Tweed River Art Gallery

TWEED RIVER ART GALLERY
BUSINESS PLAN

Term: 3 years 2010 - 2012

Review: Annually in conjunction with the Council Management Plan

Introduction

Tweed River Art Gallery is a major service provider in the Department of Community and Natural
Resources for Tweed Shire council contributing to the achievement of the Vision, Mission and
Goals of council.

The Art Gallery provides a range of services to the community, including:

= Temporary Exhibition programs’

» Public programs

= The collection and preservation of visual arts and crafts objects that have significance to
the community

= Arts-related advice to the community, including appraisal of art objects, advise on
management of exhibits, advice on application of government grants, etc

= Management of Art programs

The Art Gallery employs 3 permanent full-time and 3 permanent part-time staff members who are
committed to the Gallery’s efficient and effective operation.

This plan provides clear direction for the Art Gallery in terms of organisational performance and
establishing a framework for the measurement of the Gallery and individual performance against
agreed and documented outcomes.

ORGANISATIONAL CAPACITY

The Tweed River Art Gallery has an Advisory Committee which reports to Council. The TRAG
Advisory Committee is a Committee of the Tweed Shire Council consisting of community
representatives, including the current President of the Friends of the Gallery and two nominated
Councillors. Strategic Planning and significant decision making is presented to this Committee for
ratification, and their recommendations reported to Council.
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Brief History

The Tweed River Art Gallery (formerly Tweed River Regional Art Gallery) was formed in 1988.
The Gallery is part of the Community & Cultural Service Unit of Tweed Shire Council. 2008/09
sees the Gallery reach its 20" anniversary. During this time the built environment and the delivery
of services has significanly increased in terms of capactiy and commitment. The stunning
architecturally-designed and award-winning bulding opened its door in September 2004, with the
additional wing of Stage Il opening in late 2006. The building is now an outstanding facility of the
region and attracts close to 70,000 visitors each year. The building received a huge amount of
public financial support, with the community contributing over $2 million towards the cost of the
facility. The annual program has been increased to cater to the community’s expectation, with the
financial commitment from Council slowly increasing each year. The Gallery began to receive
Annual Program funding from Arts NSW a few years ago which provided some sustainability to
operations and was viewed by Council as an indication from the State of their achievement in
significantly enhancing the building and its operations.

In 2007 the Tweed River Art Gallery reviewed its aims and activities to address the changing
cultural realities for the Tweed region. The resulting ideas addressed key ideas relating to the
Council’s mission, image, role and management, as well as the necessary re-focusing of the
Gallery’s core function. This Business Plan has been based on the series of goals, strategies and
projects identified by the Gallery Director and staff over the past two years.

The main purpose of this business and strategic planning document has been to propose ways in
which the new, identified goals of the Tweed River Art Gallery can be achieved. To give validity of
this Business Plan, particular attention has been paid to the practical implementation of two key
concepts:

(i) the enhancing of the program base
(i)  the identification of new clients and market opportunities

This current Business Plan takes account of prior achievements and continues the process of
defining the Tweed River Art Gallery’s future through the development of a set of specific
programs, management and marketing goals focusing on:

(i) artistic operation
(i)  audiences, clients and customers
(i)  management and planning
(iv)  diversification of income base
(v) expansion and improvement of Gallery facilities

These goals are based on the experiences of the past three years and are influenced by the
organisation’s perceptions of the opportunities available to it between now and the year 2012.
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Through effective strategic planning the Tweed River Art Gallery will create an environment in
which artistic and cultural development will benefit the community. This will be achieved through:

() developing partnerships with stakeholders, including artists, arts and cultural
organisation, community organisations, businesses and industries as well as State
and Federal Government agencies

(i)  effective and efficient use of resources

(i) integrated planning with Council
(iv)  direct support, information and promotion
(v) acting as an auspicing body for local artistic initiatives

The Artistic Plan for 2010-2012 sees these changes to the program strengthed to build upon the
success of the 2007-2008 financial year. The thematic approach to the program ensures that all
facets of the community are catered for, and significant improvements to the artistic planning,
building infrastraucture and collection management are improved in a sustainable fashion for the
future of the Gallery and its programs.

FUNDING HISTORY

The Tweed River Art Gallery is an operation of the Tweed Shire Council, and also receives
funding from other organisations, including State and Federal Government.

