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Planning Initiative  Report 

 

ñOur mission is to be an Arts Council for the Winsted area that will facilitate artistic 

opportunities in all facets of the arts to promote diversity, cultural enrichment, 

economic growth, regional sharing and balance of life.ò  

~  Winsted Arts Council 

 INTRODUCTION 

In February 2010, the Winsted Arts Council filed Articles of Incorporation with the State of 
Minnesota and is currently operating in the city of Winsted with a population of about 2,400 in 
northeastern McLeod County. Following steady progress in organizational development and in 
program operations, the Winsted Arts Council contacted the Center for Small Towns (CST or the 
Center) in January of 2011to facilitate a process that could assist the Council with developing a 
clear set of actions to guide its further development. The Center is a community outreach program 
of the University of Minnesota, Morris (UMM) campus operating since the mid-1990s. Among the 
services of the Center provides is visioning and planning services for local units of government, 
schools and non-profit organizations. The Center draws on resources of the University system and 
particularly  current students at UMM to complete projects.   

PROJECT GOALS FOR THE WINSTED ARTS COUNCIL PLANNING INITIATIVE 

The basic 3-step approach to planning activities utilized by CST is Assessment, Planning and Action. The 

CST goals for the design and implementation of the planning initiative for the Winsted Arts Council 

follow: 

1. Custom design and facilitate a process to assist the Arts Council in developing purpose, values, 

and vision statements and a preliminary action plan to provide critical guidelines for weighing 

options and opportunities. Further, providing a foundation for evaluating if community efforts are 

making a difference. 

a. Develop a 6-hour workshop as the primary component of this process that engages the 

leaders and guests of the Arts Council and results in the the development of the 

documents in Goal 1: Design considerations will include the organizational life stage of 

the Arts Council,
1
 existing time and financial constraints, and community readiness 

indicators
2
 to design a customized planning process for the Arts Council. 

b. Note: Since it is quite difficult and time consuming to complete word smithing of 

organizational documents with a large group; the final draft of these documents is 

intended to be completed by the Arts Council following the workshop. 

                                                             

1 4ÈÅ υ ,ÉÆÅ 3ÔÁÇÅÓ ÏÆ .ÏÎÐÒÏÆÉÔ /ÒÇÁÎÉÚÁÔÉÏÎÓȡ 7ÈÅÒÅ 9ÏÕ !ÒÅȟ 7ÈÅÒÅ 9ÏÕȭÒÅ Going, and What to Expect 
When You Get There 
2 Vision to Action: Take Charge Too, 8, 9 
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2. Create a participatory process that contributes to the capacity of the participating members to 

better understand and complete on-going planning and implementation activities:  

a. Relevant ideas and information about the Arts Council, the arts, culture, and industry in 

the Winsted area will be collected and shared. 

b. The purpose for developing the organization statements and preliminary action plan will 

be fully explained along with the activities that will be required of the Arts Council to 

complete a more detailed project plan. 

c. Making a decision on the ownership of the Creamery buildings is desired in the near 

future. Though determining the feasibility of ownership was not a part of these planning 

activities, a brief discussion about feasibility studies and options for the Council will be 

included during the workshop. 

3. Complete the data collection in May, the workshop on June 4, and submit a written report within 

a week following the workshop. 

 

NEXT STEPS 

The development of the purpose, values, and vision statements and the development of the preliminary 

action plan is the initial step in preparing the Arts Council for the implementation phase. A complete 

project plan will require more details to identify the sequencing of activities, along with the people and 

resources to implement each goal or project. Implementation involves putting the projects on the street 

and building the organizational mechanism to continue planning and implementation on a routine basis. 

 

The remaining sections of this report will describe the workshop activities and introduce the drafts of the 

organizational documents that were created. The next step is finalizing these documents and preparing for 

the implementation phase. The report consists of some of the ideas and information that have been 

collected to assist with decision-making or shaping new innovations, and finishes with brief concluding 

statements. 

BRIEF OVERVIEW 

 

It is useful to consider historical and situational aspects of the community and the Arts Council to help 

provide context for planning. Very brief comments are included here. 

 
THE CITY OF WINSTED IN REVIEW  

Since its founding in the mid-nineteenth century, Winsted has seen economic trends change production 

demands, migration tendencies, and transportation improvements increase the townôs accessibility.  All 

the while, Winsted has remained the small town on the lake.  Winsted was originally inhabited by the 

Ojibwa and Sioux Native American tribes who used the region as a camp for the summer hunting season. 

After the federal government purchase of the area, Winsted was quickly turned into farmsteads.  Trade 

soon blossomed in the region as more people flocked to the fertile lands west of the ñBig Woods.ò  

Lumber and flour mills were constructed in the town in response to the increasing demands for these 

products.  The mills were the first of many industries within the town.  Significant changes in delivery 

and production systems for these products occurred with the construction of the railroads, the advent of 

automobiles. Profits from these early industries built much of the communityôs physical infrastructure.  

As the nineteenth century progressed, the electrical infrastructure afforded new opportunities and the 
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manufacturing industry came to play an increasing role in the cityôs economy.
3
  By the 1960ôs the 

manufacturing workforce was larger than the townôs population.
4
 As the century came to a close, 

however, the interdependent relationship between the farming businesses and mainstreet businesses 

continued to deteriorate; some of the aging manufacturing plants began to close and Main Street began to 

hollow.   

