen, Northern Michigan Chorale, Friends of the Petoskey Public Library

Brad Leech, Petoskey City Planner, Petoskey Film Theatre

Doug Melvin, North Central Michigan College Faculty, Artist

Emily Meyerson, Township Planner, Bear Creek Township 

Julie Norcross, McLean & Eakin Booksellers

Rod Slocum, Bay View Association Executive Director

Julie Stoppel, Concord Academy-Petoskey Faculty 

Kathy Trumble, Little Traverse Choral Society

Dr. Hal Willens, Physician

Tobye Wietzke, Century 21, Boyne City

Funding for the Charlevoix & Emmet Counties Community Cultural Plan was provided by:

The Frey Foundation

North Central Michigan College

Crooked Tree Arts Council

Petoskey Harbor Springs Area Community Foundation

Charlevoix County Community Foundation

Local Project Staff: Lisa Blanchard

Consultants

AMS Planning & Research

Arthur Greenberg, Director

7307 Princeton Avenue

St. Louis MO 63130

314-737-2880

www.ams-online.com
Introduction

This Cultural Plan for Charlevoix & Emmet Counties is the result of input received from more than 200 individuals and organizations who participated in interviews, completed surveys, and attended public meetings. The Plan’s goals, objectives, and strategies reflect the collective direction received from citizens, community leadership, artists, arts and cultural organizations. 

The Process

The Crooked Tree Arts Center (CTAC) commenced the cultural planning process through its initial facilities studies concerning the future of the McCune Arts Center and community needs for a new performance facility. After discussions with leadership of North Central Michigan College (NCMC) and community foundations in the two counties, CTAC board members elected to jointly fund (with NCMC) and sponsor a community wide cultural planning process. After contracting with AMS Planning & Research, a planning process was designed to undertake a needs assessment, solicit input from artists and arts organizations, and gauge public opinion and interest in a wide range of cultural issues. 

A volunteer Steering Committee was assembled consisting of citizens of the two counties representing areas of arts, culture, business, education, government, the media, and human services organizations. Under the leadership of Chair Bob Forman, four vice-chairs were appointed representing the two county region’s four largest municipalities of Harbor Springs, Petoskey, East Jordan and Charlevoix. A series of key informant interviews was conducted along with organizational and individual artist surveys. After initial meetings of the Steering Committee, a series of public meetings and “focused group meetings” were conducted in various locations throughout the two counties, covering the issues of Arts Education, Facilities, and general topics related to arts and culture. Following a public opinion survey of area residents, the Steering Committee held three additional meetings to develop the Plan’s goals, objectives, and strategies, and to determine an appropriate organizational structure to ensure the Plan’s implementation. 

The Charlevoix & Emmet Counties Community Cultural Plan is to be considered a living document in the sense that it is expected to be amended and modified as new opportunities arise and as the region continues to grow in the coming years. The Plan sets forth a blueprint for the continued cultural development of the bi-county region’s cultural resources and assets. 

Preamble: A Case Statement for Arts & Culture

This Cultural Plan Steering Committee believes that the arts and culture are essential to a complete education and to a community’s overall quality of life. The arts are the final product of a process that encourages independent thought as well as teamwork, imagination as well as logical problem solving, spontaneous expression as well as long years of study and discipline. The artistic process demands integrity and an internal, personal sensibility. The work itself then has the ability to reach out and touch another human being with that truth and benevolence as nothing else can. It is often said that to sing is to pray twice, and there is that element of spirituality in the arts that cannot be denied. The arts counterbalance much that is callous, rude and brutal in modern society. The arts make us sensitive and humane and civilized, and for these reasons, this Plan has been created to stimulate and nurture regional efforts for cultural development. 

Themes

The Charlevoix & Emmet Counties Community Cultural Plan has, at its foundation, the following broad themes which lay a groundwork for the specific goals and objectives which follow:

At the forefront of this Plan is an overall philosophy of access and inclusivity. It is the intention of the Steering Committee that expanded efforts be made to expand access to the region’s arts and cultural resources to a broad cross-section of the population. 

The Cultural Plan is intended to serve as a map or blueprint for arts and cultural development strategies. The Steering Committee believes that a series of public-private partnerships should be brought to bear in order to implement the Plan’s goals and objectives. It is envisioned that public agencies (including NCMC, the Intermediate School District, local and county governments, etc.), non-profit arts and cultural organizations, and private entities (businesses, foundations, chambers of commerce, and so on) will be involved in implementing the Plan’s proposals. 

This Plan has been crafted to make use of existing resources rather than create new entities or overhead. The Plan aims to facilitate greater coordination and bi-county-wide service provision by cultural organizations such as arts councils, libraries, nature conservancies, schools and colleges. 

