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1.0 INTRODUCTION AND BACKGROUND TO COMMUNITY ARTS FORUM (CAF)

1.1 The following strategy sets out the future direction of the Community Arts Forum (CAF). CAF is the umbrella body for Community Arts in Northern Ireland. It was founded by a group of Community Art activists in 1993. The organisation has grown from an initial membership of 10 to currently over 300 groups and individual artists. CAF’s membership covers all sections, geographic areas and art forums found in Northern Ireland.
1.2 CAF has been leading a significant growth in community arts in Northern Ireland over the past fifteen years and has seen a total change in the community arts landscape during that period.

1.3 The experience gained over the past fifteen years has been an invaluable resource to communities and organisations as they try to develop arts projects and CAF make their expertise available in a number of ways.

· Provision of training and development opportunities for communities and artists

· Taking on an advocacy and networking role for community arts

· Providing information of sources of funds, artists, projects, etc

· Undertaking research and action research projects which will benefit and inform the sector

· Lobbying with policymakers and politicians to ensure that community arts remain high on the agenda

2.0 VISION FOR CAF

2.1 The following vision was agreed by both Board members and staff and it has been used by the organisation for over two years

CAF will be an organisation which builds communities through collective creativity

In achieving this there will be a number of indicators of success:

· CAF and its work is accepted by communities throughout Northern Ireland.
· Government policy will reflect in CAF’s activities.
· There will be an increased artistic content in Community Development activities.
· Arts organisations will have a greater awareness and recognition of community development needs.
· The quality of Community Arts projects will improve.
· The creative economy will be strengthened as a result of CAF’s work.
· The visibility of arts in community participant numbers will increase.
CAF Aims

Over the next three years CAF will address a number of issues.

· Developing a regional presence.
· Increasing the quality and quantity of output from research activities.
· Working with others in partnership to achieve their vision.
· Establishing CAF as the recognised experts in Community Art development in Northern Ireland.
3.0 ANALYSIS OF INTERNAL AND EXTERNAL ISSUES

3.1 CAF is involved in a wide range of activities 

· Provision of information to communities and to the network in general about Community Arts.
· Initiating networking opportunities for communities and community artists
· Development and delivery of training programmes for individuals and communities.
· Providing show case opportunities and action as a advocate for Community Arts Projects.
· Undertaking research project into the impact of Community Arts Projects on different groups.
· Acting as a lobby organisation on behalf of the Community Arts sector.
3.2 The following section sets out the results of an analysis which was undertaken by the Board and senior managers of the organisation.

Achievements of CAF

· CAF has developed a very strong recognition as a provider of quality information relating to community arts in Northern Ireland.
· The organisation is now part of the community arts infrastructure and is recognised as that by funders and communities.
· CAF has developed a network of groups within similar objectives and share resources between groups.
· They are recognised as an organisation which delivers quality training programmes at a number of levels within the Community Arts Sector.
· CAF is recognised for its expertise and experience within the sector.
· There is a high level of enthusiasm within the organisation at all levels and a strong commitment from the management team and the board.
Areas for Improvement

Despite the success of the organisation there are a number of areas which need to be addressed.

· Community Arts is generally a poorly funded sector and a strategy which leads to sustainability of CAF must be developed.
· CAF is based in Belfast and is very Belfast centred despite having a Northern Ireland wide remit.
· The profile of CAF outside the sector is not as high as it could be.
· Communication with CAF members needs to be improved as does the benefits delivered to members.
· There is lack of clarity about who CAF serves, who is the customer?

· The funding mechanism mean that CAF invests considerable time in securing funds which means that, as a result less time is spent on delivery.
Opportunities for CAF

There are a number of opportunities for CAF over the next three years.

· The new incoming communities which are developing throughout Northern Ireland present opportunities for CAF.
· The current Review of Public Administration will present opportunities for CAF to work with the enhanced councils.
· The relationship with Belfast City Council is very strong and this will be developed over the next five years

· The Community Arts Sector is becoming more professional and CAF has been leading that transformation. The funders recognise this and have supported CAF’s progress.
· There are opportunities to develop focused research projects and develop innovative approaches to community art.
· Northern Ireland has led the way in community arts in a post conflict situation and these approaches could be applied to a number of areas outside Northern Ireland.
· The peace process has opened a number of opportunities which were previously not options for CAF.
· Peace ll funded projects has allowed CAF to explore conflict related issues which establishes CAF as an organisation with experience which could be developed in other conflict areas throughout the world.

· There is an opportunity to maximise income through sub-letting of premises.

Potential threats for CAF

CAF will face a number of threats over the next three years.

