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Winsted Arts Council

Planning Initiative Report

A Our mi skeanAnts douwncil foothe Winsted area that will facilitate artistic
opportunities in all facets of the arts to promote diversity, cultural enrichment,

economic growth, regional sharing and bal ance

~ Winsted Arts Council

INTRODUCTION

In February 2010, the Winsted Arts Council filed Articles of Incorporation with the State of
Minnesotaand is currently operating in the city of Winsted with a population of about 2,400 in
northeastern McLeod CountyFollowing steady progress in organizational deelopment and in
program operations, the Winsted Arts Council contacted the Center for Small Towns (CST or the
Center)in January of 20110 facilitate a process that could assist the Council with developing a
clear set of actions to guide its further develpment. The Center is a community outreach program
of the University of Minnesota, Morris (UMM) campus operating since the mit990s. Amag the
services of the Center provides igisioning and planning services for local units of government,
schools and nonprofit organizations. The Center draws on resources of the University systeand
particularly current students at UMMto complete projects

PROJECT GOALS FOR THE WINSTED ARTS COUNCIL PLANNING INITIATIVE
The basic &tep approach to planning activitigiilized by CST is Assessment, Planning and Acfidre
CSTgoals for the dsign and implementation of théanning initiative for the Winsted Arts Council
follow:

1. Custom design and facilitate a process to assist the Arts Council in developing purpese, va
and vision statements and a preliminary action plan to provide critical guidelines for weighing
options and opportunitiesurther, providing doundation for evaluating if community efforts are
making a difference

a. Develop a énour workshoms theprimary component of this procedmtengage the
leaders and guests of the Arts Council and results ithéhdevelopment of the
documentsn Goal I Designconsideations will inclulethe organizational life stage of
the Arts Councif existing time andinancial constraintsandcommunity readiness
indicators$ to design acustomizedlanning 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; thalfitraft of these documents is
intended to be completed by the Arts Council following the workshop.

14EA v ,EEA 30ACAO T £ .11D00 £FEO | (BoiAgl aadWwih@xEoiEkpéoy, 7 EA OA
When You Get There
2Vision to Action: Take Charge Too, 8, 9

91
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2. Create a participatory process thantributes tdhe capacity of the participating membays
better understand and completegming planniig and implemastation activities:
a. Relevant ideas and informatiabou the Arts Council, the artsulture and industryn
the Winsted arewill be collected anghared
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
completea more detailed projeplan
c. Making a deision on the ownership of the Creambryldings is desired in the near
future. Though determinindpé feasibility of ownersh wasnot apart of theseplaming
activities abrief discussion about feasibility studies and options for the Couiitibe
included during the workshop
3. Complete the data collection in May, the workshop on June 4, and submit a written report within
aweek following the workshap

NEXT STEPS
Thedevelopmenof the purpose, values, and vision statements andetedopment of the preliminary
action planis the initial step in preparinipe Arts Council for the implementation phasecomplete
project pan will require more details to identify the sequencing of activities, along with the people and
resources to implement each goal or projiEnplementation involves putting the projects on the street
and building the organizational mechanism to contlaaning and implementation on a routine basis.

Theremaining sections of this report will describe the workshop activities and intrtdhaefts of the
organizational documents thaere created. The next stefdiiglizing these documents and preparfor
the implementation phase. The report consists of sort@adfleas and information that have been
collectedto assist with decisiemaking or shaping new innovatigrendfinishes withbrief concluding
statements.

BRIEF OVERVIEW

It is useful to cosiderhistorical and situational aspects of the community and the Arts Council to help
provide contexfor planning Very lrief comments are included here.