Celebration of, and establishing stronger linkages between arts and culture in the bi-county region’s natural resources are underlying themes of the Plan’s goals and objectives. Understanding that the region’s recreation and environmental assets are major attractions for residents and visitors alike, the Cultural Plan’s goals relating to Cultural Tourism, Art in Public Places, and others, should integrate environmental considerations whenever possible. From outdoor waterfront amphitheatre sites to promoting combined eco- and cultural tourism packages, the bi-county region is uniquely positioned to capitalize on its blend of cultural and ecological resources. 

Similarly, the region’s rich heritage, and particularly, its Native American history, should be incorporated into programming and promotional strategies related to lifelong learning (education), tourism development, and other areas of this Plan.

This Community Cultural Plan seeks to be, at once, visionary and pragmatic. Above all, the Plan’s goals and objectives are intended to take advantage of opportunities within the community and to help foster an overall approach to further development and promotion of the region’s arts and cultural resources. While the plan establishes a series of strategies for arts and culture in the region it seeks to marry these visions with existing and future developments in the two counties. The integration of arts and cultural facilities, programs and services into major private and public initiatives (ranging from Bay Harbor development to a proposed district library or the expansion of the master plan being pursued by North Central Michigan College) represents an important implementation approach. 

Summary of Research

Key Informant Interviews

A series of interviews with community leadership (representing the areas of arts and culture, business, education, government and the media) solicited input on key community issues. By a nearly two to one margin, interviewees were most concerned with the impact of growth on the on-going challenges of “parochialism” within the two counties, the need for continued business recruitment and economic development, and the development of shoulder and off-season tourism. Other leaders identified issues ranging from regional transportation to a proposed district library (in the Petoskey area) as requiring a coordinated community-based approach. 

Regarding the community’s arts and cultural environment, key informants praised the region’s arts resources citing the wide range of programs offered at McCune Arts Center and the summer performance season at Bay View Association. Community leadership urged the Steering Committee to ensure that the cultural plan would serve to enrich the region’s arts education offerings, generate support from the region’s businesses, and address the overall need for new performance, exhibit, and support facilities. 

Informing the Plan

The input provided by community leadership played an important role in the Steering Committee’s decision making and establishing priorities for the Plan. A major emphasis on a bi-county, regional approach to cultural development, as evidenced in goals #4 and #5 and the implementation section, is a direct result of leadership suggestions. Forming partnerships to implement, in particular, facilities and tourism objectives, was also recommended by community and civic leaders, and has been incorporated into the document’s recommended strategies. 

Arts and Cultural Organizations Survey

Through a written survey, nine of the bi-county region’s arts and cultural groups noted their specific needs in the areas of technical assistance and support services. “Marketing and promotion” and “Fundraising” topped the list; followed by several specific needs for staff positions (in the areas of development and clerical support), overall long range planning, and assistance with database administration and mailing list maintenance. Other needs were reported in the areas of board development and volunteer recruitment. 

Regarding expectations for the Cultural Plan, organizations were most interested in seeing coordination of programming, developing further cooperative ventures among arts and cultural groups, expanding public interest support, and generating local government involvement and funding for arts and culture. 

Informing the Plan

Results from the survey of arts and cultural organizations have been the basis for objectives in Goals #3 (Public Participation) and #4 (Resource Development). Coordination among groups and cooperation in joint marketing projects are important stepping-stones toward further cultural development in the bi-county region. Recommendations for a coordinating staff function are also an outgrowth of input from board and staff members of the region’s arts and cultural groups. 

Individual Artists Survey

Forty-four surveys were received from individual visual and performing artists. Top needs identified included marketing and publicity services, assistance with grant writing, discount health insurance, information and networking services. Artists identified the most pressing community cultural need as the provision of facilities and spaces for the exhibition, teaching, and performance of art. Second only to the need for space was the artist community’s desire to enhance arts education and youth programs. Other specific needs including securing additional funding, raising public awareness and appreciation of the region’s arts and cultural resources, developing new exhibition opportunities and developing new leadership for the region’s arts and cultural groups. 

Informing the Plan

Members of the Steering Committee carefully reviewed input from individual visual and performing artists. The emphasis of the “lifelong” education opportunities in Goal #2 is one visible response to input received from artists. The creation of Goal #3 (Public Participation), with an emphasis on engaging members of the public as “participants” rather than mere spectators in arts and cultural offerings, is another example of how the Plan’s goals, objectives, and strategies were shaped by the many individuals and organizations who participated in research and planning tasks. 