 
THE COMMUNITY RESPONSE 

In 2000, Winsted adopted a comprehensive plan that would guide the decisions of the city for the next 20 

years.  The plan identified one of the primary concerns of the community to be the economic situation of 

Main Street.  As the report explains, ñ[the] emphasis here is not the need to radically rehabilitate the 

downtown atmosphere, but rather to highlight the desire by local residents to keep the downtown area the 

primary place to conduct business.ò
5
  At the time of the Comprehensive Plan, the community also 

indicated the desire for a Community Center and Youth Center.
6
  The end result of the comprehensive 

plan was the establishment of 11 goals that provide a basis for future city planning.  In 2009, the Future 

Land Use section of the comprehensive plan was updated.  At this time the community of Winsted still 

identified the lack of retail development in high traffic areas, such as Main Street, as one of the major 

issues facing the city.
7
 

 

The City also responded by contracting with the Minnesota Design Team in 2004 to investigate 

possibilities for downtown revitalization.
8
  The team identified numerous ways by which the city could be 

renovated to provide a more aesthetically pleasing and welcoming atmosphere.  Many of the solutions 

revolved around the repurposing of underutilized spaces such as uninhabited main street stores and old 

industrial buildings.  The team also identified areas within the community structure that needed be 

strengthened to reinvigorate the town.  Leadership skills and youth involvement/mentoring were some of 

the major areas where improvement was needed. Based upon the recommendations of the Minnesota 

Design Team, Winsted completed a shoreline renovation project and also sent 24 community members to 

the Blandin Community Leadership Program in 2007.  Despite the success and hardships Winsted has 

remained the small town on the lake that is proud of its history and eager to shape its future. 

 
CHANGING DEMOGRAPHY 

According to the 2009 census, the current population of Winsted is 2,463.  That is a significant increase 

from the 2000 population of 2,094.  The population growth has been accompanied by an increase in 

housing units.  In 2000 there were 843 housing units within Winsted.  The number had increased to 1,003 

by the time of the 2009 census.  Of the 2,463 individuals residing in Winsted in 2009, 246 were enrolled 

in elementary school.   Approximately 19% of the population is 65 years and older.  This is nearly 5% 

higher than the McLeod County statistic, which is 14.3% of the population being 65 years or older.  Both 

McLeod County and Winsted, however, have comparable percentages of the 18 years and older 

population.  Despite the elevated percentage of 65 years and older, the median age of Winsted is only 

36.5 years. 

                                                             

3 Winsted Centennial, 1,2,18-20 
4Mid-Minnesota Development Commission, City of Winsted Comprehensive Plan, 5 
5Mid-Minnesota Development Commission, City of Winsted Comprehensive Plan ,52 
6 Mid-Minnesota Development Commission, City of Winsted Comprehensive Plan , 48 
7Municipal Development Group, Inc. Winsted Land Use Plan Update, 7 
8Winsted Downtown Renewal Commission, Winsted Minnesota Design Team Application Packet, 5 
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CURRENT STATE OF THE WINSTED ARTS COUNCIL 

The Winsted Arts Council was founded in 2010 as a non-profit organization for the community of 
Winsted, Minnesota.  As stated on their Facebook page, their mission statement reads as follows; 
Ȱ/ÕÒ ÍÉÓÓÉÏÎ ÉÓ ÔÏ ÂÅ ÁÎ !ÒÔÓ #ÏÕÎÃÉÌ ÆÏÒ ÔÈÅ 7ÉÎÓÔÅÄ ÁÒÅÁ ÔÈÁÔ ×ÉÌÌ ÆÁÃÉÌÉÔÁÔÅ ÁÒÔÉÓÔÉÃ ÏÐÐÏrtunities in 
all facets of the arts to promote diversity, cultural enrichment, economic growth, regional sharing 
and balance of life.ȱ9  The four officers and nine member board of directors is as follows:  Mary Neff 
ɀ President ,  Mike Cummings ɀSecretary , Marie Cummings ɀ Director, Charlotte Laxen ɀ Director, 
Nancy Fasching ɀ Director, Greg Gehrman ɀ Director, Mary Wiemiller ɀ Director,  Rory Wallace ɀ 
Director, Julie Guggemos ɀ Director, Emily Lynch ɀ Director,.  There are currently no paid staff and 
the Council is receiving fiscal sponsorship from the Springboard Center for the Arts in St. Paul. The 
organization has been awarded two of the three grants applied for.   As reflected in the mission 
statement, there is expressed interest in developing the organization into a flourishing regional arts 
center while contributing directly to the economic well-being of the community.  
 

Thus far, the Winsted Arts Council has experience hosting successful events such as the initial ñArt in the 

Parkò in 2009 and the expanded ñArt in the Parkò in 2010, ñAn evening of short stories featuring 

McKnight artist John Jodzioò, and ñBooks & Barsò.  These events brought the community of Winsted 

together, attracted artists to Winsted, and brought well known events such as the ñBooks & Barsò to the 

people of Winsted. 

 

The organizational presence of the Winsted Arts Council derives primarily from their personal page on 

the social network Facebook, as well as a website that is currently being constructed.  The local paper, the 

Herald Journal, provides consistent coverage on the Winsted Arts Council activities.  It is the hope of 

many on the council to produce a column in the Herald Journal that details the events being held by the 

Winsted Arts Council, and to provide feedback to the Winsted community. 