THE CITY OF WINSTEIN REVIEW

Since its foundingn the midnineteenth century, Winsted has seeorn®mic trends change production

demands, migrationtendencissn d tr ansportation i mprovements incr

the while, Winsted has remained the small town on the lake. Winsted was origihaltited bythe
Ojibwaand Soux Naive American tribes whased the region as a camp for the summer hunting season.
After the federal government purchasdhefarea Winsted wa quickly turned intdarmsteads. Trade

soon blossomed in the region as more people flocked to thefatdsve st of t he ABi g Woo

Lumber and flour mills we constructed in the town in response to the irgireagdemands for these

products The mills were the first of many industries within the tovignificant changes in delivery

and production systemerfthese products occurred witleconstruction of theailroads the advent of

aut omobil es. Profits from these ear lifrastruatideu st ri es
As the nineteenth camy progressedhe electrical infrastructurefafded new opportunities and the
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manufacturingndustrycane t o pl ay an i ncr eas’iBwyg trhoel el 9i6n0 6tsh et hcei
manufacturing workforce wa’Asthecentusy cameéthacioset he t owno
however the interdependenelationship between the farming businesses and mainstreetssess

continued to deterioratepme of the aging manufacturing plants began to close and Main Street began to
hollow.

THE COMMUNITY RESPQGE

In 2000, Winsted adopted a comprehensive planwiould 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 expl ains,lta®@the he] emph
downtown atmospherbut rather to highlight the desire by local residents to keep the downtown area the
primary pl ace t @tthetmedfuihe Comprehsnsive ®lans theccommunity also

indicated the desire for a Community Cerard Youth Centet. 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 aprehensive plan was updatedt this time the community of Windestill

identified the lack of retail development in high traffic areas, such as Main @seat of the major

issues facing the city.

The City also responded by contracting with #enesota Design Team in 2004 to investigate

possibilities for dowrdwn revitalizatiorf 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 urddhahinh 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 areawhere mprovement was needdBlased upon the recommendations of the Minnesota
Design Team, Winsted completed a shoreline renovation project and @4 smmmunity members to

the Blandin Community éadershigProgramin 2007 Despite the success and hardshkifissted has

remeined 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 populain 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 Wimsg909, 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 Wisted, however, have comparable percentages of the 18 years and older
population. Despite the elevated percentage ge@ssand older, the median age of Winsted is only
36.5years

3 Winsted Centenniall,2,1820

4Mid-Minnesota Development CommissiorCity of Winsted Comprehensive Plah
SMid-Minnesota Development CommissiorCity of Winsted Comehensive Plan52

6 Mid-Minnesota Development CommissiorCity of Winsted Comprehensive Plaa8

“Municipal Development Group, Ind/insted Land Use Plan Update

8Winsted Downtown Renewal CommissionWinsted Minnesota Design Team Application Pagket
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CURRENT STATE OFHEWINSTEDARTSCOUNCIL

The Winsted Arts Council wasounded in 2010 as a norprofit organization for the community of
Winsted, Minnesota. As stated on their Facebook page, their mission statement reads as follows;
0/ 6O 1 EOOEIT EO O1 AA Al 10060 #1 O1 AEl mmhitesirOEA 7 ET
all facets of the arts to promote diversity, cultural enrichment, economic growth, regional sharing
and balance of lifeY Thefour officers and nine memberboard of directors is as follows: Mary Neff
Z President , Mike CumminggSecretary, Marie Cummingg Director, Charlotte Laxenz Director,
Nancy Fasching Director, Greg Gehrmarg Director, Mary Wiemiller z Director, Rory Wallacez
Director, Julie Guggemog Director, Emily Lynchz Director,. There are currently no paid staff and
the Council is receiving fiscal sponsorship from the Springboard Center for the Arts in St. Pauie
organization has been awarded two of the three grants applied forAs reflected in the mission
statement,there is expressed interest in developinghe organization into a flourishing regional arts
center while contributing directly to the economic welkbeing of the community.

Thus far, the Winsted Arts Council hasperience hostinguccessfuevents such ake initiali Ar t i n t he
P a rirk2009 and thexpandedi Ar t i nin2MM@ RBRAnkeévening of short sto
McKnightartistJ ohn Jodzi o0& ,Barnsdd .Ai B oTotkestheeconemurty oftWénstdoir o u g h t
together, attractedrtiststo Wis t e d and brought wel okkn&wlhee sént s
people of Winsted.

