INDIANA ARTS COMMISSION
Committee on the Future Meeting
IAC Conference Room
Indianapolis, Indiana
September 7, 2000
9:30 a.m. - 1:00 p.m. 
Minutes

I. Welcome and Introductions
The meeting was called to order by Mr. Clark at 9:30 a.m.

Committee members present were: Willis Clark, Lee Marks, Jim Bodenmiller, Ronald Stratten, Louis Ortiz, Eric Rogers, Tom Wilhelmus, and Sandy Neale.

IAC staff present were: Dorothy L. Ilgen, Bobbie Garver, Stephanie Croaning, and Mellie Tolentino.

Guest present were: Laura Mandeles, Wolf Keens & Co., via conference call.

Committee members not present: Steven Tuchman and Sara Laughlin

II. Approval of Meeting Agenda
The agenda was approved by consensus.

III. Approval of Committee Meeting Minutes
There was no comment on the May 17, 2000 minutes, and they were approved by consensus.

IV. Review and Approval of Financial Reports
FY2000 Final Financial Report - Ms. Ilgen reported that the IAC staff worked with the State Budget Agency to minimize the anticipated reversion dollars before the FY2000 year-end closing. As a result, the IAC reverted $30,862 to the General Fund instead of $96,000 as anticipated in May 2000. Ms. Ilgen also reported that an analysis of the Federal Partnership account showed an additional $23,137 that the IAC could carry over to FY2001, thus increasing the total FY2000 carry forward to $290,232. She added that the IAC anticipates additional unused funds from the Individual Artists Program (IAP) category.

FY2001 Financial Plan - A revised allocation plan, which reflected the adjusted FY2000 carry forward amount totaling $290,232 and the approved staff recommendations, was presented. The following changes were approved by the Committee on the Future on May 17, 2000 and ratified by the commission at the June 2000 commission meeting: 

Technical Assistance Program (TAP) - move $40,000 from State Funds to the Partnership Grant, BSG component.

FY2002-2003 Biennium Budget - The development of the biennium budget entailed several months of fiscal analysis and costing out program initiatives identified through strategic planning. The biennium budget had to be submitted in four phases. After several discussions with the IAC's budget analyst in the State Budget Agency, the IAC was allowed to include an additional $725,000 for four new or expanded initiatives. This amount added to the current years grant appropriation of $3,395,392 in State Funds will increase to a total of $4,120,392 ($4,303,392 including federal grants) to fund grant requests.
See attached plans for FY2000, FY2001, and FY2003-2003.

V. IAC Strategic Planning Overview 
Ms. Ilgen reported that based on the initial draft strategic plan, she developed a list of budget priorities totaling $3.4 million in new state funds. These priorities were submitted to the State Budget Agency for approval. The following new or expanded initiatives for FY 2002 - 2003 were included in the request.

Artist Development Services
1. Individual Artists Program (IAP) - Expanding the program by adding an additional $25,000 to the $60,000 already allocated to IAP.
2. Artist Service Center - The IAC requests $75,000 to fund the development of this service center.
3. Craft Marketing Programs - The IAC requests an additional $75,000 for this program initiative.

Total request for new Artists Development Services: $175,000.

Arts Education Resources
Ms. Ilgen mentioned that these three ideas came out of the Arts Education Advisory Committee.
1. Create an arts education resource center. The IAC requests $50,000 per year of new funds to provide direct services for teachers and administrators. Mr. Clark suggested that we have some possible collaboration of the Humanities Council. Ms. Ilgen talked to Scott Massey, President/CEO of the Indiana Humanities Council.
2. Regional Arts Education Partnerships. Ms. Ilgen requested additional funds for the RPOs to provide more services in the area of arts education. She requested $200,000 for arts education for regional partners.
3. Outcomes-Based Arts Education Services. An additional $500,000 per year will be awarded for arts organizations throughout the state to develop new or enhance on-going arts education programs.

Total new Arts Education Resources funds: $750,000.

Community Development
The IAC requested $1.75 million, $500,000 to support the RPOs, ($300,000 for Arts Development Services and $200,000 targeted for Community Arts Programs); $1.2 million for Block Grants; an additional $50,000 a year for Traditional Arts Indiana. Total new Community Development funds $1.75 million.