 

A significant consideration for the Council is a group of buildings that has been offered to the Council for 

use as a regional arts center. The Winsted Creamery was founded May 1, 1929 and has been a prominent 

asset to the Winsted area
10

. The current owner, Greg Gehrman, is a member of the Arts Council board and 

has made numerous improvements to the property with the focus of eventually operating as a regional arts 

center. The main building is a now-defunct creamery including an open space with potential for classes, 

performance, and exhibits. A second building has been identified as potential artist-in-residence 

dormitory and library. A third outbuilding has usable storage space.  Mr. Gehrman and the Arts Council 

have expressed interest in the transfer of ownership of the property to the Arts Council. This has become 

a focal point by the Arts Council for discussions concerning potential and future operations. 

 
INTERPRETATION FOR THE ARTS COUNCIL  

Combined, these indicating snippets of information in this overview section offer a glimpse of historical 

development and adaptation that reveal a small, growing city with considerable resiliency. The 

community offers significant potential for an ambitious organization like the Winsted Arts Council to take 

root and begin to foster cultural and economic growth. The increasing growth rate of Winsted creates a 

                                                             

9 Winsted Arts Council Facebook 

10 Winsted Centennial, page 61-62 
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population that is interested in social activities.  A strong and successful Arts Council could undoubtedly 

aid in providing an outlet for community engagement while simultaneously contributing to the 

completion of many of the goals the community identified in 2000. The current economic situation on 

Main Street could be bolstered by Arts Council sponsored programs that draw individuals from around 

the region, including the metropolitan area.  Increased automobile, bicycle and pedestrian traffic in the 

downtown area could make Main Street a more attractive location for new or expanding business.  The 

presence of a strong Arts Council could also be an avenue for the often disconnected youth population to 

be more involved within the community, and for cultural activities to lead in preserving the heritage of the 

city.  What all of these factors suggest is that Winsted is ready for a community organization that can 

unite diverse populations in the community to strengthen both the city social fabric and the economy.  

Winsted appears well poised to support and benefit from the Winsted Arts Council. 

THE STRATEGIC PLANNING WORKSHOP 

On June 4, 2011 at the Winsted City Hall, members of the Winsted Arts Council convened for a Strategic 

Planning session that was facilitated by David Fluegel from the University of Minnesota Morris Center 

for Small Towns.  The group worked on cultivating connections and tools that would help the Winsted 

Arts Council create preliminary action plans with both short and long-term goals.  The session began with 

a reading of the groupôs current mission statement, 

ñ...to be an Arts Council for the Winsted area that will facilitate artistic opportunities in all facets of the 

arts to promote diversity, cultural enrichment, economic growth, regional sharing and balance of life.ò 

The workshop activities led the group in developing drafts of the Winsted Art Councilôs purpose, values, 

and vision statement.  Don Adams of the Institute for Cultural Democracy states, ñ[mission, values and 

vision] describe what youôre trying to do, how you want to go about it, and where youôre headed.ò
11

 

These conceptual statements of an organization are fundamental in creating a base upon which to take 

action.  Each layer of meaning focuses the intentions of the Council by narrowing the multitude of 

possibilities into manageable options for output.  Coaching an organization into articulating its purpose, 

values, and vision is the first step toward helping identify and prioritize action steps that need to be taken. 

 
INTRODUCTIONS  

The group began by introducing themselves to each other by indicating what brought them to 
Winsted, how long they have lived here, and by sharing their artistic interests  and what kind of 
Council work  they like. The introduction information was collected to aid in asset mapping of the 
CÏÕÎÃÉÌȭÓ ÍÅÍÂÅÒÓȢ )Î ÏÔÈÅÒ ×ÏÒÄÓ ÂÙ ÂÅÔÔÅÒ ÕÎÄÅÒÓÔÁÎÄÉÎÇ ÅÁÃÈ ÏÔÈÅÒȭÓ ÉÎÔÅÒÅÓÔÓ ÁÎÄ ÐÒÅÆÅÒÅÎÃÅÓȟ 
it may be easier to match the work of the Council with its participating members. 
Below is a transcription of the introduction statements. 

¶ Petie Litffin: 70+ years in community. Was a teacher in the schools.  Likes photography and 

gardening.  Has wanted this to happen for a long time. Life-long resident. 

¶ Nancy Fasching: Interested in being a part of what art can bring to Winsted.  Has a young family. 

 Grew up in a small town. 

¶ Mary Neff: 16 years in community. Moved here from Madison WI.  Had a lot of arts activity in 

Madison and wants to bring that to Winsted.  Interested in Administration and working with 

people. 

                                                             

11Adams, The Pillars of Planning 
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¶ Mike Cummings: 28 years in community. Musician and enjoys the study of music. Would like to 

see the musical scene improve. 

¶ Marie Cummings: Grew up in Winsted.  Interested in stained glass and bead making. Worked at 

an art gallery in Mound. 

¶ Greg Gehrman: Originally from Wayzata and moved to Winsted five years ago to buy the 

hardware store. Took welding classes at a community arts center.  Likes seeing people express 

themselves and having groups work well together.  Loves to create. Renovation with artistic 

repurposing. 

¶ Charlotte Laxen: Loved art growing up. Went into art education.  Persued art full time in 1988. 

 Spent time in southern Minnesota and was integrated into the arts culture and system. Wanted to 

bring something back to Winsted. Very familiar with the effects of the arts scene in Lanesboro; 

sees Winsted on the cusp of an exciting time. 

¶ Ralph Millerbernd: Went to the metro area after WW II but came back when his dad wanted to 

retire from his manufacturing business in Winsted.  Always created solutions for industrial needs; 

now turning his business over to his son and is currently taking classes in sculpture. Grew up in 

Winsted. 