· The Review of Public Administration may direct funds away from Community Arts in the short term as other priorities take over.
· The establishment of the new Assembly may impact negatively on funds available for community arts initially. The future will be dependent on the interests of Ministers and senior Departmental officers.
· The Community Arts sector is undervalued and there is a lack of understanding about the potential benefits of community arts in Northern Ireland.
· The Olympics in 2012 will be a potential threat due to the demands on Lottery and other funds which will be required to develop Olympic infrastructure.
· CAF does not own premises and rental values are increasing significantly in Belfast. The location at present is ideal however, it may be necessary to relocate due to increasing rental costs.
4.0 OBJECTIVES
4.1 The following objectives were agreed for CAF over the next three years

· Secure 100% of funds required for the next three years.
· Deliver 10 workshops/programmes annually

· Attract the following breakdown of participant groups to the Workshop Programmes by region

	Year 1
	Belfast

Other areas
	75%

25%



	Year 2
	Belfast 

Other areas
	60%

40%

	Year 3
	Belfast

Other areas
	50%

50%


· Engage with 15 artists on a range of projects on an annual basis

· Increase the lobbying activity by having 3 meetings with policymakers each year

· Organise a conference attracting 100/150 delegates each year

· Produce 3 publications each year

5.0 CAF STRATEGY

5.1 The strategy which will be implemented by CAF over the next three years will involve the following key elements.

	Regionalisation
	CAF will focus on attracting more communities and artists from outside Belfast inline with their Northern Ireland wide remit. Up to now CAF has tended to focus more on Belfast due to location


	Research


	CAF recognises that they can influence the future direction of Community Arts and funding by carrying out solid research into the impact of community arts on communities throughout Northern Ireland


	Information
	The information role and delivery mechanisms will be reviewed with the objective of improving quality and reducing costs of information gathering and dissemination


The following section sets out the strategy which will deliver the objectives. The strategy is set out under the following headings.

5.1 Staff structure

5.2 Information

5.3 Seminars programme

5.4 Networking activities

5.5 Training

5.6 Advocacy

5.7 Research

5.1 Staff Structure

The structure required to implement the strategy over the next three years is outlined below.






· The development role will be impacted significantly over the next year with a stronger focus being on action research

· The role of Office Manager will involve a greater level of focus on financial controls due to the rigorous requirements of Peace III

5.2 Information

The information function of CAF will go through a significant review over the next year.

· A review of members’ information need to be carried out through a comprehensive consultation exercise. This will be completed by Dec 07

· A detailed review of all publications will be carried out following the consultation exercise. The review will look at:

· Cost of production

· Content

· Frequency

· Contributions

· Format

· Establish an editorial review sub group made up of 

· Board members

· Management team

· Sector representatives

· Funders
The subgroup will provide editorial input and advice on all publications

· Reports on the annual conferences will be produced and circulated within the sector. This will enhance CAF’s reputation and standing

· The website is a key tool in collecting and disseminating information. The website will be updated and the interactive content will be developed

· The CAF Directory will be produced in August 07 and the content will be expanded

· The Funding Resource Guide will be updated and made available on-line

· A guide based on Frequently Asked Questions will be produced and made available on-line

5.3 Networking Opportunities

· An annual conference will be organised by CAF with the objective of increasing profile, showcasing CAF and other Community Arts projects and building partners through networking. The conference should be professionally planned and managed with a full PR and marketing plan supporting it

· Opportunities to attract commercial support for the conference and other CAF activities should be followed up

· CAF will organise or attend six networking events each year

5.4 Seminars
CAF has facilitated a seminar programme for the past ten years. This has included both formal seminars and informal networking events. It has included creating a space for dialogue to explore some contentious issues such as racism and sectarianism. 

During 2008-2013:

· CAF will implement a comprehensive seminar series. This will cover a range of areas including using community arts for peace building; improving the skills of groups wishing to develop community arts projects and creating a space for dialogue between policy makers and community arts practitioners

· The seminar programme which will be developed will work with a range of partners to develop CAF’s profile in local communities, particularly outside Belfast

· Elements of the seminar programme will tie directly into the training programme to enhance learning from this programme 

· CAF will work with Féile FM to develop a community arts slot for this radio station

· CAF will organise one social event each year which will bring the community arts sector together in an informal atmosphere to celebrate and showcase achievements

· The AGM will be enhanced to provide a platform to promote the organisation (possibly tied into annual social event)

5.5 Training programme

The key training programme will involve series of workshops which will include a distinct action research element. This will be a natural evolution and development from the start up training and workshop programme; start with art and ARTiculate and will reflect recommendations from evaluations of these programmes. The new programme will reflect the ongoing development of the organisation.