Theorganizationapresence 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
HeraldJournal, providesonsistent coveragmn the Winsted Arts Coundlctivities It is the hope of

many on the council to produce a column in the Herald Journaleteitsthe events being held by the

Winsted Arts Council, and to provide feedback to tHadtéd 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 cenfEine Winsted Creamery was founded May 1, 1929 and has been a prominent
asset to the Winsted af@aThe 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 nedefunct creamery including an open spadh potential for clases,
performance, and exhibits. gecond buildindgnas beeidentified as potential artiéh-residence

dormitory and library. Ahird outbuildinghasusable storage spackir. Gehrman and the Arts Council

have expressed interesttire transfer of ownership of the property to the Arts Council. idsssbecome

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

INTERPRETATION FORHE ARTS COUNCIL

Combined, these indicating shippets of imfiationin this overview sectionffer a glimpse of historical
development and adaptation that reveal a small, growing city with considerable resTieacy
communityoffers significant potential for an ambitious organization like the Winsted Arts Cdarteike
root and begin to foster cultural and economic groWtteincreasinggrowth rate of Winsted creates a

9 Winsted Arts Council Facebook

10 Winsted Centenniglpage 6162
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population that is interested in social activitidsstrong and successfarts Council could undoubtedly
aid in providing an outlet for commiiy engagement while simultaneouslgntributing to the
completion ofmany ofthe goals the community identified 2000. The current economic situation on
Main Street could be bolstered byt&Council sponsored programs that draw individuals from around
the region, including the metropolitan area. Increasgdmobile, bicycle and pedestriaaffic in the
downtown area could make Main Street a more attractive location for new or expauodingss. The
presence of a strong Arts Counailutd also be mavenue for the oftedisconnected youth populatiom
be moreinvolved within the community, anfdr cultural activities to leadh preservinghe heritage of the
city. What all of these factors suggest is that Winsted is ready for a community organizatican
unite diverse populations in the community to strengthen both theodgitglifabric and the economy.
Winsted appears well poiséal support and benefit from the Winsted Artsu@cil.

THE STRATEGIC PLANNGWORKSHOP

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

Planning session that was facilitated by David Fluegel fromutheersity of Minnesota Morri€enter

for Small Towns The groupvorked on cultivatig connections and tools thabwd help the Winsted

Arts Council creat@reliminaryaction plans with both short and leteym goals. The session began with

a reading of the groupds current mission statemen
fi...to be an Arts Council f or oppdnuited/inalldacetsafther ea t h
arts to promote diversity, cultural enrichment, economic growth, nagjisharing and balance of life.

The workshomctivities led the group in developing draftsoh e Wi nst ed Art Council 0s
and visionstatement Don Adamsoftheh st i t ut e f or Cul {missianlvaliessamb cr acy
vi sion] describe what youére trying to do, how yo
Theseconceptual statement$ an organization are fundamentakireating a base upon which to take

action. Each layer of meaning focus#he intentions of thedincil by narrowing the multitudef

possibilities into manageable options for outp@ibaching an organizatianto articulaing its purpose,

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

INTRODUCTIONS

The group began by introducing themselgs to each other byndicating what brought them to
Winsted, how long they have lived here and bysharing their artistic interests and what kind of
Councilwork they like. The introduction information was collectedto aid in asset mapping of the
a OT AE1 80) 1T AT ABDO8xT OAO AU AAOOAO O1 AAOOOAT AET ¢ AA
it may be easer to match the work of the Council with its participating members.
Below is a transcription of the introduction statements.
1 Petie Litffin: 70+years in community. Was a teacher in the schddlses photography and
gardening.Has wanted this toappen ér a long time. Lifdongresident
1 NancyFaschingInterested in being a part of what art can bring to Winsittk a young family.
Grew up in a small town.
1 Mary Neff: 16 yeas in community. Moved here from Madison WHad a lot of arts activity in
Madison and wants to bring that to Winstddterested in Administration and working with
people.