As outlined above, the Tweed River Art Gallery has received both project and program funding
from Arts NSW. Successful applications for Program Funding were granted by Arts NSW most
recently in 2006, 2007 and 2009. Project funding was received prior to 2005.

Tweed River Art Gallery has fully complied with acquittal requirements from previous funding. The
Gallery currently has no outstanding acquittals for funding received through any agency or body.

The Tweed River Art Gallery is insured through Council’s insurers. Regular checks are carried out
to ensure that the artworks on display, in storage, on tour and on loan are adequately covered by
the current insurance allowance. Additional insurance is taken out as ‘top ups’ when required for
works of art. Council’s insurance also covers public liability insurance of the Gallery’s visitors and
volunteers.

Development of the Business Plan
This Business Plan was developed by the Gallery Director, Susi Muddiman and staff of the Tweed
River Art Gallery.

The Business Planning Process

Before examining the Gallery operation in any detail it is important to ‘set the scene’ and to dwell
on the direction that the Tweed Shire Council has set via its corporate statements and elements of
its Management Plan. The following extracts assist in framing the Business Plan for the Tweed
River Art Gallery.

Tweed River Art Gallery Business Plan 2010-2012



Tweed Shire Council Management Plan Statements

Vision: The Tweed is to become the premier area in which to live, work, and visit.

Mission: In partnership with the community, balance peoples’ aspirations for development
and enhancement of the unique environment by providing affordable quality
services in a competitive manner.

Tweed River Art Gallery

Vision: Tweed River Art Gallery works to provide a visual arts environment that inspires,
engages, enriches and informs our regional and global communities.

Objectives:

The Tweed River Art Gallery strives to:

e be an innovative public art gallery that stimulates awareness and understanding of the Visual

Arts and Crafts through temporary exhibition (including in-house initiated and curated

exhibitions) and the permanent collections

e provide quality educational and cultural services for the community of Tweed and outlying
regions

¢ develop and maintain through professional collection management practices a permanent art
collection of national significance specialising in portraiture and works on paper

The Tweed River Art Gallery will strive to deliver these objectives within Tweed Shire Council’s
existing and developing frameworks.

The Tweed River Art Gallery aims to deliver its services in the most effective and professional
manner, whilst continually challenging its operational efficient quality of service.
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Tweed River Art Gallery
Our Strengths, Weaknesses, Opportunities and Threats

In various meetings conducted throughout 2007-2009 the Gallery Director and the staff conducted
a SWOT analyses, with the following outcomes:

Strengths:

e There is a substantial local community with an interest in the arts

e Tweed River Art Gallery is the principal provider of visual arts and crafts in the greater Tweed

region

The Gallery has the capacity for flexible and innovative programming

The Gallery has resources in terms of staff enthusiasm and dedication

The Gallery benefits from its outstanding physical built and natural environment

The Gallery benefits from the substantial recurrent funding provided by Tweed Shire Council

The Gallery has the benefit of a committed Friends of the Gallery support organisation

The Gallery has the benefit of a committed Tweed River Art Gallery Foundation

The Gallery has the benefit of a committed Advisory Committee

The Gallery has benefits from a committed group of volunteers

The location of the Art Gallery within the Tweed places us in the geographical position of being

able to attract visitors from nearby tourist hubs

e The Gallery has the benefit of the location and business generated by the adjoining Gallery
Café operation within the Gallery precinct

Weaknesses:

e Current staffing levels are below that normally required for the professional operation of a

facility of this size

Poor signage and adequate road directions to the Gallery

The Gallery is exposed to the uncertainties of a fluctuating tourist market

Difficulties with financial resources in the Gallery’s delivery of its professional operations

The Tweed River Art Gallery Foundation is unable to attract new memberships for their

organisation

e The Workshop area is too small for larger education events and learning opportunities for
audiences of the region, and from further afield

e The Collection Storage will soon be inadequate to carefully house the growing collection to
professional standards

e The Collection Management database system is antiquated and in need of updating

e The service offered by the Gallery Cafe can be taken as a negative reflection on the operation
of the Gallery by visitors

e The grounds of the Gallery are not conducive to extended visits by tourists and education
groups
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Opportunities:

The quality of the Gallery building will greatly assist in the promotion of the positive image for
the Gallery

There is an increasing awareness of the importance of culture and lifestyle in the community
The Gallery’s reputation in the arts industry will result in tangible benefits, such as the loan of
significant artworks and an increase in profile and grant funding potential