¶ Mary Wiemiller: 45 years in community. Her familyôs focal point was the arts, particularly 

theater. She thought everyoneôs house was filled with art and music and a little controlled chaos. 

She enrolled in a watercolor class at the University of Minnesota, which renewed her interest in 

the arts after the move to Winsted proved difficult do a lack of artistic presence in the community. 

The Winsted Arts Council impressed her with its varied talents; ñPractical vision with wings,ò 

and a why canôt we do this attitude.  Knows the arts can be a tool to economic revival. 

¶ Julie Guggemos: 14 years in community. Liked to flip through the arts section in the paper as a 

kid.  Moved to Winsted.  Could commute to the Cities to see artistic performances.  Wants to 

bring artistic opportunities to children in small towns ñébecause small towns get shafted.ò 

Passionate. 

¶ Diane: Five years in community. Used to go dumpster diving after divorce and turned it into art. 

 Saw life after divorce as survival. 

¶ Pat: Interested in gardening and refurbishing things.  Living in Winsted for 32 years. 

 
PURPOSE 

Developing a draft purpose statement started with reviewing the reasons for creating one. 
%ÓÔÁÂÌÉÓÈÉÎÇ Á ÐÕÒÐÏÓÅ ȰȣÈÅÌÐÓ ÐÁÒÔÉÃÉÐÁÎÔÓ ÓÔÁÒÔ ÔÈÉÎËÉÎÇ ÁÂÏÕÔ ÔÈÅ ÃÏÍÍÕÎÉÔÙȣȱ ÁÎÄ ÂÅÇÉÎ 
ȰȣÂÕÉÌÄÉÎÇ Á ÃÏÍÍÏÎ ÇÒÏÕÎÄ ÏÆ ÕÎÄÅÒÓÔÁÎÄÉÎÇȢȱ12 Developing a clear purpose is vital to the later 
cultivation of values and vision because gives meaning for existence. Participants were asked to 
answer the questions Ȱ7ÈÁÔ ÉÓ ÔÈÅ 0ÕÒÐÏÓÅ ÏÆ ÔÈÅ 7ÉÎÓÔÅÄ !ÒÔÓ #ÏÕÎÃÉÌȩȱ ÁÎÄ Ȱ7ÈÙ ÄÏ ×Å ÅØÉÓÔȩȱ 
Below is list of each groupôs statements that were written of flipchart paper.

13
 

Group 1: 

ƀ Bring something new to Winsted 

ƀ Provide a voice to the artistic community of Winsted 

ƀ Make Winsted a better place with lots of options for people 

ƀ Retain and attract people with interesting and exciting opportunities 

ƀ Welcoming people to our community through media/public outreach 

                                                             

12 Green et al., Vision to Action: Take Charge Too, 19 
13 Appendix E, Purpose, p. 46 
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ƀ Have a wide variety of options that opens the community to the outside 

Group 2: 

ƀ To provide artistic outlets/exposure to draw people in and to retain residents 

ƀ To provide more diversification in growth opportunities/education/balance of life 

ƀ To have an official arts organization to lead and maintain an artistic presence in the 

community 

ƀ To draw out local talent 

ƀ Identification as a credible organization as an equal partner with other community 

organizations 

ƀ To participate in the economic change/climate of the community 

Group 3: 

ƀ To support each other; Encouragement 

ƀ Community betterment/balance 

ƀ Provide opportunities for expression and education LOCALLY 

ƀ Create working spaces for creation, education, exhibition, performance 

ƀ Foster a visible culture that encourages the arts in an open, inclusive manner 

ƀ Public awareness/accessibility/marketing 

ƀ Encourage arts entrepreneurs/economic development 

ƀ Defeat stereotypes/negative presumptions 

ƀ Art has intrinsic value that deserves support (including monetary support) 

 

After each group had presented their ideas, discussion was opened to the whole group.  Common themes 

that presented themselves within the large group discussion ranged from betterment of the community to 

validation of the arts.  The most common topic voiced was opportunity within the community to provide a 

voice for artists and encouragement of economic development.  Following the facilitated discussion, it is 

suggested the group select a task force to redraft and solidify the purpose into a clear, concise statement. 

 
VALUES  

Once purpose was established, the focus shifted to developing a statement of the values of the Arts 
Council. Exploring and determining commonly held, essential values to an organization is a 
powerful building block for group ownership, motivation and action. The group was asked to 
respond to the ÑÕÅÓÔÉÏÎȟ Ȱ7ÈÁÔ ÁÒÅ ÔÈÅ ÃÒÉÔÉÃÁÌ ÖÁÌÕÅÓ that our members share ÉÎ ÃÏÍÍÏÎȩȱ  These 
values will serve as guidelines ÆÏÒ ÔÈÅ ÏÒÇÁÎÉÚÁÔÉÏÎȭÓ ÆÕÔÕÒÅ ÄÅÃÉÓÉÏÎ-making which can have a 
profound impact on what action is ultimately taken. 
Below is listed a breakdown of each groupôs statements.