11Adams, The Pillars of Planning
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1 Mike Cummings 28 years in community. Musician aadjoys the study of music. &uld like to
see the musical scene improve.

1 Marie Cummings Grew up in WinstedlInterested in stained glass and bead making. Worked at
an art gallery in Mound.

1 GregGehrmanOriginally from Wayzataand moved to Winsted fiwears ago to buy the
hardware storeTook welding classes at a community arts centiétes seeing people exge
themselves and having groups work well togeth&ves to create. Renovation with artistic
repurposing.

1 CharlotteLaxen Loved art growing up. Went into art educatid®ersued art full time in 1988.

Spent time in southern Minnesota and wasgratednto the arts culture and system. Wanted to
bring something back to Winsted. Vemnhiliar withthe effects of the arts scenelianesborp
sees Winsted on the cusp of an exciting time.

1 Ralph Millerbernd Went to the metro area after WW Il but came bablknvhis dad wanted to
retirefrom his manufacturing business in Winstelways created solutions fardustrial needs;
nowturning his business over to his son @édurrently taking classes in sculptu@rew up in
Winsted.

1 Mary Wiemiller: 45 years icommunity. Hera mi | yds f ocal poalyt was the
theater. She thought evernygs house was filled with art and music and a little controlled chaos.
Sheenrolled ina watercolo class athe University of Minnesotawhich renewed her interdst
the artsafter the moe to Winsted proved difficulio a lack of artistic presengethe community.
TheWinstedArts Councilimpressed her withs varied talentsi Pr act i cal Vo si on wi
and a why ¢ anétKnonsthedads camle a teol ta écononticuredieal.

1 JulieGuggemos 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 performandéamnts to
bring artistic opportunitiesto ckilr en i n small towns fAébecause s me
Passionate.

9 Diane: Fiveyears in community. Usad go dumpster diving aftelivorce and turned it into art.

Sawlife after divorce as survival.
1 Pat: Interested in gardening and refurbishing thingging in Winsted for 32 years

PURPOSE

Developing a draft purpose statement started with reviewing the reascsifor creating one.

O8AOEI AET ¢ A Al TAQA O@%Dmldmﬁgoa dear@urpbse is vital to the later
cultivation of values and vision becausgives meaning for existence. &ticipants were askedto
answer the questos O7 EAO EO OHEA OEBOBEODOAMI A O@OE & | K1 AEA eADE
Belowis listo f e a c hstatgmeotshat Wese written of flipchart pap&t

Group 1:

b Bring something new to Winsted

Provide a voice to the artistic community of Winsted
Make Winsted a better place with lots of options for people
Retain and attract peapWith interesting and exciting opportunities

b
b
b
b 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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b Have a wide variety of options that opens the community to the outside
Group 2:
b To provide artistic outlets/exposure to draw people in and tmnetsidents
b To provide more diversification in growth opportunities/education/balance of life
b To have an official arts organization to lead and maintain an artistic presence in the
community
b To draw out local talent
b Identification as a credible organizatias an equal partner with other community
organizations
b To participate in the economic change/climate of the community
Group 3:
To support each otheEncouragement
Community betterment/balance
Provide opportunities for expression and education LOCALLY
Create working spaces for creation, education, exhibition, performance
Foster avisible culture thakencouragethe arts in an open, inclusive manner
Public awareness/accessibility/marketing
Encourage arts entrepreneurs/economic development
Defeat stereotygs/negative presumptions
Art has intrinsic value that deserves support (including monetary support)

ot ot ot ot ot ot oo O

After each group had presented their ideas, discusssnpened to the wdile group. ©@mmon themes
that presented themselves within the large group stson ranged from betterment of the community to
validation of the arts. Thmost commoriopic voiced wasopportunity within the community to provide a
voice for artists and encouragent ofeconomic development. Following the facilitated discussias, it
suggested the group select a task forcedoaft and solidify the purposato a clearconcise statement.

