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Purpose

On September 19, 2023, the Amador Arts Board of Directors,
Student Interns, Student Directors, as well as the Executive
Director energetically discussed:
1. A framework for adapting to change in the organization and
2. Discussed the best use of resources and capabilities.
(Maureen Funk, AMADORARTS Strategic Plan)

This strategic plan considers the mission, vision, & values
of Amador Arts today.
How does Amador Arts stay sustainable, adaptive, and
resilient with its resources and capabilities?

Background

Since 1982, Amador Arts has
advanced rural freedom of
expression by providing free
resources, promotion, and
advocacy for all artists, arts
students, arts teachers, arts
organizations, and arts lovers throughout Amador County
(AmadorArts, 2024) The council began with a state-local
partnership with the California Arts Council. According to
California Arts Council, the “program empowers local
government arts and cultural agencies across the state to better
meet the localized needs of the unique and diverse communities
of California. Today, the program also supports the
implementation of the California Poetry Out Loud competition.”
(California Arts Council, 2024) Amador Arts conducts one of the
most robust programs in the state, which includes junior high
students, visual arts students, and original poets.
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Volunteers and part-time statf organized Amador Arts activities
for decades. Arts education for students was the focus of
programs, including a student art exhibition in May. Donors
strongly supported this focus. Over the years, the board
developed a robust program of fundraising events requiring a
deep base of volunteers. Amador Arts staff included teachers in
the classroom and event coordinators.

A detailed set of calendars, job descriptions, and event planning
instructions evolved to execute Amador Arts fundraisers and
programs. Board members were committed to the structure. This
system worked more than it didn’t until COVID-19 struck in
March 2020.

Amador Arts went online with programs to stay connected to the
community. Amador Arts found ways to deliver arts programs
virtually during those days of isolation and positioned itself as a
safe place to feel lonely together.

Upheaval occurred with the Board of Directors that year also. The
executive director was a member of the LGBTQIA+ community
and was public about their gender identity. Most of the board
resigned when land acknowledgment and anti-racism policies
were established, plus a director negatively communicated the
ED’s gender identity to other board members.

More than four years later the board membership has not
stabilized and neither have the fundraising events that worked in
the past. The ED moved the organization forward with Diversity,
Equity, Inclusion, Justice, and Accessibility (DEIJA) principles,
funding growth, using their knowledge, passion, and grit. The
board members committed to Amador Arts in the last four years
have sought to create a new vision and strategy for Amador Arts
as it approaches the half-century mark of providing arts and arts
access to Amador County. Their work is remarkable.
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Then: Amador Arts mission is to encourage,
support, and promote the arts and culture in our
schools & community.
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2024: Amador Arts mission is to develop,
elevate, and celebrate the arts and cultural
community for all peoples in unique, rural
Amador County.

Art is essential to humanity and promotes personal and cultural
well-being. Rural areas lack resources to support a robust art
community experience. Amador Arts is the lone organization
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that serves all Amador County residents with an inclusive arts,
culture, and creative community experience. (Maureen Funk,
LDRS480.AmadorArts Case Statement)

Organization-level Strategy

Develop a Strategic Plan. Update mission, vision, and values to
increase organizational adaptability to change and strengthen
board infrastructure.

Business-level Strategy

Evaluate existing and future programs and opportunities based
on mission impact and resource capacity, like volunteers,
funding, and staff.

Operational-level strategy

Increase funding resources, board membership, and volunteer
base.

Vision: 50 years old!

In 2032, celebrating its silver anniversary...

% Amador Arts is acknowledged for its central role in
developing artists and a robust arts culture, which attracts
artists and visitors nationally and internationally.

% Amador Arts is a granting giant for the arts and culture
community with its support of arts events and experiences.

% Local artists and cultural organizations turn to Amador Arts
for resources to strengthen their endeavors, including
professional development and increased collective access to
arts and culture.

“ Amador Arts applies Diversity, Equity, Inclusion, Justice,
and Accessibility (DEIJA) principles to its provision of a safe
space for historically disinvested populations in Amador.
County. (Maureen Funk, LDRS480.BHAGAmadorArts)

% Amador Arts promotes natural resources protection and
reliability through art and cultural outreach activities.
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Values

Connection
Hub & resource, welcoming,
community.

Safe Access
Compassion, inclusion,
equity, accessibility,
intercultural.

Creative

Storytelling, history, fun.

Support
Advocacy, service,
community.