14
 

Group 1: 

ƀ Recognition of personal expression 

ƀ Appreciation of arts 

ƀ Creating a better community 

ƀ Vital Place 

Group 2: 

ƀ Personal expression is of great value 

ƀ Retain existing human capital 

ƀ Art enhances life 

ƀ We want our community to thrive 

                                                             

14 Appendix E, Values, p. 47 
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ƀ We want to be a ñGO TOò place 

Group 3: 

ƀ A sense of community 

ƀ All ages participate fully in the community 

ƀ Decency 

ƀ All art forms 

ƺ Visual, Folk Art, Culinary, Performance, Literary 

ƀ Accessibility 

 

After small group discussion, the lists were shared and discussion opened once again to the large group.  

Values consistently mentioned were community, personal expression, appreciation of all forms of art, and 

the vitality of Winsted as an arts community. 

 
VISION  

Once the group had identified its purpose and values, the next step was to formulate a vision for the 
future.  The critical question for this exercise wasȟ Ȱ)Ô ÉÓ ÔÈÅ ÙÅÁÒ ςπσπȢ 9ÏÕ ÈÁÖÅ ÓÕÃÃÅÓÓÆÕÌÌÙ 
ÃÒÅÁÔÅÄ ÔÈÅ ÉÄÅÁÌ ÁÎÄ ÄÅÓÉÒÅÄ 7ÉÎÓÔÅÄ !ÒÔÓ #ÏÕÎÃÉÌȢ $ÅÓÃÒÉÂÅ ×ÈÁÔ ÔÈÅ ÃÏÍÍÕÎÉÔÙ ÉÓ ÌÉËÅȩȱ Since the 
question was framed as the ideal future outcome the group was able to imagine all of the 
possibilit ies for the organization without current restraints such as financial ability and human 
capital. Creating a series of shared vision statements provides an organization with a clearer sense 
of where it is going.  Recognizing what the organizationȭs shared visions are can make action 
decisions easier by identifying desired outcomes. 
 
Below is a list each participantôs response to the critical question. 

ƀ Full function arts center where people can express themselves with very calm atmosphere with a 

lot of traffic, more small businesses, hotels, restaurants, more housing. 

ƀ Attractive down town, lots of destination places (amphitheater, parks, coffee shops & diners, 

playhouse, arts center, eclectic shops) all with things happening!, regular activities, healthy 

businesses, lots of volunteer efforts and involvement by residents, all ages involved. 

ƀ Down town full of cars! Shopping and passing time ñin townò in galleries and spaces with more 

diversity. 

ƀ The local schools have vibrant arts and music programs that tie into local resources (musicians, 

artists) and also bring in artist-in-residencies for the community at large to foster multi 

generational engagement. An art based dance program is housed in town. Art shanty exhibits on 

Winsted Lake in winter and dragon boat fest in summer. We have an art bike rally that traverses 

the Luce line trail, using art and the trail to bring people together. 

ƀ The Downtown is vibrant. People are lunching in the park as families play together. Friends meet 

in interesting shops. The town marquee announces the latest plays and exhibits and classes at the 

art center. There are various B&Bôs listed in the town businesses- all full this weekend- by the 

way. The paved bike trail brings many new visitors each week. Reunions happen here and people 

are comfortable living here with facilities that support all ages. 

ƀ Cafés serve residents and visitors that patronize the Creamery and the local shops. The cafés are 

gathering spots for discussion, music and readings. They also exhibit local art. 

ƀ Classes, performances, exhibits, events are in full swing at the creamery. Artists have store fronts 

in downtown Winsted. 

ƀ It would have a music facility for performance and classes. 

ƀ It has an art center with classes and facilities for all forms of art expression with active 

participants of all age groups. 
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After considering individual hopes for the organizationôs future, the participants were asked to converse 

with others at their table. These small breakout sessions were intended to encourage individuals to 

indentify, share, and improve their statements with the large group.  Once the large group was 

reconvened, the group was instructed to find similarities and identify themes.
15

 In this context, themes are 

the shared underlying motivations behind the drafted vision statements.  The themes identified by the 

large group could be used to guide future development of the organization.  Group-wide discussion was 

held with great attention to word choice.  Consensus ultimately emerged on three prominent themes for 

the vision: community vitality, artistic vitality, and economic vitality.  Each theme was then assigned to a 

table and the participants were asked to move to tables corresponding with their preferred interests. At 

this point the community vitality group split in two because of its size.  Although the group had dispersed 

itself relatively evenly, it is interesting to note the community vitality theme had the most participants. 

 

In the thematic groups, participants were asked to review the vision statements and identify the items 

most closely aligned with their theme.  Then, each group was directed to develop preliminary action plans 

for one of these items utilizing an action planning worksheet. This worksheet helped to identify key 

elements to give a clear idea of the necessary timing, resources, human capital, and action for project 

completion.
16

 This initial planning is a starting point, but completing action planning worksheets around 

the remaining action items in the vision statements will create a comprehensive written plan. 

 

 

Below describes Community Vitality Group 1Aôs Preliminary Action Plan
17

 

 

Vision Theme: Community Vitality  

¶ Project: Get the word out 

¶ Purpose of Project: To let the community know who we are 

¶ Time frame for completion: June 2011 

¶ Date: 6/4/11 

¶ Critical Steps: Get website set up w/ Dan Birkholz. Get logo on ruminations column preferably in 

color. Article on strategic planning workshop. 

¶ Who will be involved: Julie, Mary Neff and Charlotte 

¶ Resources available: Herald Journal, John Davis/Lanesboro 

¶ Information and assistance needed: Tech help, planning and review time, notes from David 

Fluegel, identified funding source for web design and hosting. 