Non-Grant Services
The IAC asked for funds to finance the additional services being developed for Common Ground, the Regional Partnership Initiative statewide database priority includes funds for a part-time public relations counsel to develop a Collaborative Marketing Initiative, and grants to support Arts Midwest. Total new Non-Grant Services: $145,000.

Organizational Development
The IAC requested the following initiatives: $180,000 regional training workshops; $100,000 for third party technical assistance services; and $50,000 to expand the Capacity Building Program; and an additional $250,000 for the Major Arts Institutions. Total new Organizational Development: $580,000.

New Funding Priorities
Ms. Ilgen reported that the State Budget Agency reviewed the IAC's priorities and recommended that the following initiatives be included in the budget request: Craft Marketing $75,000; Third Party Assistance $100,000; Capacity Building Program $50,000 and Regional Partnership Initiative $500,000, for a total of $725,000. She also suggested that the $725,000 is important for two reasons. (1) It helps us to under gird the RPOs, (2) It also frees the RPOs up to make a case not for their needs, but the needs of their constituents.

Mr. Clark suggested that we talk to State Representatives and Governor's Office staff. He also suggested that documentation be sent to key people regarding approaching legislators who are on the Budget Committee.

Ms. Ilgen recommended that due to staff turnover, the IAC would contract with a consultant to oversee the Governor's Arts Awards. She noted that Cindy Keller came very highly recommended. Ms. Ilgen developed a contract for $15,048 and stated that the IAC has the money to fund the contract. Mr. Stratten moved and Mr. Ortiz seconded the motion to authorize the IAC director to engage in and approved the contract for $15,048 with Cindy Keller.

VI. Brief Review of the Plan
Planning Context
Mr. Clark suggested that the Planning Context section be revised to provide the general reader with sufficient background in the IAC. The Planning Context should note what the IAC is trying to accomplish through its long-range plan.

Planning Process
Ms. Ilgen mentioned that on August 21, the Executive Committee met to conduct a preliminary review of the focus group findings and a draft plan. From this meeting, Laura Mandeles developed the draft strategic plan before the Committee on the Future. This plan will be reviewed at the September Commission meeting. The Committee will review the plan in late October, and a final draft will be taken to the December Commission meeting for final adoption. The plan will be posted on the IAC's website to solicit public comment.

Planning Findings
1) The IAC and its partners have demonstrated the power of partnership and networking.
2) It is critical to build on and develop this network, working to retain, support, and energize current constituents while broadening the base of partners.
3) The IAC and its partners must develop increased and more flexible financial and non-financial resources.
4) The IAC needs more organizational and personnel flexibility to respond to opportunities.

VII. Goals, Objectives and Actions
A. Goal 1: Statewide Service - Ms. Ilgen discussed what services would be part of the statewide service delivery vs. the regional service delivery.

Majors
The IAC created a grant category for Major Arts Institutions that is multi-regional arts organizations with budgets of $1 million or more and that serving more than one region.
Actions: 
1) To continue to provide state funding directly to Majors.
2) Create an annual forum for Majors, middle-sized organizations, and others to develop collaborative programming, promotion, and advocacy strategies. Mr. Clark suggested that we create an annual forum with appropriate follow-up meetings and actions.

Technology The tech committee of the Regional Partnership Initiative provides oversight for the development of Common Ground. The IAC plans to augment that committee with Tourism and other industry representatives.
Actions:
1) Add discussion that focuses on helping the field to understand the scope of new competition via the Internet, as well as the scope of new opportunity, and how to deal with it.
2) Build upon the existing Common Ground initiative, adding database components such as individual artists, TA providers, arts grants making, etc. The concept is to develop a sophisticated technology portal to the database for the arts in Indiana.
3) Develop the IAC web site as a channel to Indiana Arts information, arts products, arts education resources, arts advocacy, and arts participation; establish links with a broad range of web partners. Mrs. Croaning talked about websites and how she will develop the IAC's own website. Ms. Ilgen suggested that the IAC partner with the Indiana Learning Collaborative.
4) Develop a variety of electronic applications, including e-panels, e-grants, and e-reporting for IAC and RPO grant administration. Mr. Rogers noted that implementation may cost less, so we need to be thinking about the cost in setting up the system.