Summary of Goals

1. 
Facilities
To meet the cultural facilities needs of the Bi-County Region

2. 
Education
To provide lifelong learning opportunities in the arts and culture

3. 
Public Participation
To increase participation in arts and cultural activities

4.
Resource Development
To enhance the capacities of arts and cultural organizations

5.
Advocacy
To increase advocacy efforts on behalf of arts and culture

6.
Art in Public Places
To place and integrate works of art into public spaces

7.
Cultural Tourism
To position the 2-county region as a cultural destination

Priority objectives, determined by a vote of the Steering Committee, are noted throughout the text with a “star” bullet. 

Goal #1 Facilities

To meet the cultural facilities needs of the Bi-County Region

Rationale

Cultural facilities to accommodate performances, exhibitions, rehearsals, classes, and the creation of artwork represent an important cornerstone in the culture of a community. As other communities have recognized, it is often difficult for arts and cultural organizations to grow and thrive without adequate venues, which are welcoming and comfortable for audiences and visitors, and technically suitable for artists. As Emmet and Charlevoix Counties experience continued population growth from the influx of new residents, many involved in this planning process have noted the need to maintain, improve and develop new facilities to accommodate existing and future cultural programs. 

Aside from the summer only performances venues at Bay View, the relatively small McCune Arts Center theatre in Petoskey and a number of churches and school facilities, there are no mid-sized or larger venues to accommodate performing arts in the two counties. This goal focuses on the need to expand classroom and support facilities at McCune, to develop a new mid-sized theatre that will accommodate larger local and touring shows, and to explore the creation of a range of smaller satellite and specialized spaces. It addresses the community’s strong desire for a quality performance venue including state-of-the-art lighting and sound equipment, and to meet the community’s long-term cultural goals. 

Goal #1 – Facilities

Objectives & Strategies

Proceed with renovation of the McCune Arts Center in Petoskey to provide additional classroom space and support spaces and, potentially, a new small performance venue. 

Strategies

· Existing plans for renovation and expansion of the McCune Art Center should be pursued to provide additional classroom, production, gallery and backstage support space. 

· Explore the potential for developing a satellite space in Petoskey to provide additional storage, classroom and rehearsal space (if possible, through adaptive re-use of an historic building).

· Assess the feasibility of creating a new small (under 300 seats) performance venue in a separate location (such as a satellite Art Center space) to accommodate programs requiring fewer seats that in McCune (thereby making more dates available for alternative community uses at the McCune Theatre. 

Consultant Recommendation

The consultants recognize that the McCune Art Center serves as the bi-county area’s primary performance venue, and that its expanded and enhanced use is contingent on the provision of additional space for classes, production, and performances/events which do not require the available seating capacity. It is recommended that development of additional and ancillary spaces be pursued to make the McCune theatre more widely available to groups seeking to take advantage of its full seating capacity. 

· Pursue development of a ‘purpose built,’ state-of-the-art performing arts facility (in the range of 700 - 1,000 seats)

Strategies

· Document and assess the feasibility of developing a venue based on identified community uses, market potential for expanded presenting and producing activities, projected capital and operating costs. 

· Work with various partners in the region to identify opportunities for joint development of a mid-sized venue, including, but not limited to, Bay Harbor and/or other resort developments, a proposed new convention facility at Boyne Mountain, a potential new school in Charlevoix, the proposed phase four expansion Master Plan of North Central Michigan College (NCMC), and or other opportunities as they may arise. 

Consultant Recommendation

AMS Planning & Research believes that the bi-county region has a unique opportunity to develop a mid-sized performance facility in conjunction with NCMC as part of the college’s Phase 4 master plan. There is significant precedent nationally for development of community performing arts centers on the campuses of local community colleges, which are often designed to take advantage of state and educational funding opportunities and to provide “operating efficiencies” with campus physical plant and maintenance services. NCMC has demonstrated its interest in expanding services to the bi-county region and to enhancing it cultural programming. The consultants believe that a public-private partnership should be pursued which leverages private capital toward the creation of a mid-sized performance venue to be owned and possibly operated by North Central Michigan College. 

Work with various local partners to advance existing proposals for new and renovated arts facilities including:

Strategies

· Improvements to the outdoor Ottawa Stadium to enhance its ability to accommodate a wider range of performing arts events

· Construction of a Performance Pavilion on the Blissfest grounds

· Development of a 500-750 seat theatre in conjunction with Bay View Association and/or Concord Academy of Petoskey

· Construction of an outdoor band shell in East Jordan

Consultant Recommendation 

In addition to the two specific facilities proposals outlined in the previous pages, a number of additional cultural facility plans have been noted during Cultural Plan research. AMS does not have sufficient information at this time to render an opinion as to the need for and/or feasibility of these projects noted above. For the most part, development of these projects will be the domain of individual institutions and public entities. AMS urges that actions be taken to leverage additional public and private resources to aid in the development of these projects which will ultimately contribute to the overall quality of life in the 2-county market area. Technical assistance, funding, leadership, and the facilitation of partnerships could be provided to each of these projects to assist with their development. 