¶ Time to complete task: 1 month 

¶ How will you know if it succeeded?: Website up and running, logo on article, article in paper 

¶ What difficulties do we anticipate and how will we deal with them (or put them on the agenda): 

Time to spend on our assignments, website possible budget constraints 

¶ Temporary Project Contact: Julie G. or Mary Neff 

¶ Phone: Julie: 612-226-4454 Mary: 612-202-7736 

¶ Suggested chair for project: Julie Guggemos- juliekg@tds.net 

¶ Names of others to involve: TBD 

                                                             

15 Appendix E, Visioning Breakout, p. 48 
16 Strategic Planning Worksheet, P. 53-54 
17 Appendix F, Community Vitality Group 1, p. 50 

mailto:juliekg@tds.net
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¶ 30 Day Goal: 1. Website up and running, 2. Logo on article column, 3. Article on strategic 

planning workshop published 

¶ Next suggested meeting date: June 14, 2011 

 

 

Below describes Community Vitality Group 1Bôs Preliminary Action Plan
18

 

 

Vision Theme: Community Vitality  

¶ Project: Joint Planning Winsted 125 

¶ Time frame for completion: June/July 2012 

¶ Critical Steps: Liaison from WAC to attend planning w/ city, define a WAC ñCelebration 

Project,ò contest and vacant building, implementation of WAC logo in Winsted 125. 

¶ Who will be involved: Arts council board, Mary W., Rory Wallace, Greg, develop task force at 

meeting 

¶ Resources available: Gary Lenz, Tom Ollig, Dale Maus, Grant for Public Art Project SMAHC, 

City Administrator, Chamber of Commerce, Sherwin Schwartzrock, Festival Committee, City 

¶ Information and assistance needed: Schedule of meetings for 125 planning, Signage materials 

(banners or hard signs), Economic/City/Chamber 

¶ Time to complete task: Ongoing, Spring of 2012 

¶ How know successful: When we celebrate, implementation 

¶ What difficulties do we anticipate: Personnel (need people), longer list of people doing less work 

¶ Temporary project contact: Greg Gehrman and Ralph Millerbernd 

¶ Phone: 612-501-0216 

¶ Suggested Chair for project: Rory W. for Public Art Contest, Ralph or Greg for signage concept 

¶ Names of people to contact: Gary Lenz, Dale Maus, Tom Ollig (Festival Committee), Jeff 

Campbell (Winsted Chamber of Commerce) 

¶ 30 day goal: Define public art project, contact city group for 125 planning, develop task force for 

signage 

 

Below describes Artistic Vitality, Group 2ôs Preliminary Action Plan
19

 

 

Vision Theme: Artistic Vitality  

¶ Project: Completion of Arts Center 

¶ Purpose: Physical place for art events 

¶ Time frame: April 2012 

¶ Members developing plan: Mike and Marie Cummings 

¶ Date: 6/4/11 

¶ Critical steps: Landscaping, indoor remodeling, feasibility study, develop program plan. 

¶ Who will be involved: Greg Gehrman, talent within the board, market study? 

¶ Resources: Funding 

¶ Information needed: Feasibility study (legal and economic), Greg provides detailed information 

                                                             

18 Appendix F, Community Vitality 2, p. 51 
19 Appendix F, Artistic Vitality, p. 52 
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¶ Time to complete: 3-6 month for Feasibility study 

¶ Successful: When building is functioning and report documented 

¶ Difficulties: Size of venue? Man power to complete building? Funding? 

¶ Temporary Project Contact: Greg 

¶ 30 day goal: Investigate initiating a feasibility study 

 

 

Below describes Economic Vitality, Group 3ôs Preliminary Action Plan
20

 

 

Vision Theme: Economic Vitality  

¶ Project: Paid Staff 

¶ Purpose: Feasibility of obtaining paid staff person 

¶ Time frame: 6 months 

¶ Members of task force developing plan: Charlotte, Petie, Nancy 

¶ Date: 6/4/11 

¶ Critical Steps: Define role and timelines, budget, raise funds to support position, define outcomes, 

where will they office? 

¶ Who will be involved: Board members, Nancy, Julie 

¶ Resources available: Board members, Grants, Springboard for the Arts, Forecast Public Arts, 

John Davis, Memberships, Greta 

¶ Information needed: Job description, Dollars available, timeline to self-sufficiency 

¶ Time to complete: Job description- temp paid staff, internship, research grants (1 month), obtain 

grants (6-12 months) 

¶ Success: Hired staff person(s) working toward goals of the arts council 

¶ Difficulties: How to bring community along with us 

¶ Temporary contact: Nancy 

¶ Phone: 320-485-3999 

¶ Suggested chair: Nancy & Charlotte 

¶ 30 day goal: Job description, research grand funding 

¶ Next suggested meeting: 3 weeks information gathering connection June 29 at 7:45 

 

Recognition among community members could ignite interest and excitement within the community 

while also intriguing volunteers and bring about more support at events.  The community vitality group 

worked on solutions for getting the word about the council out and greater community involvement.  

Ideas for getting the word out included deciding on a 125
th
 celebration project and inviting the new city 

administer to future board meetings.  In the vision breakout session the two community vitality task force 

teams decided to center their attention on getting the name of the Winsted Arts Council out into the 

community.  One of the solutions was to place the cow logo on street corners, which is a form of 

branding. Branding is a recognition tool that allows members of the community to associate something 

like a logo directly with an organization.   