VALUES

Oncepurpose was established, the focus shifted taleveloping a statement of thevaluesof the Arts
Council Exploring and determiningcommonly held, essential values to an organization is a
powerful building block for group ownership, motivation and action.The group was asked to
respondtotheNOAOOET T h O7EAQ Anathur dénbersSitale®E AAT | Dide OA O
valueswill serve asguidelines/El O OEA 1 OCAT E U A-@#&kindwhich caa@dOaOA AAAEOE
profound impact on what action is ultimately taken.
Below is |listed a btatenmak'diown of each groupds
Group 1:

b Recognition of personal expression

b  Appreciation of arts

b Creating a better community

b Vital Place

b Personal expression is of great value
b Retain existing human capital

b Art enhances life

b We want our community to thrive

14 Appendix E, Values, p. 47
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b We want to be a AGO TOO pl ace
Group 3:

b A sense of community

b All ages patrticipate fullyri the community

b Decency

b All art forms

3 Visual, Folk Art, Culinary, Performance, Literary
b Accessibility

After small group discussion, the lists were shared and discussion opened once again to the large group.
Values consistently mentioned were communigrspnal expression, appreciation of all forms qofaartl
the vitality of Winsted as an arts community

VISION

Once the group haddentified its purpose and values, the next step was to formulate a vigidofor the

future. Thecritical question for this exercisewash ©0) 0 EO OEA UAAO ¢mom8 91
AOAAOAA OEA EAAAT AT A AAOEOAA 7ET OOAA 'siéedhe# 1 OI
guestion was framed as the ideal future outcoméhe group was able to imagine dlof the

possibilities for the organization without current restraints such as fnancial 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 organizati@ shared vsions are can make action

decisions easier by identifying desired outcomes.

O
AE

Below isalisteachp a r t i cesporasentd thescritical question.

b 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.

b Attractive down town, lots of destination places (amphitheater, parks, coffee shops & diners,
playhouse, arts center, eclectic shops) all with things happening!, regular activities, healthy
busiresses, lots of volunteer efforts and involvement by residents, all ages involved.

b Downtownfullofcarss8oppi ng and passing time Ain towno
diversity.

b The local schools have vibrant arts and music programs that tiledalaesources (musicians,
artists) and also bring in artist-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 irwinter and dragon boat fesn summer. We have an art bike rallytthaverses
the Luce line trail, using art and the trail to bring people together.

b The Downtown is vibrant. People are lunching in the park as families play together. Friends meet
in interesting shops. The town maee announces the latest plays and exhibits and classes at the
art center. There are var i oalfsllths&e&kesdbythest ed i n
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.

b Cafés serve residents and visitors that patronize the Crgaandrthe local shops. The cafére
gathering spots for discussion, music and readings. They also exhibit local art.

b Classes, péormances, exhibits, events are in full swing at the creametigt®\have store fronts
in dowrtown Winsted.

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

It has an art center with classes and facilities for all forms of art expressioactivt
participants of all age groups.

ot
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After consideingi ndi vi dual hopes for the organizationo6s fu
with others at their table. These small breakout sessions were interafembtwagéndividuals to

indentify, share, and improve their statememith the large group. Once the large group was
reconvenegthe group wanstructed to findsimilarities and identify theme8n this context,lemes are

the sharedunderlyingmotivations behind the drafted visiomt#ments. The themes identified by the

large group could be used to guide futdexelopnent of the organization. Growpide discussion was

held with great attention to word dhe. nsensusiltimately emergedn three prominent themés

the vision community vitality, artistic vitality, and economic vitality. Each theme was then assigned to a
table and the participants weréad to move to tables corresponding with tipeaferredinterests At

this point thecommunity vitality group dg in two because of its sizeAlthough the group had dispersed
itself relatively evenly it is interesting to note the community vitality theme had the most participants.