Environment

Values
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Strengths

% Executive Director

% Grants: receiving &
disbursing

% New energy/Board
members

¢ Student directors/interns

¢ Free arts access, like
summer concerts

Weaknesses
+* Events: TGIF & Winefest

% Lack of volunteers

% Few funding sources.

% Reach broader
demographics.
(Communications
channels?)

% Board training.

< Technology limitations in
current building.
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Opportunities Threats
% Credentialed art * Board of supervisors
institutions as partners % State budget.
%+ Artist residency % Aging population
% Community grants * Public perception
% Student directors/interns % Declining volunteers
% Program transportation. % Declining donors
% Lower diversity/inclusion

Environmental factors influencing Amador Arts are political,
economic, socio-cultural, and environmental. (Maureen Funk,

LDRS480.Environmental Factors) (Maureen Funk, LDRS480.Local
and Regional Trends)

PESTEL = Political; Economic; Sociocultural; Technological;
Environmental; Legal

Political: Local elected officials affect public perception, which may
negatively affect donations.

Amador Arts supporters recently defended funding to the
County Board of Supervisors, who had received complaints from
citizens about an LGBTQIA+ art exhibit, hosted by Amador Arts.
Local elected supervisors or city council members are swayed by
the vocal minority, which in turn affects public perception of
Amador Arts.

— Recommendation: Amador Arts tells its story by promoting
its work through its newsletters, press releases to local
media, and public reporting to elected officials.

Economic: Recovery from the pandemic continues for local
businesses.
Amador County businesses continue to recover from the costs of

the shutdown and rising costs to run their business. Tourists add

PAGE 8



to the local economy and have not returned to previous levels.
Local employees have a difficult time finding affordable housing.

— Recommendation: Collaborations with businesses,
municipalities, and business associations need to consider
how to increase economic resilience for all.

Socio-cultural: Mental health is a significant issue.

The suicide and self-harm rates in Amador County are the
highest in the state. Amador Arts addresses these issues with art
programs provided to rural teens, young adults, disabled youth,
plus BIPOC youth and queer youth.

— Recommendation: Amador Arts continues its powerful role
delivering arts programs and experiences to its creatives and
its citizens.

Environmental: Wildfires, Public Safety Power Shutoff (PSPS)
Amador County experienced another large wildfire for the

second time in seven years in 2022. Thousands were evacuated.
Power was out for three days to a week. Outdoor free concerts
were canceled or moved to a second location.

— Recommendation: An emergency preparedness plan will
serve Amador Arts well when a crisis happens again.

Mission Impact & Programs

Board members completed a survey evaluating the programs on
the previous page and their impact on the mission below.

“Amador Arts mission is to encourage, support, and promote
arts + culture in our schools and community.”
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Each program had the same 3 questions.
1. How well does program contribute to mission impact?
2. What is program’s level of excellence in execution?
3. How well does program contribute to community

building?

Board members answered by setting percentages on a sliding
scale. The six programs are listed in the table below.

0 ‘ﬂg:
e

SUMMEr music series

Free Friday night concerts in the park.

D2.e

?WINE FEST“{'

Fundraising event on Saturday of Veteran's
Day weekend. Guests visit Sutter Creek shops
and taste wines. Auction at the end of the night
in the Sutter Creek Auditorium.

Scholarships are awarded to students

continuing their education in the arts beyond
high school.

Technical Assistance (Workforce Development;

Artists Resources) to support local applications

to California Arts Council grants, plus an online
artist directory and event calendar. Free review

of grant applications.

ARTS ACCESS
advancing access to arts, culture,

& creativity for rura | communi ties

Tribal lands, anti-racism, mental health-
providing art to communities where they are.
Amador Arts programs prioritize rural teens,
young adults, disabled youth, plus BIPOC
youth and queer youth.

AmadorArfs

GRANTS

Grant administration and assistance with
applications to grants for professional, rural
artists as well as arts and cultural organizations.
Teaching artists grants are made at the
beginning of each school year.
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Survey Results
Overall, the board strongly supports these four programs:
1. Arts Access
2. Artists Resources
3. Grantmaking
4. Scholarships.

Community building and intended impact received the highest
scores for the four programs named above. TGIF and Winefest
measured low against intended mission impact and execution.
TGIF measured high on community building and Winefest did
not.

The lowest percentages assigned to programs were in the area of
excellence in execution. (Maureen Funk, Amador Arts Mission
Impact Charts)

MISSION IMPACT

TGIF

Grantmaking 6%
0

19%

Winefest
6%

Arts Access

19% Scholarships

20%

Resour
20%
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How well does program contribute to community building?