The Tweed River Art Gallery Foundation has the potential to be a much more vital and
engaging support organisation committed to supporting and enhancing the Gallery’s program
The successful operation of the Gallery will result in increased community, corporate and
Council confidence in the viability of the Gallery

The increasing quality of the Gallery’s programs will contribute to its success

Target existing local events and community groups through thematic exhibition programs
Utilisation of the Gallery’s Collections and exhibitions to target community groups

Potential sharing of resources with the Tweed River Regional Museum in regard to media,
product, personnel and funding recourses

Many opportunities for Outreach activities

Added financial resources could generate more targeted and effective marketing of The Gallery
Shop

Exploration of the possibilities of the building and construction of Stage Il as per the original
vision of the Gallery’s built environment

Potential for high-effective marketing of the Gallery through Tweed Shire Council’s
Communications Unit

Threats:

Funding resource levels may be unable to be sustained

The Gallery is unable to present expensive or cutting-edge programs due to financial and
staffing constraints

Staffing levels are unlikely to be increased in the near future and current staffing levels will not
sustain improved programming levels

Inability of the Gallery to meet community expectations leads to loss of relevancy and
community support

Lack of suitable or adequate equipment and exhibition furniture to stage exhibitions to their best
ability

Competition from large-scale Australian galleries may deflect arts industry interest
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The role of the Tweed River Art Gallery in the region’s artistic and cultural
development

Arts and cultural development contributes to the well-being of the community and its environment
in the broadest sense. Visual Arts contribute to the personal fulfilment, community participation
and community identity of a region.

Cultural industries are a growing a vital part of the local economy. The cultural sectors provide
substantial employment and help to promote the Tweed shire as a favourable destination for
visitors from the broader state and metropolitan areas as well as national and international
tourists.

The diverse artistic and cultural life of the Tweed is a central feature of its character and identity,
and is responsible for attracting many of its permanent residents and visitors.

Local government plays a vital role increasing an environment in which arts and cultural activity
continue to flourish. This Business Plan for the Tweed River Art Gallery reflects the Tweed Shire
council’s commitment to the future of the Tweed region as a centre of arts, cultural activity and
innovation.

Gallery Programs, Objective and Strategies

The following programs have been identified as essential to assist council in achieving its
corporate Planning Statements, to address the weaknesses and threats, to maximise the
strengths and opportunities and to undertake the role for the Tweed River Art Gallery.

The purpose of this section is to list the Art Gallery’s strategic objectives for the next 3 years, and
to outline how Gallery staff will achieve those objectives. These objectives are based on the
Gallery’s strategic priorities. The objectives are:

¢ To ensure that the Gallery has the required financial and staffing resources

¢ To extend the understanding and appreciation of visual arts and crafts practice to a wider
audience and to provide employment opportunities for the region’s arts and crafts
practitioners

e To engage our visitors in the visual arts through education exhibition and public programs

¢ To increase the professionalism of the gallery and its profile within the arts industry

¢ To strive to produce quality curatorial and educational programs as initiatives of the Gallery

e To promote the Gallery, its programs and activities

¢ To house the 1988-2000 Doug Moran Portrait Prize winners and selected finalists

¢ To develop a collection of regional and national significance

¢ To create a natural and man-made environment that is a model for economic, cultural and
environmental sustainability

e To work towards the construction of Stage IlI
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Programs

* Exhibitions

* Permanent Collections

* Education

* Public Programs

* Marketing and Promotion
* Administration

* Facility Management

* Volunteers

The following pages include detailed objectives and strategies for each program.
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PROGRAM

Exhibitions

OBJECTIVE

To present exhibitions for regional, national and international art
and cultural material with emphasis on Gallery-initiated projects

STRATEGIES

1. Develop an Exhibitions Management Plan

2. Gallery to pursue a shift towards curatorial and research
activities leading to presentation, and on occasion tour where
economically viable, a consistent number of in-house
exhibitions to promote interest in the region and provide
professional development for the staff

3. Develop the Gallery’s Exhibition Outreach Program
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STRATEGY 1: Develop an Exhibitions Management Plan

