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INTRODUCTION TO DCA’S STRATEGY

Down Community Arts held a public meeting in June 2008 for
participants, stakeholders and partners, and the feedback received was
used by the organisation’s board in a re-visioning process. The output is
this strategy document for 2009-2011.

We will be regularly monitoring this strategy over the course of the next
3 years to ensure that we are meeting our goals, and making

adjustments accordingly.

As always, we welcome feedback from all our stakeholders, so please
feel free to contact us at any time.

John Noble, Chairman, Down Community Arts



CONTEXT

The strategy 2009 -2011 responds to changes and developments within
the Down Community Arts organisation, the wider Down Community
and local government.

When established in 1992, Down Community Arts was a small
organisation working on a project by project basis with local
communities to give people a chance to experience the arts, mainly as
participants, but also as audiences. Since that time the organisation has
expanded, increasing its range of funding and projects, and the number
of staff and artists it employs. The local community in which Down
Community Arts operates has also changed, with an increase in the size
of population mostly as the result of migration from urban areas such as
Belfast to rural areas, as well as new immigrants from other parts of
Europe. In 2004, the Down District area had the biggest increase in
population of any District Council (2.4%). 72% of people living in the
Down District Council area are settled in rural areas.

In 2008 the government also announced changes to the future structure
of local government. This means that by 2011, Down Community Arts
will be situated within a larger local government context from the
merger of Down District Council and Newry and Mourne City Council to
form the new local government structure called ‘Newry City and Down’.
The new district will incorporate all of the Mourne Mountains Area of
Outstanding Natural Beauty in County Down, the city of Newry and
parts of south Armagh, and will have an extensive coastline stretching
from Strangford Lough to Carlingford Lough, and border counties Louth
and Monaghan in the Republic of Ireland. The new district will have an
electorate of 107,233.
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ABOUT DOWN COMMUNITY ARTS

Down Community Arts was established in 1992 under the auspices of
Down District Council, The Arts Council of Northern Ireland, the Eastern
Health and Social Services and the South Eastern Education and Library
Board. Underpinning the decision to establish the organisation was the
vision of making the arts accessible to a wider range of people,
especially those in rural communities, and those who experience social
and economic deprivation through low income and unemployment. It
was the view of the public bodies involved in the establishment of the
organisation that this vision would be best served by an independent
organisation managed by members of the local community. The
organisation’s independence also enabled it to raise funds from sources
that were not readily available to local government.

The organisation has had great success in achieving its goals and has
become an established part of the cultural and artistic life of the Down
area. Its regular programmes, summer schools and projects continue to
be popular with local communities and the organisation has also been
successful in developing and facilitating positive community relations
through its inclusive approaches and cross-community ethos. The
organisation also provides employment for the many artists living
locally, and has contributed to the training and development of artists’
community development and community relations skills.

One of the organisation’s chief successes has been its ability to adapt its
programmes, ethos and practices to working with rural communities,
some of which are quite isolated and cut off from public transport and
other forms of communication. The organisation has built up trust
amongst the rural communities, introducing art to many new contexts,
venues and audiences.
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Down Community Arts has established successful relationship’s with
local subsidised transport providers to overcome the barriers of poor
transport and has established and trained a network of rural volunteers
to assist with the delivery of programmes. The organisation has also
had particular success in adapting and delivering arts programmes to
children in rural areas, supported through the Northern Ireland
Children’s Fund.

Over the period of 2007 — 2008 Down Community Arts provided 53
projects throughout the Down District to over 840 participants

The work and success of Down Community Arts makes it a unique arts
organisation in the greater context of Northern Ireland. Outside Belfast
it is the only independent organisation that is publicly funded to deliver
and develop community arts, and as such has gathered a body of
expertise and knowledge in relation to the challenges and possibilities
of bringing the arts to rural communities. The new strategy for 2009 —
2011, as well as building on all the excellent work already achieved
since 1992, undertakes to collect and share the accumulated learning
and expertise of the organisation for its own future development and
the benefit of others working in similar contexts.
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MISSION: BRINGING HIGH QUALITY ARTS

EXPERIENCES TO THE DOWN COMMUNITY

STRATEGY 2009-2011

Strategic Themes

Down Community Arts will focus its activities under five themes over
the next 3 years that will help it achieve its mission of ‘Bringing high
quality arts experiences to the Down Community’:

PARTICIPATION PARTNERSHIP

PROFILE CAPACITY BUILDING

SUSTAINABILITY




THEME 1: PARTICIPATION

GOAL: ‘Promoting access and participation to a
wide range ofartspr o gr a mme s

STRATEGIC OBJECTIVES:

o Delivering programmes that are suitable for families.

e Develop and deliver new programmes that are suitable for
everyone.

o Develop and deliver programmes that showcase the cultural
diversity of the Down area.

1.1 Delivering programmes that are suitable for families.

Down Community Arts will work to develop the successful ‘Families
Together’ programme to create more opportunities for families to enjoy
arts activities together as a family unit.

1.2 Develop and deliver programmes that are suitable for
everyone.

Down Community Arts will develop and deliver programmes and
projects that are suitable and appealing to a diverse range of people of
all ages, abilities and backgrounds.

13 Develop and deliver programmes that showcase the
cultural diversity of the Down area.

Down Community Arts will seek to make our programme more
attractive to local ethnic minorities by being more sensitive to the
perceptions of cultural minorities in our promotional materials and by
programming activities and events that connect with ethnic minorities.
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THEME 2: PARTNERSHIP

GOAL: ‘Maximise resources and participants
through partnership working

STRATEGIC OBJECTIVES:

e Develop delivery partnerships with existing and new partners.
e Develop joint programmes that attract new resources.