In thethematic groupsparticipants were asked teview the vision statements and identlgitems

most closely aligned with their them&hen each group was directed to develop preliminary action plans
for one of theeitemsutilizing anaction planning workshe€rthis worksheehelpedto identify key

elements to give elear idea ofhe neessartiming, resouces, human capiteandactionfor project
completion® Thisinitial planning is a starting poinbutcompleting action planning worksheets around
the remaining action items in the vision statements will create a comprehensive platte

Below describes Community Vitali@oup A6 s Pr el i mi nfAry Action Pl an

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: Getvebsite set up w/ Dan Birkholz.eGlogo on ruminabns column preferably in
color. Article on strategic planning workshop.

Who will be involved: JulieMary 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 gartiplaper
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: 612264454 Mary 6122027736

Suggested chair for project: Julieuggemosjuliekg@tds.net

Names of others to involve: TBD

= =4 =9 =A =4 =4 = =4 =8 =8 -9

= =4 =4 =9

15 Appendix E, Visioning Breakout, p. 48
16 Strategic Planning Worksheet, P. 554
17 Appendix F, Community Vitality Group 1, p. 50
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30 Day Goal: 1. Website up and running, 2. Logo on article column, 3. Article on strategic
planning workshop palished
Next suggested meeting date: June 14, 2011

Below desdbes Community VitalityGroup 1B Breliminary Action Platf

= =4 =9

=4 =4 =8 =8 -8 -4 A

Vision Theme: Community Vitality

Project: Joint Planning Winsted 125

Time frame for completion: June/July 2012

Critical Steps: Liaiso fr om WAC to attend planning w/ <city,
Project, o0 contest and vacant building, i mpl eme
Who will be involved: Arts council board, Mary W., Rory WakaGreg, develop task force at

meeting

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

City Administrator, Chambesf Commerce, Sherwin Schwartzroétestival Committee, City

Information and assistance needed: Schedule of meetings for 125 planning, Signégésmate

(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: 61501-0216

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 Olégtifal 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 VitalityG r o u Prelinénary Action Plalf

E N

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: - month for Feasibility study

Successful: When buildgnis 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

=A =4 =8 =8 =9

Below descri bes Ec on oRmintnaryActioraflaitt y, Group 306s

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 timelindsidget, 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 tesg#ltiency

Time to complete: Job descripticlemp paid staff, internshipesearch grants (1 month), obtain
grants (612 months)

Success: Hired staff person(s) working toward gohtke arts council

Difficulties: How to bring community along with us

Temporary contact: Nancy

Phone: 3281853999

Suggested chair: Nancy & Charlotte

30 day goal: Job description, research grand funding

Next suggested meeting: 3 weeks information gatgezsonnection June 29 at 7:45

=4 =4 =8 -8 -8 =9

= =4

=4 =4 =8 -8 -8 -89 = =4

Recognition among community members cdglite interest and excitement within the community
while also intriguingrolunteers and bring about more support at evertie community vitality group
worked on solutions fageting the word about the council out and greater community involvement.
Ideas for getting the word out includddciding on a 125celebration project and invitine new city
administer to futuréoardmeetings.In thevision breakousessiorthe two canmunity vitality task force
teams decided to center their attentiorgetting 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 recogtion tool that allows members of the communityagsociate something
like alogo directly withan organization

Focus with heatrtistic vitality group wagrimarily basedn the completion of the Art Center, adopting
mentoring programs, and the promotandcoordination of future events. In the vision to prefiary

20 Appendix F, Economic Vitality, p. 49
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action brealout thegroupworkedon the physical goal of completing thefurbishng of the creamery
into the Arts Center Realistically finishing the creamery is not somaththat coud be done in 30 day
time spanhowevershortterm goalsuch as thessouldbe developed to make actioampetition seem
attainableandserve as way to ascertain an estimate as to how long completion will take