 The training programme will include:

· The completion of the ARTiculate programme of workshops by June 2008. This programme uses the arts to explore the conflict and legacy of the conflict in the north of Ireland. It will involve working with nine groups to deliver programmes of a 20 hour duration.
· An annual workshop programme will be developed which will use the arts to research impact on participants; the distinct research area is to be determined.
· Pre workshop consultation will be enhanced to ensure that communities receive a project that meets their needs.
· Through the new workshop programme, the contact time with CAF will be increased to strengthen working relationships and demonstrate the value that community arts can add to community groups.
·  Additional time will be spent with artists to ensure that they understand and respond to the needs of community organisations, can contribute to action research and can share the learning with other artists and community organisations.
· CAF will continue to respond to training requests as and when appropriate, particularly in the area of business training for artists and community arts groups.
· A programme of seminars will be developed which will be aimed at improving the skills of groups wishing to take on community arts projects. The focus will be on increasing participation by groups outside Belfast.
· The Development Officer will work with a range of partners to access and work with local communities.
· The Seminar Programme which will be developed will relate to the core objectives of CAF.
· The weekly Community Arts Programme on Radio Na Feile will continue and CAF will have a major contribution to the programme.
· A social event will be organised by CAF each year which will bring the Community Arts sector together in an informal atmosphere to celebrate and showcase achievements.
· The CAF annual general meeting will be enhanced to provide a platform to promote the organisation.
5.6 Advocacy

The advocacy role that CAF undertakes should be further developed. This can be achieved by:
· Lobbying Ministers to ensure that Community Art is kept high on the agenda

· Identifying and publishing benefits of Community Arts Projects

· Establish CAF as a key advisor to the Arts Council and the Department for Culture, Arts and Leisure

· Promote the concept of Community Art to communities which have not engaged up to now

· Demonstrate the links between Community Arts and regeneration

5.7 Research

The research aspect of CAF’s work is already highly regarded, however, it needs to be enhanced further. The following areas will be addressed:

· Develop expertise in managing research projects within CAF. This will involve project management, analysis, presentation as well as data gathering.
· Identify research projects which will have a wide appeal and which link with wider Government Strategies.
· Cost the research projects and include management fees.
· Plan to present research findings at the annual Conference in 2008.
· Build structured longitudinal research studies into the current range of programmes and write up results for dissemination to funders.
· Appoint a subcommittee made up of Board Members and staff to oversee and implement the research projects.
5.8 Governance
CAF will:
· Restructure Board meetings to include time for discussions without staff being present.
· Introduce a formal staff appraisal system which includes board members.
· Ensure that the Board rotation policy is implemented on an annual basis.
6.0 ACTION PLAN

The following actions will be implemented within the timescales set out below.
	Action 
	Responsibility of:
	To be completed by:

	6.1 Internal actions
	
	

	Agree the proposed staffing structure
	Board
	Aug 2007

	Revise job description for officer manager
	Director/ board representative / business representative / office manager
	July 2007

	Revise job description for director
	Board representative / business representative / director
	November 2007

	Revise job description for development officer
	Board representative / business representative/director / development officer
	June 2008

	Organise training for Office / Managers on improved financial systems
	Director
	Sept 2007

	Seek funding for information officer
	Director
	August 2007

	Seek funding for development officer
	Director
	June 2008

	Introduce formal staff appraisal system
	Board and director
	Dec 2007

	Implement board rotation so that Board members are forced to step down after an agreed period and new members are brought on to the Board
	Board 
	Nov 07


	6.2 Information unit
	
	

	Set up editorial board
	Information Officer
	August 2007

	Produce CAF on-line directory
	Information Officer 
	Sept 07

	Set up research to identify members’ needs
	Information officer/information assistant
	Oct 2007

	Undertake review of publications
	Editorial board
	Nov 07

	Update Funding Resource Guide and set up system to give members on-line access
	Information officer 
	Nov 07

	Produce report of 07       Conference 
	Information officer/CDHN employee
	Jan 08

	Undertake review of web site
	Information Officer 
	Jan 08

	Produce Guide on Frequently Asked Questions
	Information Officer 
	Dec 07

	Plan and organise annual conference 
	Director
	Ongoing


	6.3 Development unit
	
	

	Complete ARTiculate programme
	Development officer / Director
	June 2008

	Develop schedule of networking events for members
	Development officer 
	Sept 2007

	Develop programme of seminars and target areas outside Belfast
	Director / Development officer
	Ongoing

	Develop a new programme consisting of arts workshops with a research element for 2008-2011
	(Research &) development officer / director / information officer / board
	Sept 2008

	Develop new artists’ development programme, tied into workshop programme
	(Research &) development officer 
	Sept 2008

	Recruit research expertise
	Board / Director
	Sept 2008

	Build longitudinal research into training programmes 
	Development Officer / Information Officer
	Ongoing

	Appoint subcommittee to oversee research projects
	Director / Information officer / Development officer / Board
	September 2008


	6.4 Advocacy/lobbying
	
	

	Develop bi-monthly radio programme
	Director
	Ongoing

	Organise one social event per year
	Director/board
	Ongoing

	Develop Arts and Regeneration policy with Government Agencies
	Director
	Jan 08

	Organise AGM and develop PR opportunities 
	Chairperson
	Ongoing

	Develop Advocacy and Lobbying Programme for year 07/08
	Director 
	Nov 07
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