ACTION TIMING RESPONSIBILITY
1.1 Establish exhibition rational for all exhibitions | October Director
including subject matter, costs / viability, 2009 staff

education activity possibilities

1.2 Develop a new Exhibitions Policy: publish December Director
and distribute Policy 2009 Exhibitions Curator
1.3 Re-establish direction and purpose of the October- All staff
Community Gallery Program December
2009
1.4 Develop Exhibition Proposal Form for the December Director
community Gallery and align with Exhibition 2009 Exhibitions Curator
policy
1.5 Review Conditions of Exhibition Contract December Director
2009 Exhibitions Curator
1.6 Document all exhibitions through acquittal and | Ongoing Exhibitions curator

exhibition reports, and photographs

1.7 Establish a consortium with neighbouring Ongoing Director
regional galleries to seek major national and
international exhibition opportunities
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STRATEGY 2: Gallery to pursue a priority shift towards
curatorial and research activities leading to the presentation, and
on occasion tour where economically viable, a consistent
number of in-house exhibitions to promote interest in the region
and provide professional development for the staff

ACTION TIMING RESPONSIBILITY
2.1 Identify key areas of subject interest for in- On-going Director
house exhibitions Exhibitions Curator
2.2 Curate, present & promote one professionally | Begun in Director
staged exhibition per annum as an initiatives 2008, & Exhibitions Curator
of the Tweed River Art Gallery ongoing
2.3 Target aspects of the permanent collection for | By Director
research towards future thematic exhibitions December Asst. Director
2009 Exhibition Curator
2.4 Investigate funding sources to facilitate February Director
additional hours for existing staff, or 2010 Asst Director
employment of curatorial staff for contract
periods
2.5 Target and develop one biennial in-house March 2008 Director
exhibition for promotional tour throughout and ongoing Exhibitions Curator

NSW. Queensland and Victoria, and where
possible including a metropolitan venue, to
contribute to the promotional and economic
development of the Tweed River Art Gallery

2.6 Develop and implement an innovative
exhibition in collaboration with North coast
Institute of TAFE on the basis that the
exhibition remains cost-effective

Complete and
annually

Director
Exhibitions Curator

Tweed River Art Gallery Business Plan 2010-2012




STRATEGY 3 Develop the Gallery’s exhibition Outreach

Program
ACTION TIMING RESPONSIBILITY
3.1 Establish an Expression of Interest form and January Director
gauge response levels from artists for studio 2010 Exhibitions Curator
visits
3.2 Encourage positive public relations for Tweed | March 2010 Director
River Art Gallery and Tweed Shire council onwards Exhibitions Curator

though program of studio visits to Tweed
artists
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PROGRAM

Collections: Australian Portraits,
Works on Paper
Regional Contexts

OBJECTIVE

To develop, manage, research, preserve, display and promote
the Tweed River Art Gallery’s collections as significant collections
of artwork to established art museum standards

STRATEGIES

1. Establish and develop mechanisms for funding acquisitions
2. Manage the collections to art museum standards

3. Display Collections to art museum standards as per Exhibition
Management Plan
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STRATEGY 1: Establish and develop mechanisms for funding

acquisitions
ACTION TIMING RESPONSIBILITY
1.1 Promote Taxation Incentives for the Arts Ongoing Director
Scheme to potential donors Asst. Director
1.2 Develop merchandise based on the collection, Annually | All staff
and use percentage of proceeds to fund Finance division
acquisitions
1.3 Stage exhibitions of emerging print artists work Annually Director
to promote recognition of print movement, and Exhibitions Curator
encourage donations
1.4 With Friends of the Gallery, conduct an annual Annually Director
fundraising campaign towards a major art Asst, Director
purchase Friends of the Gallery
1.5 With Tweed River Art Gallery Foundation, Annually Director
conduct an annual fundraising campaign Asst, Director
towards a major art purchase Foundation Board
1.6 Promote an acquisition fund facilitated by Serious Director
Council to enhance the Gallery’s collections and | lobbying Asst. Director
Council’s assets from Manager:
March Community & Cultural
2010, and | Services
ongoing
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STRATEGY 2: Manage the Collections to art museum

standards
ACTION TIMING RESPONSIBILITY
2.1 Research and consult into Collections’ Commenced | All staff
strengths, themes and content
2.2 Implement new collection software for effective | June 2010 Director
and professional cataloguing for collection Asst. Director
management purposes Manager:
Community & Cultural
Services
2.3 Ensure all acquisitions are ratified by the Ongoing Director
Gallery Advisory committee and documented Asst Director
2.4 Establish a procedure to ensure the care, February Director
management and use of the collection in 2010 Asst, Director
Council buildings. Manager:
Community & Cultural
Services
2.5 Develop a Collection Management ‘wish list’ October Director
and acquire necessary storage, handling and 2009
display equipment for the collection
2.6 Investigate and establish copyright details for Ongoing Asst. Director
Collection, especially new acquisitions
2.7 Investigate and establish a Works For Lease November Director
Agreement and promote leasing of the 2010 Manager:
collection to leading business houses, Community & Cultural
especially sponsors Services
2.8 Undertake conservation Report to prioritise October Director
artworks requiring conservation 2010 Asst. Director
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STRATEGY 3: Display Collections to art museum standards as