Major themeshe econmic group honed ionweremarketing partnershipspbtaining a paid staff

member and conducting a feasibilityidyof obtaining the creamery. These areas and the subtopics
within them were judged to be fundamental in the further development of the caddncég.the group

were instructed to focus on a particular toghe conomic vitality groupvorked on ways to obtaim

paid staff membefor the Winsted Arts Council. The position was ultimately seen as a way to ensure the
council continued moving forward on its iniiNes 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 withiattteof directas. This

process waandertaken at the end of the workslaog 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 ofi¢ 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
developnent ofpreliminary action plas The development began with an identificatiof the

organi zationds pur pose ammdlatddintonissianstatements eromthewh i ¢ h
g r o ungiidsial mission statements themes were found that served as the base for the development of
action areas. The action areas reatieeliminarywork, and were designed providestructured

experience in identifying areas for action and beginning to work thringgplanning process. As will be
explained ingreater depth in the followinggction, planning is a continuous procdss each phase

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

concrete planning can be carried out.

NEXT STEPS

Making the organizational vision a realisya processThe first step is to clearly articulgperpose,
value,andvision statementsWith the initial drafts of these statements already completed during the
workshop, final drafts need to be developgdch Council project teamnd approved by the Council
board.These statements serve as guides torergantiniity in latermakingdecisiors andinitiate
innovation.The preliminaryaction plaming initiated during the workshqgpovided examples of creating
action plans within each of the three vision statements andaeevguide fofurther planning
Completing dinal action plarthat is ready for board approval/olvesa Council project teamtilizing
these examples to develapnorecomprehensivand well thoughset of action plansBlank worksheet
are included in the Appendix.

The Center foSmall 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 offeted @ouncil, and UMM students
could assist in the further collection of data and completion of the action plans.

12
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Implementation

Once the Council has a written plahaction, they should consider how to best implement the project on
a longterm basisThis includes assessing the commitment of those involved and their understanding
the goals and objectivesd their individual roledn general, the following activities can help clarify the
plans, identify resources and increase community involvemeintgdilne implementation:

1. Seekingadditional inputand information
2. Identifying and mobilize resources
3. Further @tvelopng a communications network

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

andi denti fy alternative ways of achieving the acti
an action will be interested in contributing their ideas for implementation of action. Key community

decision makers can also bring useful experieandsnformation 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 avithand all of the aforementioned individuals

and graipsabout 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 gathetbid atage includes

identifying resources that are already available to the organiZati@ancurrently, an understanding of

what resources other area organizations have can be valuable, especially if they are willing to collaborate.
Identifying what itemgannot 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, stagevate arts boards.

Identifying individuals and their skillwithin 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 arrently involved with the Winsted Arts Council. These individuals could be useful
networking connections and information resources. ldentifying who these individuals are and contacting
them can be a quick and low cost way to spread knowledge of theilcanuhits 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 anyorganization is forqng new connectionwith other individuas and organizations to build
human financialand 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 witbcal groups can also spread awareness about an organization within the
community. Cesponsorship of community events offers an opportunity to utilize the resources of
another organization while simultaneously spreading the message of the Winsted Adit tGdbe

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 hganilolved.

21Green et al., Vision to Change: Take Charge Too,%38
13



. I F
Qﬁ:{ Winsted Arts Council

Planning Initiative Report

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 pilegress.
evaluationduring 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 volunteersvill be involved andt is important tarecognize their time and effort

AiFor exampl e, one small community organized a fAHa
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 actvea r t i ci pant s and d%Rewardng hat of
participantds appreciated along withspiring otherswithin the community to join the organization.

CONCLUSION

Strategic planning workshops are vital towards bringing a group with idiosyncratiosyithemes, and

values towara consensus. Outside resources have advantages and disadvantages &agaidg as
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 wirtdsld suneys. Acommunity profile is assembled and useddtermine

the readiness of ttmommunity. Inthe CSTresearch, Winstedby far, represented a community that is

ready for promotion of the arts by a skilled and virtfictioning arts council.