Research/Promotion/Marketing
The IAC mission includes educating the public about the importance of the arts, not only informing about the Commission and what it does. The IAC needs to create opportunities to encourage public discourse about the arts.
Actions:
1) Conduct research to identify compelling messages about public participation n the arts and the value of the arts industry to the economic, social, and educational well being of Indiana. Mr. Clark asked that specific strategies be referenced.
2) Retain P.R. counsel to design and implement a campaign to develop and deliver these messages about the arts in Indiana and the IAC, and to develop with RPO's a cooperative marketing campaign to be implemented and customized at the regional level. This would be a campaign that anyone can participate in, not just the RPO's.
3) Secure a corporate, media, and other partners to provide support to such a campaign; identify P.R. opportunities to incorporate into the campaign.
4) Convene an ongoing arts marketing and promotion advisory group of professionals in the field.
5) Develop collaboration with the Indiana Division of Tourism to link IAC and Tourism networks, websites, and strategies. The Division of Tourism has decided that Arts Tourism is going to be their next big push, and, the IAC should be an active partner. It was suggested that Item 3 in the Technology section be moved to the Research/Promotion/Marketing section.

Individual Artists
The objective is to assist Indiana artists and help them make a living from their art.
Actions: 
1) Expand resources in the Individual Artist Program.
2) Develop an "Artist Service Center" to offer training and business assistance, including workshops, on-line information and links, group purchasing, and mentoring opportunities. Many states have some kind of centralized service center to help artists with their creative development.
3) Develop a craft marketing initiative, including a retail outlet and web marketing.
4) Develop individual artist information as part of the Common Ground database, linking potential arts consumers to individual artists.
5) Develop opportunities for incorporating individual artist promotion into cultural tourism strategies to be developed with the Indiana Division of Tourism (e.g. portfolio days, studio days, studio trails, etc.
6) Develop options and resources for devolving individual artists grants to RPOs and/or other partners. Will artists be best served at the regional level or the state level? Will the IAC resources be better invested in statewide recognition programs or grants? Regional Partners will develop individual artist grant guidelines by 2004-2005.
7) Identify resources for an Indiana artists laureate program to designate master artists and help fund high visibility artistic projects. 

Arts Education
Actions:
1) Secure additional resources to fund arts organizations throughout the state to provide Outcomes-Based Arts Education Services, making sure there are adequate resources and public support for arts education.
2) Develop resources to provide arts education services, programs, and grants at the regional level.
3) Working with the Indiana Humanities Council and the State Department of Education, develop a national model "Arts Education Resource Center." The Indiana Humanities Council and the Indiana Department of Education are already collaborating to expand the service to all Indiana counties and to promote the Resource Center as a national model. 

B. Goal 2: Regional Development
RPO Development
The objective which is to build the capacity of the Regional Partner Organizations (RPOs) to carry out the four core arts development services of cultural needs assessment and planning, information and referral, technical assistance, and grants making.
Actions:
1) Increase the pool of funds for RPOs to meet needs in their regions and organizations. This is an ongoing priority. There were no new state funds invested in the RPI for FY2000-2001, and one of the strategies for FY2002-2003 is to secure additional funds. 2) Strengthen the organizational development capacity of the Regional Partners. Each RPO was required to conduct self-assessments and to also identify the technical assistance needs. We created a funding category that allowed the RPOs to access the resources from the commission. 3) Provide enhanced service and guidance to help RPOs address community cultural priorities as identified in cultural needs assessment. The IAC may have to provide training, some type of fieldwork, or provide a consultant to build the gap. 4) Ensure a balance between administrative capacity and the need for accountability to a statewide system. The IAC needs to be sensitive to the needs of the regional partners in order to make the system accountable to taxpayers and also to show the benefit of the RPO Initiative to the state. The IAC needs to simplify or streamline the system, while maintaining a high level of accountability to the state. 