per Exhibition Management Plan

ACTION TIMING RESPONSIBILITY
3.1 Develop and display a minimum of two, and a | Commenced | Director

maximum of three exhibitions annually from & ongoing Asst. Director

the Gallery’s Collection. Exhibitions Curator
3.2 Develop at least one of the Collection December Director

exhibitions for tour on a triennial basis 2009 Exhibitions Curator
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PROGRAM

Education

OBJECTIVE

To establish the role of an Education Officer for the
enhancement of the Gallery core programs

STRATEGIES

1. Present a detailed business case to Council outlining the
necessities and benefits of establishing a new staff position of
Education Officer

2. Initiate and develop educational activities which complement
the core program of the Gallery

3. Develop an Outreach Program for the Gallery
4. Establish a vibrant volunteer Guide program which reflects

community commitment to the future sustainability of the
cultural life of the region
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STRATEGY 1: Present a detailed business case to Council
outlining the necessities and benefits of establishing a new staff
position of Education Officer

ACTION TIMING RESPONSIBILITY
1.1 Prepare business case for presentation to February — Director
Council March 2010 Manager:
Community & Cultural
Services
1.2 Locate additional financial sources to fund February — Director
Education Officer position June 2010 Manager:
Community & Cultural
Services
1.3 Develop position Description for Education August 2011 | Director
Officer position Manager:
Community & Cultural
Services
Human Resources
1.4 Employ Education Officer By June 2011 | Director
Human Resources
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STRATEGY 2: Initiate and develop educational activities which

complement the core program of the Gallery

ACTION

TIMING

RESPONSIBILITY

2.1 Establish Education Policy profile of the
Gallery

August 2011

Director
Education Officer

2.2 Increase the diversity of the Gallery’s activities | Following Education Officer
through the promotion of fun and learning, and | employment
the presentation of educative and thematic of Education
programs Officer
2.3 Extend the educational program which Following Education Officer
integrates the Gallery’s activities into the employment
classroom curriculum of Education
Officer
2.4 Develop the after-school programs for younger | Following Education Officer
Gallery visitors, including an annual employment
competition and display of Education
Officer
2.5 Develop the Artist Talk series and explore Ongoing Public Programs
possibilities of developing an Art Lecture Curator
series Education Officer
2.6 Incorporate the use of technology in the Commence All staff
Gallery’s program for public use and research | January 2010
(dependent
resources)
2.7 Explore possibilities, source and install Commence Asst. Director
comprehensive software for efficient bookings | January 2010 | Admin. Asst.
for Gallery events (dependent Public Programs Curator
resources)
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STRATEGY 3: Develop an Outreach Program for the Gallery

ACTION TIMING RESPONSIBILITY
3.1 Provide one Collection-based portable activity | Commence Director
each year to schools of the Tweed for hands- | January 2010, | Asst. Director
on experience of students & ongoing Public Programs Curator
program
3.2 Maintain links with major cultural institutions Ongoing Public Programs Curator
aiming to receive their outreach programs (eg.
Wolfensohn Gift) and incorporate into Gallery’s
program
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STRATEGY 4: Establish a vibrant volunteer Guide program
which reflects community commitment to the future sustainability

of the cultural life of the region

ACTION TIMING RESPONSIBILITY
4.1 Implement efficient and reliable management | Following Education Officer
system of volunteer Guides employment
of Education
Officer
4.2 Develop a series of role profiles or Work As soon as Asst. Director
Process Statement written for volunteers to possible Admin. Asst.
ensure task / skills match and outline safety
requirements
4.3 Publication of a Volunteers’ Manual Following Asst. Director
employment Education Officer
of Education
Officer
4.4 Develop a popular and thriving Gallery Guides | Following Education Officer
program employment
of Education
Officer
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PROGRAM

Public Programs

OBJECTIVE

To present vibrant program of public events which
stimulates enjoyment and understanding of the Gallery’s
core roles within the wider community of the Tweed Shire