The stratgic planning workshop focused on developing purpose and values, creating atasarents

with three themeddescribing feasibility studies and their relevance to an arts council, and finally
developinga preliminary action plan. The preliminary actgans can bdurtherrefinedto 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 d the Center for Small Towns, and tbaiversity of Minnesota Morrigp be invited to the

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

22Green et al., Vision to Change: Take Charge Too, 44
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APPENDIXA: JUNE 4 WORKSHOPPOWERPOINT PRESENTFON

Fig. 1
Qlide 1
WINSTED ARTS COUNCIL 7 LB
' 4
' s S P
! 110 i‘ i 4_1'-‘. = PLiTTRIN
im"i !
Fig. 2
Slide 2

Winsted Arts Council

Strategic Planning Workshop
Winsted City Hall
June 4, 2011

WINSTED ARTS COUNCIL
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Fig. 3

Slide R

Center

for

Small Towns

Facilitation team:
David Fluegel, Community Program Specialist

Samant ha Bruno: UMM 0
|l an Patterson: UMM 01
Chemistry

Fig. 4

SQlide 4

Introductions

Introductions

What are your interests/passion for the arts
council?

What do you like to work on?
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Fig. 5

Qlide R

Fig. 6

Qlide A

Winsted Arts Council
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Review of Agenda

Interesting and Energizing Process
Individual and group activities
Breaks-individual and group

Total time estimate

Outdoor options

Questions or suggestions

Strategic Planning

Develop Purpose
and Values

Develop Vision

Feasibility
Develop Discussion
Preliminary
Action Plan
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Fig. 7
e Existing Info
History
Community Profile
Local / Area Plans
Arts Groups, Plans, Issues
Winsted Arts Council
Fig. 8
Qlide R o
Getting Started

Brief Presentation of ideas and concepts
Communities - constant state of change
Community / Organization Readiness
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Fig. 9

Qlide Q

Fig. 10

Qlide 10

Primary Data

Visual Assessment
Site Visit
Homework - Asset Mapping
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Fig. 11
e Community Demographics
Population
Economics
Education
Health care
Tourism
Fig. 12
Qlide 12

POPULATION
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Fig. 13
Stide 12 Scale of New Ruralism
Planning gives way to natural evolution
8 Urban Ecology of Chicago School
Fig. 14 What Attracts, Retains and
Slide 14

Develops Home-Grown Artists?

Visible, multiple philanthropic orgs
Networks/Orgs that provide
training/other opportunities
Amenities (Quality of Life, Affordability)
Public sector investment

Buildings to live and work

Parks and Recreation
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Fig. 15
Slide 18
The World of the Arts
National
12 critical issues
State
Whods who on the state |
Rural Arts & Culture Summit; 6/8 -11; Fergus Falls
Internet
Facebook , interactive websites
Fig. 16 Strategies for Public and Private
Slide 1A/

Patrons

Space for artists to live and work together
Recruit more artists

Develop more forums for artists to
promote their work

Work with Artists directly and not just
institutions

Promote and develop amenities central
to artists
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Fig. 17

Slide 17

Fig. 18

Qlide 1R

Winsted Arts Council
Planning Initiative Report

Strategies for Area Businesses

Hire regional artists for special projects
Showcase regional artists when
recruiting employees

Document artistic
significance

Strategies for Artist
Organizations

Stress potential of artistic
entrepreneurship opportunities
Develop space for network, workshops,
et ce.

Collective ways of providing health

Insurance
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Fig. 19

Slire 19 Winsted Arts Council
Structure & Development
Program history
Documented presence
Potential ownership of Creamery
property for activities

Fig. 20

Qlide 20

oOoOur mission is to be
the Winsted area that will facilitate artistic
opportunities in all facets of the arts to
promote diversity, cultural enrichment,
economic growth, region sharing and
bal ance of [|ife.,
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