Technical Assistance
The objective is to marshall resources at the state level to implement a comprehensive, integrated approach to arts technical assistance that provides holistic, high-quality services.
Actions:
1) Conduct a needs assessment to develop a detailed picture of TA needs around the state.
2) Conduct an inventory of existing TA resources in Indiana inside and outside the arts and develop a categorized and vetted list of TA service providers.
3) Provide additional funding to RPOs specifically to develop regional technical assistance workshops and training. In the workshop that Stephanie Croaning attended at the Americas at the Arts Conference, she learned that organizations don't want technical assistance from their funders.
4) Contract with a limited number of third-party service providers to provide statewide technical assistance services through workshops, training, and individual consulting to RPOs and arts providers throughout Indiana.
5) Reconfigure the existing Capacity Building Program to focus on mid-size arts organizations that have reached a critical juncture in their institutional development, and are seeking long-term sustainability. 

One concept is to have some type of screening process for organizations seeking Capacity Building Program funds. A lot of organizations are seeking technical assistance but they are not ready. The IAC could also provide some type of peer interaction or learning to keep organizations engaged and on track. Mr. Clark commented that we are trying to do too much. Mr. Rogers stated this is not true at all. He suggested two things that RPO's need to do: 1) He said process should be simpler, with more resources available for RPO's. 2) He also stated creative solutions - not just funding is needed but to free up staff resources. Mr. Rogers noted that there are so few people to do the work, which t is why it seems like the IAC and RPO's are doing too much. The IAC and RPO's need to find ways to hire people on a temporary basis to work on getting something like this developed.

C. Goal 3: Structure and Resource Development
Public Funding
The objective is to increase public funding for the arts at local, regional, and state levels.
Actions:
1) Analyze the IAC's data collection and reporting practices and develop reporting that helps the agency paint an accurate and compelling picture of the impact of the arts. We are only collecting data based on the grants management systems.
2) Develop and implement an annual strategy to engage Commissioners with other interested parties in educating legislators and other public officials about the importance of the arts and the necessity for public funding of the arts. How do we communicate to elected officials?
3) Assign responsibility for the Commission's advocacy efforts to the existing Public Awareness Committee of the Commission.
4) Develop opportunities and materials for enhancing the Commissioners' capacity to be effective spokespersons for the arts in the state and in their communities.
5) Create forums for public discourse on the value of the arts. The IAC will work with the Indiana Advocates for the Arts, RPOs, and other organizations throughout the state to create public forums.

IAC 501 (c)(3) Partner
The objective is to develop an organizational structure that gives the IAC increased flexibility and the ability to develop new resources.
Actions:
1) Create a public/private partnership of the IAC with an associated 501 (c)(3), focused on developing arts resources statewide and managing innovative joint ventures and initiatives to develop the state's arts sector. The purpose of this is to give flexibility where money could be raised for these ventures.
2) Develop an "in-the-family" campaign targeting commissioners and former commissioners for major gifts and planned gifts.
3) Secure grants from federal, state, and private sources that would be available to a statewide entity.
4) Explore redirecting arts license plate marketing and funding to this entity, as well as engaging in other marketing initiatives.

Cultural Trust
The objective is to activate the Cultural Trust as a resource for Indiana arts and culture.
Actions:
1) Refocus the purpose of the Trust to fostering regionally-based fund raising and arts development throughout Indiana. Restructure trust to serve as a challenge grant program to increase local investments for the arts.
2) Seek time-limited funding from the legislature dedicated to this purpose. The strategy is to take the $50 million cap off the cultural trust. Money for local entities would be there. 

Mrs. Mandeles stated that we could use the cultural trust as a vehicle to organize the effort. She also stated what are donors doing that is being matched by the state. Money could be set aside for statewide initiatives.

Mr. Clark reported that the committee has reviewed the draft plan in detail. He asked if the committee wanted to add or delete anything from the plan? Mr. Bodenmiller suggested that if the IAC can't do it all, then the committee should develop priorities for what should be done.

Mr. Clark wanted to know if the next draft of Strategic Plan 2000 would be distributed before the next committee meeting on October 26.

Mrs. Mandeles stated that she would create a final draft from these comments along with a timeline by mid-October.

Ms. Ilgen stated that the next draft will be available in mid-October to put on the IAC's website for public comment.

VIII. Adjourn
There was a motion to adjourn and it was seconded by Mr. Wilhelmus. The meeting was adjourned at 1:25 p.m.