STRATEGIES

1. To initiate, develop and maintain a program of public events
and activities which complement the core program of the
Gallery
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STRATEGY 1: To initiate, develop and maintain a program of
public events and activities which complement the core program

of the Gallery

ACTION TIMING RESPONSIBILITY
1.1 Review Public Programs Policy profile of the By August Director
Gallery 2009 Public Programs Curator
1.2 Continue to increase the scope and range of Ongoing Director
the Gallery’s events program through the Public Programs Curator
presentation and promotion of fun and learning
1.3 Incorporate the use of technology in the Commence All staff
Gallery’s program for public use and research | January 2010
(dependent
resources)
1.4 Explore possibilities, source and install Commence Director
comprehensive software for efficient bookings | January 2010 | Exhibitions Curator
for Gallery events (dependent
resources)
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PROGRAM

Marketing, Promotion and Revenue Generation

OBJECTIVE

To develop and enhance the positive profile of the Gallery
and its programs within the Tweed Shire and further afield,
Including the corporate and public sectors, as well as the
wider arts industries

STRATEGIES

1. Foster strong links with the business community with a
particular focus on value adding to tourism needs

2. Develop greater utilisation of the Gallery’s resources towards
revenue generation

3. Develop and maintain a favourable image of the Gallery within
the region as a cultural centre of high standard
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STRATEGY 1: Foster links with the business community with
as particular focus on value adding to tourism needs

ACTION TIMING RESPONSIBILITY
1.1 Develop a Marketing Plan from focus group June 2010 Gallery staff
research and survey Manager:
Community & Cultural
Services
TSC Marketing Staff
1.2 Produce and distribute a range of promotional | Ongoing Gallery Staff
material aimed at different target audiences
i.e. improved Media Releases, Newsletter,
Calendar of Events, Teachers Update, travel
industry update, corporate brochure, exhibition
and event flyers, invitation etc
1.3 Develop a mix of paid advertising, sponsorship | Ongoing All staff
and editorial throughout Murwillumbah , the
Tweed Shire, wider New South Wales and
national
1.4 Improve Gallery signage As soon as Director
possible Asst. Director
1.5 Improve road signage As soon as Director
possible Asst. Director
Manager:

Community &
Cultural Services
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STRATEGY 2: Develop an Exhibitions Management Plan

ACTION

TIMING

RESPONSIBILITY

2.1 Increase the profile of the Friends of the
Gallery through membership drives

Ongoing

Director
Asst. Director
Friends of the Gallery

2.2 Increase the profile of the Tweed River Art

From August

Director

Gallery Foundation through membership 2009 Asst. Director
drives and publicity Foundation Board
2.3 Support Friends of the Gallery initiatives Ongoing Director
through promotion in the Friends’ Newsletter. Friends of the Gallery
Assist Friends of the Gallery Committee with President &
concept development and logistics of Newsletter Editor
implementing activities
2.4 Support Tweed River Art Gallery Foundation From July Director
initiatives through promotional campaigns. 2009 Asst. Director
Foundation Board
2.5 Conduct a range of visitor surveys to create Re- Director
and deliver audience development strategies commence Asst. Director
to increase the Gallery’s audience base June 2009
2.6 Promotion of Gallery spaces for hire through Ongoing Asst. Director
direct mail and brochure Public Programs Curator
As soon as
2.7 Improve and utilise Gallery Web Site possible Director
Gallery staff
TSC IT staff
2.8 Develop more effective relationships with The | February Director
Gallery Cafe to increase Gallery patronage, 2009 FOG Committee

including a permanent arrangement for the
Friends of the Gallery and a discount ‘stamp’
deal for regular visitors
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2.9 Develop and distribute a Business Plan for To be Asst. Director
the Art Gallery Shop completed Targeted volunteers
December
2009
2.10 Continually upgrade merchandise of the Art | Ongoing Admin. Asst.
Gallery Shop and establish business
orientated approach to consignment
agreements
2.11 Continue to run the Art Gallery Shop as a Ongoing Admin. Asst.
retail area which supports the core
operations of the Gallery
2.12 Generate income through the Art Gallery Ongoing Admin. Asst.