· Work with various local partners to determine specific needs and assess the feasibility of other cultural facilities proposals including:

Strategies

· Spaces to accommodate area teen cultural activities (such as band rehearsal and performance spaces, coffeehouse-type venues and so on)

· Artist studios, live work space, and cooperative gallery/retail spaces

· Performance venues in smaller communities throughout the 2-county area including Charlevoix, East Jordan, Boyne City, and Harbor Springs. 

Consultant Recommendation

Besides the specific and proposed facilities projects outlined in the preceding pages several other cultural facility needs have been expressed during the process of creating this cultural plan. The consultants recommend that additional research be conducted to quantify the need for and to assess the feasibility of these other facilities projects. While it is unlikely that the overall market area could support new performance venues in each of the municipalities, a regional approach to fundraising and working with local governments and private partners should be pursued in order to take advantage of future development opportunities. Regarding the development of spaces to accommodate teen cultural activities, it is the intent of the Cultural Plan that future proposals for Teen Centers and multi-use spaces incorporate designs which would accommodate identified needs for informal performance (e.g., coffee house) and rehearsal space. 

Goal #2 – Education

To provide lifelong learning opportunities in the arts and culture

Rationale

As highlighted in the Preamble to the Community Cultural Plan, members of the Steering Committee and the many citizens who participated in this Plan’s development are committed to providing outstanding arts education opportunities for the region’s young people, adults and seniors. Through programs offered in school and community settings, it is widely believed that education in arts, cultural and heritage provides a strong foundation for learning and contributes to the development of well-founded members of society. Indeed, many national studies have recently documented the contributions of arts and creative learning to excellence in core subjects, teamwork and other vital skills. In a small public opinion survey conducted as part of the cultural planning process, support for arts education funding and programs surpassed all other alternatives. Besides ensuring that school students have access to these disciplines, the Steering Committee envisions a community where adults, young and old alike, can engage in lifelong learning by studying and participating in the visual and performing arts. 

It is the intent of this goal to provide a series of strategies that will address the arts education needs and interest of the counties’ citizens. 

Objectives and Strategies

Work with the Intermediate School District to enhance coordination among the 11 individual school districts serving Emmet and Charlevoix Counties in an effort to strengthen and expand arts education programs

Strategies

· Include arts and cultural curriculum, coordination, and resource issues on regular inter-district faculty and administration meeting agendas

· Facilitate regular meetings of music, fine arts, language arts and other related faculty 

· Provide staff development and teacher training opportunities for elementary classroom teachers aimed at integrating arts in to the curriculum. 

· Identify student interest in, and resources required, to offer additional cultural-oriented technical instruction such as TV/Video production, computer animation, broadcast and recording, etc, on a bi-county basis.

Consultant Recommendation 

The Intermediate School District (ISD) represents a coordinating body through which inroads can be made into the eleven individual school districts within the two counties. A concerted effort can be made to identify arts liaison staff members within the ISD to facilitate implementation of the strategies noted above. 

Work with individual school districts in Charlevoix and Emmet Counties to expand and enhance arts and cultural education programs. 

Strategies

· Advocate for the implementation of State Arts curriculum guidelines

· Advocate for the adoption of an arts course graduation requirement

· Provide resources (e.g. contact persons, arts organization liaisons) to incorporate representatives of arts-related professions into career education and mentorship programs

· Explore the addition of arts related zero hour course offerings in secondary schools

· Advocate for inclusion of dance instruction through physical education departments and/or the acceptance of community –based dance classes in fulfillment of physical education graduation requirements

· Promote the availability of field trips and arts assembly “enrichment” programs by local and regional arts and cultural organizations.

Consultant Recommendation

Implementation of these strategies across eleven individual school districts represents a major challenge that will require an organized advocacy effort. Attempts should be made to work with the ISD in the development of policy and program initiatives which would then be adopted by individual Districts. Coordinated by an arts service organization (such as the Crooked Tree Arts Council), parents and local arts, business, and higher education leadership should be called upon to aid in advocacy with District-level administration and board members. 

Create targeted audience development initiatives to improve access to arts and cultural resources by school students

Strategies

· Disseminate cultural event information through electronic mail and posters at school site bulletin boards

· Coordinate efforts of local arts and cultural organizations to:

· Expand complimentary ticket programs for students (e.g., Bay View Association’s free tickets for students)

· Create new (repeat) attendance incentives through existing education programs (such as discount tickets for family & friends)

· Establish Teen (such as the Blissfest model) and Gen X Advisory Councils to solicit input on programming and promotions to increase access by the secondary school and young adult markets.