2.1 Develop delivery partnerships with existing and new
partners.

Down Community Arts has established good partnership working in the
local community with various agencies in the statutory and voluntary
sectors.

Down Community Arts will continue to develop these relationships, and
identify new partners during the period of the new strategic plan.

2.2 Develop Joint programmes that attract new resources.

Many organisations in the Down area have aspirations to engage in arts
activities but have poor or inadequate financial resources to do so. By
working in partnership with local groups, Down Community Arts can
help to deliver arts activities that they, and other organisations could
not achieve singularly.

Down Community Arts will identify such partners during the new
strategic plan, seeking to collaborate in the delivery of new projects and
the development of new participants for our programmes.



THEME 3: PROFILE

GOAL: ‘Enhance the profile of Down
Community Arts’

STRATEGIC OBJECTIVES:

e Establish a clear image and profile for Down Community Arts.

e Create quality communication with participants and partners.

e Promote the awareness of the organisation, locally and
regionally.

3.1 Establish a clear image and profile for Down Community Arts.

Feedback during the strategy’s consultation process suggested that the
Down Community Arts brand and image does not convey strongly
enough the essence of the organisation’s ethos and work.

Down Community Arts will engage work through a range of actions
including a re-branding exercise, to establish a clearer image of the
organisation for its participants, partners and the general public.

The new image will be included in all marketing, publicity and
information material that will be used by Down Community Arts to
reinforce our role, values, priorities, achievements and reputation with
all stakeholders.

3.2 Create Quality Communication with Participants and
Partners.
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The organisation uses a wide range of methods to communicate with its
participants, partners and the general public. Marketing mediums
include flyers, programmes, posters and the company’s website.

A detailed Marketing and Communications plan will be the formulated
for the diverse programme of activities. All marketing materials will be
designed to engage the various target audiences of Down Community
Arts.

3.3 Promote awareness of the organisation, locally and
regionally.

An in depth PR strategy will be devised with key campaign messages
disseminated to target print, broadcast and electronic media. For
strategic projects public relations activity will be targeted at key media
at local and regional levels to ensure our profile is maintained with all
our stakeholders.

THEME 4: CAPACITY BUILDING

GOAL: ‘Build the capacity of artists and
participants in the community’

STRATEGIC OBJECTIVES:

e Establish and monitor the learning needs of staff, artists,
volunteers and board members.

e Research training models used in other regions and adapt.

e Deliver artists mentoring programmes that are identifiable
through training needs analysis.

e Record and share Down Community Arts learning experiences
and best practice with other community arts organisations.



4.1 Establish and monitor the learning needs of staff, artists,
volunteers and board members.

Down Community Arts will undertake a training needs analysis of all our
artists, staff, volunteers and board members and identify and deliver
suitable training programmes that will build their skills abilities and
confidence.

4.2 Research training models in other regions and adapt

Down Community Arts will undertake research into good practice
training models in the community arts sector, and adapt them to suit
the needs of the organisation.

4.3 Deliver artist’s mentoring programmes that are
identifiable through training needs analysis.

Down Community Arts will ensure that our artists have the necessary
skills, knowledge and confidence to deliver our work through
developing an artist’s mentoring programme, where more experienced
artists can pass on their experience and learning to newer less
experienced artists.

4.4 Record and share Down Community Arts learning experiences
and best practice with other community arts organisations.

Down Community Arts has accumulated high levels of expertise and
knowledge in devising, adapting and delivering community arts projects.
The organisation will aim to record these experiences in case studies,
research and other ways as a means to supporting its own staff, artists
and others working in community arts across Northern Ireland, the
European Union and beyond.
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THEME 5: SUSTAINABILITY

GOAL: ‘Source the necessary funding and
sponsorship to maintain the organisation.

STRATEGIC OBJECTIVES:
e Ensure there are adequate human and physical resources to
deliver programmes.
¢ Implement effective models of monitoring and evaluation for
programmes and the strategy.

5.1 Ensure there are adequate human and physical resources
to deliver programmes.

Down Community Arts is especially dependent on public funding
because it offers it programmes at a highly subsidised rate to make
them accessible to those on low incomes and unemployed.

Down Community Arts will continue to seek funding from all available
sources to ensure that the levels of human and physical resources
required to deliver our strategy are met.

5.2 Implement effective models of monitoring and evaluation
for programmes and the strategy.

A good knowledge of organisational performance based on participant
and stakeholder feedback as well as financial data will enable the
organisation to meet its targets. Down Community Arts will develop
good evaluation models to ensure we obtain quality feedback from our
users, and ensure that there are rigorous financial monitoring processes
in place for all programmes and expenditure.



DELIVERING THE STRATEGY

Down Community Arts is dedicated to the delivery of the strategy, and
to reviewing it on an ongoing basis. Following consultation, the strategy
is implemented through a series of annual business plans that are
adopted and managed by the board and senior staff of Down
Community Arts. Performance against our strategic objectives are
monitored on a monthly, quarterly and annual basis.

CONTACT US

If you would like to make any comments or suggestions about the focus
of Down Community Art’s work and activities or would like to suggest
ideas for future work, then you can do so by emailing
enquiries@downcommunityarts.org.
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APPENDIX 1: BOARD MEMBERS AND STAFF

DOWN COMMUNITY ARTS BOARD
(as of October 2009)

John Noble Chair
Stella Gilmartin

Colin Mc Grath

Deborah Mulholland

Donal O’Hagan

Heather Thompson

Janine Walker

Rachel Kennedy (ex-ufficio)

DOWN COMMUNITY ARTS STAFF

Vicki Maguire General Manager
Philip Campbell Project Officer
Orla Gardiner Administration Officer
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