Shop to increase productivity of Gallery’s
core programs
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STRATEGY 3: Develop and maintain a favourable image of the
Gallery within the region as a cultural centre of high standard

ACTION TIMING RESPONSIBILITY
3.1 Demonstrate excellent Customer Service Ongoing, and | All staff
levels at all times monitored
through
regular
feedback
3.2 Actively encourage new and renewed Ongoing , and | All staff
membership of the Friends of the Gallery targeted FOG Committee
towards end
of each

financial year

3.3 Actively encourage new and renewed
membership of the Tweed River Art Gallery
Foundation

In earnest
from August
2009

All staff
Foundation Board

3.4 Increase links with other regional galleries to Ongoing Director
raise profile Gallery staff
Advisory Committee
FOG Committee
Foundation Board
3.5 Develop off-site marketing and promotion of Targeted Director

Gallery, and launch a new focus towards
television and cinema advertising, with less of

efforts during
late 2009 and

Asst. Director
TSC Marketing staff

an emphasis on print material ongoing
3.6 Recruit and train volunteers and Gallery Following Education Officer
Guides to act as ambassadors of Gallery employment
of Education
Officer
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PROGRAM

Administration

OBJECTIVE

To maintain efficient administrative systems and effectively
manage the Gallery’s financial and human resources

STRATEGIES

1. Emphasise ‘team’ approach to program and operations
management

2. Support professional and skills development of staff towards
enhancement of the Gallery’s goals

3. Continue investigating methods of reducing costs and
streamlining operations
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STRATEGY 1: Emphasise ‘team’ approach to program and

operations management

ACTION TIMING RESPONSIBILITY
1.1 Align Gallery’s plans and strategies within the | June 2009 Director
framework of Community and Cultural Gallery staff
Services
1.2 Endeavour to have uninterrupted fortnightly Ongoing Gallery staff
staff meetings
1.3 Introduce quarterly planning meetings and December Gallery staff
staff ‘think-tanks’ 2009
1.4 Conduct annual Strategic Planning Days Commence Gallery staff
involving the Gallery staff, the Advisory June 2010 Advisory Committee
Committee, Friends of the Gallery and the FOG Committee
Foundation Board Foundation Board
1.5 Introduce social program for enhanced team Commence Gallery staff
building June 2010
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STRATEGY 2: Support professional and skills development of
staff towards enhancement of the Gallery’s goals

ACTION TIMING RESPONSIBILITY
2.1 Monitor personnel application through regular | Biannually (in | Director Manager:
performance reviews line with TSC) | Community & Cultural
Services
2.2 Ensure staff receive assistance to strengthen Ongoing Director
effective work patterns
2.3 Request increase to casual employment 2009/2020 Director
budget line to allow more access to assistance | budget review
for permanent staff
2.4 Implement staff training programs (e.g. Commence Director
planning, time management and gallery ASAP
program management) and link to the
Performance Appraisal process
2.5 Support staff in applications for professional Ongoing Director
development programs where appropriate.
Support multi-skilling initiatives for staff
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STRATEGY 3: Continue investigating methods of reducing costs

and streamlining operations

ACTION TIMING RESPONSIBILITY

3.1 Maintain best practice procedures in the Ongoing Asst. Director
Gallery accounting system

3.2 Maintain best practice procedures in Ongoing Director
administrative functions (e.g. mail, records Asst. Director
management, database management)

3.3 Complete implementation of computer As soon as Director
network; implement effective backup systems | possible Manager, IT Services
are maintained Admin Officer

3.4 Continue to monitor postal costs, including Ongoing, and | Asst. Director

maximising bulk mail outs to schools twice
each year, and instead focusing on email
newsletter

from January
2010

Admin. Asst.
Public Programs Curator

3.5 Continue to monitor telephone usage to Ongoing Director
minimise charges

3.6 Design and implement new and effective ASAP All staff
central filing system and encourage use of
ECM

3.7 Investigate use of corporate credit card system | Ongoing — Director
for Gallery purchases to increase efficiency in | continue to Manager:
accounting systems present Community &

business case
to TSC

Cultural Services
Manager, Finance
Services
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PROGRAM

Facility Management

OBJECTIVE

To maintain and improve the Gallery’s physical
environment through the provision of additional
educational and family-friendly facilities

STRATEGIES

1. Enhance the Gallery’s environment

2. Provide access to and improve all areas of the building and
grounds to enhance visitor experience

3. Investigate funding opportunities and support construction of
Stage Il
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STRATEGY 1: Enhance the Gallery’s environment