Consultant Recommendation

The region’s arts and cultural organizations should be seen as a critical resource in providing a well-rounded education to the region’s young people. Initiatives designed to involve this generation as arts attendees and participators should go hand in hand with curriculum-based and program objectives. These programs might be coordinated by the Crooked Tree Arts Council in concert with other arts and cultural groups in the two county regions. 

Address additional needs for supplemental in-school and community based arts enrichment programs

Strategies

· Generate additional scholarship funding for students wishing to enroll in extra-curricular arts programs

· Formalize giving mechanisms and improve access to scholarship funding (through an arts service organization in a coordination role

· Identifiy specific needs and raise funds to augment existing art supply, field trip, assembly and other enrichment program budgets (working with parent-teacher organizations and local Districts)

· Inventory specific needs and make available affordable (or free) rehearsal (and other) spaces

Consultant Recommendation

This objective and set of strategies would benefit from a mobilization of private sector resources. While in most Districts a core of arts programs remain in the curriculum, few have extra funds available for enrichment programs. An arts service organization (such as Crooked Tree Arts Council) should join with a private sector leadership council to develop an arts enrichment initiative concurrent with advocacy efforts and coordination with ISD administration.

Create new educational opportunities for all members of the community

Strategies 

· Work with extended education programs and NCMC to develop new art, dance, theater and music appreciation classes linked with performing arts event attendance (see below)

· Create new inter-generational community based arts classes

· Coordinate scheduling of arts and cultural classes to facilitate concurrent attendance by younger students and parents

· Determine market interest and offer satellite classes in locations throughout the two county regions

· The mentorship program sponsored by AHA! Should be replicated in school districts throughout the two counties involving more adult artists and “creative” business representatives (i.e., architects, designers, etc.)

Consultant Recommendation
Recent national trends suggest that increasing enrollments in adult education programs; many new classes are being developed in the culinary arts, gardening, photography, and other creative pursuits. Adult and community education programs should be seen simultaneously as audience development opportunities. 

FYI

PERSEVERANCE THEATER, Juneau, Alaska

With a local market of 30,000 residents, this nationally recognized theater company set out to develop future audiences. A cornerstone of its “inreach” education programs is the distribution of theater ticket coupons (2 for 1s, good only on Thursday and Sunday performances) with curriculum study guides. Return rates reached 50% as local junior and high school students return to see whole productions, often bring their families and dates.

BROADWAY UNIVERSITY, Des Moines, Iowa

The Des Moines School District’s Adult and Continuing Education Division sponsors a 6-week course in musical theater which incorporates group attendance at touring productions with classroom instruction in theater history, technique and music. 

Goal #3 Public Participation

To increase participation in arts and cultural activities

Rationale

As noted in the Plan’s Themes, increasing access and being inclusive of the region’s entire population is a cornerstone of its vision. “Increasing participation” refers to developing not only new audiences, but new Avocational actors artists, writers, stagehands, and dedicated volunteers. “Marketing” and “promoting” the region’s cultural resources should be grounded in a celebration of the wide range of creative pursuits native (and imported) to northwestern Michigan. Synergies between fine arts programs and social, cultural, environmental, and other community pursuits will position (and make the case for) the arts as an integral community resource, helping to solve problems and enhance quality of life. 

OBJECTIVES & STRATEGIES

Arts, cultural, civic and private entities should jointly develop cooperative marketing programs through a central clearinghouse entity.

Strategies

· Cultural organizations should institute pooled advertising and mailing list cooperatives 

· A campaign to increase awareness of regional cultural resources should be instituted

· Cross-over marketing opportunities (trades of program advertisements, etc) should be pursued cooperatively.

· Integrate arts and cultural event and participation opportunities into regional World Wide Web sites

· Work with local governments and downtown development authorities to develop informational kiosks (as in Boyne City) in public spaces

· Create targeted outreach programs in area stores and developments

· Provide a clearinghouse function with master scheduling calendar

· Work to expand and enhance local media coverage including special newspaper sections devoted to arts and culture
Consultant Recommendation

A new arts service organization (or expansion of services provided by an existing non-profit cultural group, such as the Crooked Tree Arts Center) should be created to implement joint marketing efforts. Paid staff and volunteers should serve as liaisons with other civic promotional entities (e.g. Convention & Visitors Bureaus, Chambers of Commerce, etc.) to integrate arts and cultural information. 

FYI

Exemplary Cooperative Marketing Efforts

Local arts agencies across the nation have sponsored these programs, ranging from shared mailing lists and advertising (through the Texas Arts Marketing Network) to development of a Marketing Service Organization, functioning as an in-house advertising agency for resident companies of the Performing Arts Center in Charlotte, North Carolina. 