 

Focus with the artistic vitality group was primarily based on the completion of the Art Center, adopting 

mentoring programs, and the promotion and coordination of future events. In the vision to preliminary 

                                                             

20 Appendix F, Economic Vitality, p. 49 
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action break-out the group worked on the physical goal of completing the refurbishing of the creamery 

into the Arts Center.  Realistically finishing the creamery is not something that could be done in 30 day 

time span, however, short-term goals such as these could be developed to make action competition seem 

attainable and serve as a way to ascertain an estimate as to how long completion will take. 

 

Major themes the economic group honed in on were marketing, partnerships, obtaining a paid staff 

member and conducting a feasibility study of obtaining the creamery.  These areas and the subtopics 

within them were judged to be fundamental in the further development of the council.  Once the groups 

were instructed to focus on a particular topic, the economic vitality group worked on ways to obtain a 

paid staff member for the Winsted Arts Council.  The position was ultimately seen as a way to ensure the 

council continued moving forward on its initiatives and take pressure off of the current entirely volunteer 

force. 

 

After each thematic group had discussed their vision and potential action steps to attain said vision, the 

group as a whole began considering project leaders as well as assets within their board of directors.  This 

process was undertaken at the end of the workshop and was not completed.  Identifying members of the 

Winsted Arts Council or greater community who would oversee the preliminary action items developed in 

the workshop is one of the last steps to be taken before a solidified action plan is developed. 

 

The process carried out at the workshop was intended to guide the Winsted Arts Council through the 

development of preliminary action plans.  The development began with an identification of the 

organizationôs purpose and future vision, which were then translated into mission statements.  From the 

groupôs individual mission statements themes were found that served as the base for the development of 

action areas.  The action areas received preliminary work, and were designed to provide structured 

experience in identifying areas for action and beginning to work through the planning process.  As will be 

explained in greater depth in the following section, planning is a continuous process, but each phase 

builds heavily on the previous one.  The workshop built much of the foundation upon which more 

concrete planning can be carried out. 

NEXT STEPS 

Making the organizational vision a reality is a process. The first step is to clearly articulate purpose, 

value, and vision statements.  With the initial drafts of these statements already completed during the 

workshop, final drafts need to be developed by a Council project team and approved by the Council 

board. These statements serve as guides to ensure continuity in later making decisions and initiate 

innovation. The preliminary action planning initiated during the workshop provided examples of creating 

action plans within each of the three vision statements and serve as a guide for further planning. 

Completing a final action plan that is ready for board approval involves a Council project team utilizing 

these examples to develop a more comprehensive and well thought set of action plans.  Blank worksheets 

are included in the Appendix.  

 

The Center for Small Towns can assist with future work of the Council. CST staff are available for 

consultation on completing this workplan, UMM faculty could conduct the desired feasibility study to 

help answer the question of ownership of the three buildings offered to the Council, and UMM students 

could assist in the further collection of data and completion of the action plans. 
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Implementation  

Once the Council has a written plan of action, they should consider how to best implement the project on 

a long-term basis. This includes assessing the commitment of those involved and their understanding of 

the goals and objectives and their individual roles. In general, the following activities can help clarify the 

plans, identify resources and increase community involvement during the implementation:  

1. Seeking additional input and information 

2. Identifying and mobilize resources 

3. Further developing a communications network 

Seeking additional input from the community is an excellent way to both gauge interest in action projects 

and identify alternative ways of achieving the actionôs goals.  Individuals with a stake in the outcomes of 

an action will be interested in contributing their ideas for implementation of action.  Key community 

decision makers can also bring useful experiences and information to the conversation.  Potential 

opponents can be a valuable resource in improving the action plan ideas by providing a critical 

perspective on the action project.  Conversing openly with any and all of the aforementioned individuals 

and groups about an action project can ultimately bring about a better action plan. 

 

Another aspect in creating an action plan is gathering additional information to gain a complete 

understanding of the task and what it will entail. The information gathered at this stage includes 

identifying resources that are already available to the organization.
21

  Concurrently, an understanding of 

what resources other area organizations have can be valuable, especially if they are willing to collaborate.  

Identifying what items cannot be attained through the organization or its network connections can guide 

decisions about what alternative resource channels need to be investigated.  These options can range from 

local business sponsorship to grant funding from the regional, state, or private arts boards.   

 

Identifying individuals and their skills within the community and the council is an initial step towards 

solidifying an action plan.  In the greater community individuals who hold positions of power within the 

city may not be currently involved with the Winsted Arts Council.  These individuals could be useful 

networking connections and information resources.  Identifying who these individuals are and contacting 

them can be a quick and low cost way to spread knowledge of the council and its actions.  Recognizing 

the strengths of the individuals already within the organization is equally crucial to efficiently running the 

organization.  Taking an inventory of the skills available within the organization can identify previously 

unknown strengths and weaknesses.  Weaknesses that are found can be either worked on by the group, or 

can be supplemented by bringing in community members outside of the organization. 

 

Vital for any organization is forging new connections with other individuals and organizations to build 

human, financial and material capital.  Established and relatively strong organizations within the 

community, such as PTOs or religious organizations, can provide resources in planning and executing 

events.  Communication with local groups can also spread awareness about an organization within the 

community.  Co-sponsorship of community events offers an opportunity to utilize the resources of 

another organization while simultaneously spreading the message of the Winsted Arts Council to the 

greater community.  Integration of the Winsted Arts Council programs into after school programs could 

also serve as an effective way to engage the community.  The engagement could be especially high in 

elementary school where parents are heavily involved. 