Community Building

104.33

102.67

m Grantmaking m Arts Access m Artists Resources

m Scholarships m Winefest m TGIF

What is program’s level of excellence in execution?

Execution

91.33

91.33

m Grantmaking m Arts Access m Artists Resources

B Scholarships m Winefest m TGIF
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How well does program contribute to mission impact?

Intended Impact

105.33

105.83

108.17

0.00 20.00 40.00 60.00 80.00 100.00 120.00
m Grantmaking m Arts Access m Artists Resources
M Scholarships M Winefest m TGIF

Capability Assessment

Mission, Vision, and Values are prepared (Organization Level
Strategy). Programs are evaluated (Business Level Strategy). The
next step is to determine direction, goals, and objectives with a
capability assessment of Mission Impact and Program Execution.

Mission Impact
The capability assessment of Mission Impact displays the need to
bolster resources to support staff.

1. Stabilize & increase board membership, student leadership

and a volunteer base. Increasing volunteer opportunities
builds a pipeline for the board. Volunteers are community
ambassadors for Amador Arts.

2. Funding applications and providing artists resources require
time and staff. Grantmaking partners are needed to increase
mission impact for Amador Arts.
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Program Execution
1. With the elimination of TGIF and Winefest, the two biggest

opportunities are bolstering program funding not supported
by grants, and funding applications outside of California
Arts Council and local grants.

2. Program development and communication with program
partners requires additional staff during the startup phase at
least. Communications to the artistic community brings new
artists seeking resources now and must continue.

Legend for Capabilities Assessment

Capabilities & Resources = 28, i, , & ~
People, Money, Time, Infrastructure.

Exists = | Resources to acquire = 6 OR eliminate =

Mission Impact Internal External
Capabilities & Amador Resources Artistic Program
Resources Arts Community Partners

Scholarships W

Artists Resources

Arts Access

S8

Grantmaking
TGIF

Winefest

Board membership

Youth leadership

Volunteer base
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Program Execution Internal External
Capabilities & Amador Resources | Artistic Program
Resources Arts Community | Partners
Staff

Program

Development

Program funding not
supported by grants

Funding applications,
internal

Funding applications,
external

W\ NNE

WE NS

Communications to
program partners

NNV EE

Communications to
artistic community

B8NE YNNI

8
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Action Plan

100% consider who benefits & who is burdened by systems.
What roles do existing power structures have as you consider
resources and capabilities?

Mission Impact
Ongoing

“* The board considers mission and mission impact in its

discussion of programs and program execution at every

meeting.

% Evaluate progress of this action plan and adapt quarterly.

June 2024

1. Board and ED approve a strategy and budget to improve
mission impact of Artists Resources.
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2. Board and ED identify potential board members and youth
leaders from the program partners and artistic community.

3. Board and ED approve a strategy and budget to develop
grantmaking with program partners.

January 2025
1. New board members added, doubling the board

membership to 10.

2. Board training is executed to increase board knowledge of
organizational resilience and sustainability.

3. Volunteer opportunities, including support for two new
funding streams are identified by the board and ED for 2025.

January 2026
1. Review Action Plan, Goals, and Programs.

2. Measure impacts.
3. Report successes to community partners, artistic community,
elected officials.

Program Execution

June 2024
ED trained as Facilitator of Kickstarting an Arts Business.

September 2024
1. Small-sized classes are offered once per year for 6 weeks.

The class is an intensive study of Kickstarting an Arts
Business.
2. One on one consultation offered for a fee.

July to September 2024
Share community grant opportunity with program partners and

get feedback about best timelines and methods to collaborate.

September to October 2024
Final application disseminated and training provided to program

partners to submit requests.
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November to January 2025
1. Announce award program partners.

2. Review process and economic impact through partner
surveys and adapt for next round. Implement rolling
application process.

3. Record webinar on CAC grants and Kickstarting Your Arts
Business.

January 2026
1. Grant opportunity program impact reviewed and evaluated.

2. Report successes to community partners, artistic community,
elected officials.

Impact Reporting needs to be accountable, transparent, and
adaptive.

Goals

S.M.A.R.T.=Specific, Measurable, Attainable,
Results-oriented, Time-bound.
+ Board members increase to 10 by end of 2024.

+ Two new income streams identified and infrastructure needs
funded by January 2025.

+ Launch and accept applications for restructured
Community Grant Opportunity Program.
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