Goal #4 – Resource Development

To enhance the capacities of arts and cultural organizations

Rationale

A critical activity of many arts organizations (such as non-profit arts councils and governmental offices of cultural affairs) is the provision of technical assistance to arts and cultural groups. Workshops, consultancies, and training in marketing, fundraising, board and volunteer development, management, and other topics can be crucial skills for generally under-staffed and –capitalized producing and presenting organizations.

This goal is intended to address the assistance needs of arts and cultural producers and presenters through provision of networking opportunities, volunteer and leadership development programs, and the expansion of existing model programs. 

Objectives & Strategies

Work with arts and cultural groups in the region to meet needs for technical assistance and coordination through:

· Regular networking events for individual artists and arts/cultural organizations

· Regular workshops and technical assistance training

· Provision of grant writing services for individual artists, art teachers, etc.

· Development of a directory of arts/cultural groups and individual artists
Identify and support expansion of model programs such as:

· AHA’s Mentorship program (with artists and internships in arts related careers) (see also Goal #2 – Education)

· Jordan River Arts Council Summer children’s theatre program

· Crooked Tree Arts Council class offerings
Consultant Recommendation

Explore opportunities to work with North Central Michigan College, regional leadership programs, and other entities to develop a central coordinating agency to identify model programs, funding sources, and to facilitate expansion plans. The counties’ three organizational partners (CTAC, JRAC, AHA!) should be closely involved in program design and implementation.

Increase training opportunities and recruitment efforts for arts and cultural organization volunteers

Identify and cultivate potential board members and volunteers through workshops, leadership-training programs (through Chambers of Commerce, area hospitals, etc.)

Work with Retired Senior Volunteer Program (RSVP) and similar organizations
Consultant Recommendation

A arts service organization or central coordinating entity (such as the Crooked Tree Arts Council) should spearhead a concerted training and recruitment program for a wide range of volunteer involvement with arts and cultural groups. Working with existing leadership and board development programs, expand involvement with the non-profit cultural sector in artistic, administrative, and support functions.

FYI

Arts Pub & Directories – Oakland, California

The city’s Office of Cultural Affairs sponsors a monthly networking event for artists and arts organizations. Notices are sent to a mailing list announcing a rotating “happy hour” location for informal networking and updates on organizational activities. Directories of arts organizations are published for dissemination to local and regional school districts announcing field trip and assembly program opportunities. 

Goal #5 – Advocacy

To expand advocacy efforts on behalf of arts and culture

Rationale

Communities around the nation have grappled with the need to advocate for an arts and cultural agenda. A variety of organizational structures can be employed to get the word out to the media and public, and to propose and pursue legislative objectives. In many similar cities, volunteer committees aligned with Chambers of Commerce and other leadership forums play a similar role. 

Many of the objectives and strategies in the Plan will require a corps of advocates to promote arts and cultural causes with local governments, civic and social organizations, school districts and the general public. Dissemination of the Cultural Plan’s goals and objectives and publicity about opportunities for involvement and attendance will be important methods to generate public interest and support.

Objectives & Strategies

Develop a coordinated approach to advocating for integration of arts concerns and funding with public schools, local governments, the tourism industry, and other potential partners.

Strategies

Research potential public financing mechanisms for arts and culture

Develop a public information campaign promoting a message of “why people should care” about arts and culture in relation to education, economic and neighborhood development, and overall community quality of life. 

Obtain models, develop and distribute advocacy tool kits

Link with model advocacy efforts (e.g. building industry trades lobbying for educational programs) and other “quality of life” partners (e.g. recreation, sports, parks, nature conservancies, etc.)

Consultant Recommendation

An arts service entity with significant private sector leadership and volunteer involvement (through an Advocacy Task Force) should spearhead this series of tasks in creating an effective advocacy and lobbying effort. Financing mechanism and educational standards benchmarks should be determined and promoted with appropriate local partners.

FYI 

Examples of Advocacy Organizations

In San Francisco, the Arts Democratic Club is an officially registered political action committee which hosts candidate information nights and actively lobbies legislators on behalf of the arts community. In Anchorage, a grass-roots advocacy network (the Arts to Zamboni Quality of Life Coalition) combined the energies of arts and amateur sports supporters in lobbying for new local government funding. 

Goal #6 – Art in Public Places

To Place and integrate works of art into public places

Rationale
Local government ordinances, which mandate or support the inclusion of art in public places are found in many municipalities around the nation. These programs have evolved from the mere “placing” of sculpture in public parks and plazas to involvement of artists on planning and architectural teams leading to artist-designed public infrastructure such as sewer covers, benches, and light standards. Given this Plan’s central organizing principles covering celebration of the region’s natural resources and linkage of the Plan’s strategies with economic and community development interests, the Steering Committee recommends a series of strategies to support the inclusion of public art in private and public developments. A concerted advocacy effort directed at local governments, development authorities, private developers and county planning departments should be instituted to identify models, site opportunities, financing options and available resources for institution of this program. 