 

                                                             

21Green et al., Vision to Change: Take Charge Too, 38-9 
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Monitoring and evaluation  

To reach the desired future, it is important to have some method for monitoring and assessing the change 

that is occurring. For example, yearly objectives can be established as measures of progress. Also, an 

evaluation during the year can help indentify adjustments that might be needed and at the end of the year 

to help determine the successes achieved, lessons learned, who helped, what resources were used and who 

provided them.  

 

Inevitably, many volunteers will be involved and it is important to recognize their time and effort. 

ñFor example, one small community organized a ñHats Off Banquetò and invited everyone in town.  The 

members of each project team created a hat and then took their hats off to each other as the 

accomplishments of every team were announced.  At the end of the ceremony those without hats were 

invited to join a project team, become active participants and don the hat of their choice.ò
22

 Rewarding 

participants is appreciated along with inspiring others within the community to join the organization.   

CONCLUSION  

Strategic planning workshops are vital towards bringing a group with idiosyncratic visions, themes, and 

values toward a consensus.  Outside resources have advantages and disadvantages towards assessing 

community readiness and formulating a meaningful and valuable workshop.  We first begin by collecting 

data from sources that already exist and continue to discover new ways of obtaining primary data from 

real life situations such as windshield surveys. A community profile is assembled and used to determine 

the readiness of the community.  In the CST research, Winsted, by far, represented a community that is 

ready for promotion of the arts by a skilled and well-functioning arts council.   

 

The strategic planning workshop focused on developing purpose and values, creating a vision statements 

with three themes, describing feasibility studies and their relevance to an arts council, and finally 

developing a preliminary action plan.  The preliminary action plans can be further refined to ultimately 

bring about action.  Met with excited and diligent board members as well as members from the Winsted 

community, the strategic planning workshop sparked the creative minds of many. It was a privilege on the 

part of the Center for Small Towns, and the University of Minnesota Morris, to be invited to the 

community of Winsted in order to assist and support such an important and excited arts council.   

 

                                                             

22Green et al., Vision to Change: Take Charge Too, 44 
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APPENDIX A: JUNE 4 WORKSHOP ɀ POWERPOINT PRESENTATION 

Strategic Planning Workshop

Winsted City Hall

June 4, 2011

 

 

Fig. 1 

Slide 1 

Fig. 2 

Slide 2 
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Facilitation team:

David Fluegel, Community Program Specialist

Samantha Bruno: UMM õ13, Studio Art and Art History
Ian Patterson: UMM õ12, Political science and 

Chemistry

¾Introductions
ÅWhat are your interests/passion for the arts 

council? 

ÅWhat do you like to work on?

Fig. 3 

Slide 3 

Fig. 4 

Slide 4 
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¾Interesting and Energizing Process

¾Individual and group activities

¾Breaks-individual and group

¾Total time estimate

¾Outdoor options

¾Questions or suggestions

Develop Purpose 

and Values

Develop Vision

Develop 

Preliminary 

Action Plan

Feasibility 

Discussion

Fig. 5 

Slide 5 

Fig. 6 

Slide 6 
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¾History

¾Community Profile

¾Local / Area Plans

¾Arts Groups, Plans, Issues

¾Winsted Arts Council 

¾Brief Presentation of ideas and concepts 

¾Communities - constant state of change

¾Community / Organization Readiness

Fig. 7 

Slide 7 

Fig. 8 

Slide 8 
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¾Visual Assessment

¾Site Visit

¾Homework - Asset Mapping

Fig. 9 

Slide 9 

Fig. 10 

Slide 10 
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¾Population

¾Economics

¾Education

¾Health care

¾Tourism

Fig. 11 

Slide 11 

Fig. 12 

Slide 12 
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¾Planning gives way to natural evolution

WORK

HOMEPLAY

15-60mins

2 HOURS

SHOP
15-45mins

ðUrban Ecology of Chicago School

¾Visible, multiple philanthropic orgs

¾Networks/Orgs that provide 

training/other opportunities

¾Amenities (Quality of Life, Affordability)

¾Public sector investment
ÅBuildings to live and work

ÅParks and Recreation

Fig. 13 

Slide 13 

Fig. 14 

Slide 14 
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¾National 
Å12 critical issues

¾State 
ÅWhoõs who on the state listing of orgs

ÅRural Arts & Culture Summit; 6/8 -11; Fergus Falls

¾Internet
ÅFacebook , interactive websites

¾Space for artists to live and work together

¾Recruit more artists

¾Develop more forums for artists to 

promote their work

¾Work with Artists directly and not just 

institutions

¾Promote and develop amenities central 

to artists

Fig. 15 

Slide 15 

Fig. 16 

Slide 16 
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¾Hire regional artists for special projects

¾Showcase regional artists when 

recruiting employees

¾Document artistic communityõs 

significance

¾Stress potential of artistic 

entrepreneurship opportunities

¾Develop space for network, workshops, 

etcé.

¾Collective ways of providing health 

insurance

Fig. 17 

Slide 17 

Fig. 18 

Slide 18 
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¾Structure & Development

¾Program history

¾Documented presence

¾Potential ownership of Creamery 

property for activities

òOur mission is to be an Arts Council for 

the Winsted area that will facilitate artistic 

opportunities in all facets of the arts to 

promote diversity, cultural enrichment, 

economic growth, region sharing and 

balance of life. Please join us!ó

Fig. 19 

Slide 19 

Fig. 20 

Slide 20 






























