Objectives & Strategies

Develop a Public Art Plan covering the two county region which includes model legislation, an advocacy strategy, and identification of financing mechanisms
Strategies

· Determine local government potential for enacting appropriate public percent-for-art ordinances covering public capital improvement projects

· Develop model ordinances for “encouraging” private developers to integrate artists into design teams and artworks in public spaces

· Identify potential public art sites throughout the two counties (including parks, public works projects, etc.)

· Raise community awareness and understanding of art in public places through education and other community involvement methods

FYI 

Exemplary Programs

Art in Public Places

While most public art programs are associated with large cities or metropolitan areas, several smaller municipalities and regions have instituted such programs, including Cedar Rapids, Iowa, Corpus Christi, Texas, Toledo, Ohio, and Santa Cruz, California. In the San Francisco suburb of Mountain View, private developers are encouraged to integrate public art through the city’s offers of a bonus of an additional 1,000 square feet per acre of floor area. 

Consultant Recommendation

An arts service organization working with a volunteer task force of local and county government staff, artists, and volunteer leadership should develop a bi-county Public Art Plan incorporating model local government ordinances. Typically, municipal ordinances can apply to public expenditures (e.g., city capital improvement project budgets) and/or private developer fees. It is the consultants’ opinion that a logical first step would entail the passage of public ordinances which might include resolutions encouraging (but not requiring) private developers to identify opportunities for the incorporation of art in public places into their buildings, public plazas, and so forth. Local governments would establish Committees to work with such developers in providing lists of recommended artists (for involvement with architect and design teams) or for discussions on art-in-public places program priorities for installation of public art in private developments.

Percent for art legislation typically provides between 1% and 2% of capital improvement project budgets for the commissioning, fabrication, and maintenance of art in public places (such as murals, sculptures, and public infrastructure). Program administration would be the domain of local planning and public works departments which would establish peer review panels to issue requests for proposals, sponsor competitions, and select artists and artworks. Review panels should include representation from arts and design professionals (e.g., architects, artists, engineers, etc.), city staff (from related departments such as public works), and at-large members representing the community. It is also preferable that representatives of specific neighborhoods in which artworks are to be located be involved in the selection process. The bi-county Public Art Plan would consist of a comprehensive set of program guidelines relating to recommended selection policies and procedures, goals of the program at local levels (e.g., that art in public places programs prioritize artworks that somehow relate thematically to the heritage of the region and to its natural resources). 

Goal #7 – Cultural Tourism

To position the 2-county region as a cultural destination

Rationale
Throughout the planning process much input was received concerning the bi-county region’s heavy visitor volume in the form of “resorters,” seasonal residents, and “transient” tourists. Many of these visitors partake of the area’s cultural attractions as well as its recreational and natural resources. Cultural tourism has been defined as “based on the mosaic of places, traditions, art forms, celebrations, and experiences” that define an area. According to a survey conducted by the Travel Industry Association of America, one-third of all adult US travelers included either a visit to an historic place or cultural event on their itineraries. Research has documented the facts that cultural and heritage visitors spend more, stay longer, are more likely to stay in lodging, use air travel, shop and pursue “shoulder season” visits than the average traveler. With its wide array of cultural resources, from the Bay View Association’s summer concert and lecture series to special interest programs (such as the Fall seasons Hemingway Festival sponsored by the Petoskey area Chamber of Commerce), Emmet and Charlevoix counties are well positioned to capitalize on the national trend toward a cultural heritage visitorship. 

This goal is intended to expand the region’s activity related to attracted visitors who partake of cultural and heritage programs and/or who purposefully travel to engage in these activities. 

Objectives & Strategies

Work with appropriate tourism industry partners to develop a bi-county Cultural Tourism Plan
Strategies

· Working with area Chambers of Commerce, identify relevant partners from the tourism, hotel/motel, restaurant, retail and cultural sectors

· Identify target visitor segments (e.g., seasonal residents, group and individual travelers) and local attractions and events for promotion

· Research the development of lodging/event packages and other promotional vehicles (e.g., advertising, brochures, direct mail campaigns, concierge training, and “fam” tours, etc.)

· Strengthen and/or expand “shoulder-“ and off season events aimed at cultural and heritage visitorship (e.g., Hemingway Festival)

Consultant Recommendation

An arts service organization with a volunteer task force should implement these strategies. Identification of tourism stakeholders should be followed by development of a detailed work plan identifying target visitor segments, existing events and attractions, potential new product development, promotional approaches, and funding sources. Consideration should be given to a 10-county Planners Regional Advisory Committee through the NorthWest Michigan Council of Governments, and working closely with the Grand Traverse Area Chamber of Commerce and its new regional Cultural Plan. 

Implementation

Implementation of the Cultural Plan will require a two pronged strategy: utilizing the coordinating skills and resources of the professionally staffed Crooked Tree Arts Council along with the Cultural Plan Steering Committee as a volunteer advocate force. 

Crooked Tree Arts Council

As the region’s largest arts service and programming agency, the Petoskey-based Crooked Tree Arts Council is envisioned to play a coordinating role vis-à-vis this Plan’s objectives and strategies. Where a “central coordinating entity” or clearinghouse function is specified, it is the intent of the Steering Committee that CTAC spearhead these strategies. It is recommended that the Arts Council, through the assistance of the Steering Committee, identify and secure funding to hire a full time staff person who will over see the implementation of the Plan’s objectives related to bi-county marketing, arts education and other goal areas. 

A “Cultural Coordinator” position would report to the Executive Director of CTAC with primary responsibility for advancing the Plan’s goals and objectives. Duties would include:

· Serving as liaison with civic, social, and government agencies to ensure the “cultural agenda” is represented. 

· Convening and staffing regular meetings of the Steering Committee (as an ad hoc Committee of the CTAC Board of Directors

· Convening and staffing regular meetings of the region’s arts and cultural organizations

· Developing cooperative approaches for marketing, information services, and advocacy among arts and cultural organization staff, board members, and volunteers

· Serve as a liaison with the Intermediate School District to facilitate ISD implementation of Cultural Plan objectives

· Serve as a community spokesperson by introducing the Cultural Plan (along with steering committee members) at community meetings and events

· Develop structures to share information and expand/replicate model programs between counties (e.g., AHA’s mentorship program)

· Conduct board and volunteer development workshops for recruitment and training

· Provide public information related to the Cultural Plan’s goals and objectives

· Work with appropriate entities to facilitate arts community involvement in cultural tourism promotion

· Disseminate information to relevant government agencies, such as model public art ordinances and plans to local city councils, etc. 

· Convene meetings of citizens advisory groups to assist with implementation of specific Plan objectives

Steering Committee

The Cultural Plan Steering Committee will play a continuing role to advocate on behalf of the Plan’s goals and objectives with local governments, private agencies (such as chambers of commerce), educational institutions (such as the ISD and NCMC), and so forth. Acting as volunteers, convened by professional staff of CTAC, Committee members will be called upon to play public speaking roles, to identify and secure commitments from other volunteer leadership, and to monitor overall implementation of the Plan.

Next Steps (Consultant Recommendations)

The Steering Committee should determine a regular meeting schedule (which would most likely consist of there to four meetings annually). At its first “post planning” meeting, the Committee should evaluate its composition and recruit new volunteer members as required. (Attention should be paid to implementation of priority objectives and the volunteer leadership who would be desirable to have  as partners in implementation). The Committee should widely introduce the Plan to community leadership including coordinating agencies (such as chambers of commerce in the two counties), funders (community and private foundations), local governments, and civic, social and service clubs.

Discussions with staff and board of the Crooked Tree Arts Council should be an important step in identifying specific staff and resources needs to commence implementation of the Plan’s objectives requiring a coordinating entity. A specific timetable for implementation should be developed which takes into account, available resources, public and private funding opportunities, while allowing for modification should new opportunities arise. 

The Crooked Tree Arts Council should convene the regular Steering Committee meetings (as an ad hoc committee of the CTAC Board of Directors), providing updates on implementation and seeking advocacy and volunteer assistance as needed. Steering Committee members should refer to this document as a guide for overall implementation, and make recommendations to CTAC board and staff for implementation of specific goals and objectives. 

Get Involved!

Consider getting involved in our community’s cultural plan. Please call the Crooked Tree Arts Center at 231-347-4337 to learn how you can:

Schedule a cultural plan or arts group presentation at your next civic or social club meeting or event

Become a member or subscriber at one of the region’s arts organizations or volunteer a few hours of your time

Organize a group to attend a performing arts event or exhibit with a special docent tour or group sales package

Decorate your home or office with affordable original artwork purchased at art fairs and local galleries

Improve your creative skills by taking a class or workshop at one of the region’s community arts centers or educational institutions

Come to a future meeting of the Cultural Plan Steering Committee to learn about projects and committees where your skills and energy can be most useful. 

For additional information, please contact the Crooked Tree Arts Center in Petoskey at 231-347-4337, the Jordan River Arts Council in East Jordan at 231-536-3385, or the Association of Harbor Arts in Harbor Springs at 231-526-5553. 