ACTION TIMING RESPONSIBILITY
1.1 Secure funding for an extension to the From January | Director
Frances Mills Education workshop from 2010 Manager:
external sources towards installation and Community &
construction costs Cultural Services
1.2 Establish time schedule and set goals for December Director
implementation of Kids’ Spot in the permanent | 2010 Public Programs Curator
collection galleries with Tweed shire Council
staff
1.3 Conduct audit for Storage areas across all By December | Asst. Director
Gallery spaces 2009
1.4 Conduct regular audit of the Gallery’s August 2009 | All staff
appearance and presentation and follow up and ongoing

with Council’s contract cleaners

1.5 Timetable and complete annual Working Bees | December All staff and
in the Collection Storeroom, Workroom and 2009 and some volunteers
Artist in Residence Studio annually

1.6 Timetable and complete thorough clean and Monthly Admin. Asst.
stocktake of Art Gallery shop facilities and some volunteers
stock

1.7 Conduct feasibility study to extend trading December Director
area of the Gallery Café , including seeking 2009 — Foundation Board
relevant approvals from Tweed Shire Council June 2010 TSC
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STRATEGY 2: Provide access to and improved all areas of the
building and grounds to enhance visitor experience
ACTION TIMING RESPONSIBILITY
2.1 Research methods of funding capital January 2011 | Director
enhancement through public art, suitable Asst. Director
sculpture and landscape design for the Gallery
grounds
2.2 Secure funding for the enhancement for the August 2011 | Director
grounds and begin timelines Asst. Director
Manager:
Community & Cultural
Services
2.3 Engage landscape designer and/or Project November Director
Leader to manage the building project 2011 TSC staff
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STRATEGY 3: Investigate funding opportunities and support

construction of Stage Il

ACTION TIMING RESPONSIBILITY
3.1 Inform Tweed Shire council of Foundation’s Ongoing Director
activities regarding Stage IlI Asst. Director
Manager:
Community & Cultural
Services
3.2 Identify and approach potential donors June 2010 Director
regarding funding for Stage IlI Foundation Board
3.3 Work with the Tweed River Art Gallery From June Director
Foundation to promote advantages of addition | 2011 Foundation Board
of Stage Il to the community
3.4 Engage architect to supply draft plans for December Director
proposed extensions 2011 Foundation Board
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PROGRAM

Volunteers

OBJECTIVE

To present an enjoyable, educational and participative
program for the Gallery’s volunteers

STRATEGIES

1. Continue to foster a vibrant volunteer program which reflects
community commitment to the future sustainability of the
cultural life of the region
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STRATEGY 1: Continue to foster a vibrant volunteer program
which reflects community commitment to the future sustainability

of the cultural life of the region

ACTION TIMING RESPONSIBILITY
1.1 Implement efficient and reliable management | Completed Asst Director
system for Art Gallery volunteers and ongoing
1.2 Develop a series of role profiles written for Completed Asst. Director
volunteers to ensure task / skills match and and ongoing
outline safety requirements
1.3 Publication of a Volunteers’ Manual (mostly) Asst. Director
Completed Admin. Asst.
1.4 Further develop the volunteer program into a Ongoing Director
popular and thriving activity Asst. Director
1.5 Conduct one volunteer drive biannually Completed & | Asst. Director
ongoing

1.6 Present annual Volunteer Training Sessions

From January
2010

Co-ordinated by
Asst. Director
All staff
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TWEED RIVER ART GALLERY
ARTISTIC PLAN 2010 — 2012

INTRODUCTION

This Artistic Plan outline’s the Tweed River Art Gallery’s strategies for audience development and
participation.

The Gallery is committed to increasing our visitor’s participation and engagement in the arts and
cultural activities and building our audience. The strategies encompassed by this Artistic Plan
include programs which will aid audience research, and our marketing and promotional
opportunities.

The Tweed River Art Gallery intends to utilise a number of strategies to increase visitor numbers,
engagement and participation in our 2010-1012 program. These strategies are outlined in this
Artistic Plan. In summary, the Gallery will introduce a number of new sustainable strategies to
enhance audience experiences, including:

e directing funding towards the hire of bus services specifically to transport public school
children to the gallery to participate in educative processes

e training selected volunteers to become Gallery Guides

e employing more artists to act as educational guides for school, tertiary and targeted tourist
groups

e introducing technology and the associated equipment into the Gallery’s mainstream
operations, training relevant staff members and encouraging interactive programs for our
visitors

e increasing the range and scope of delivery methods of programs (eg. oral participation,
physical presentations involving performance, Web-based and multimedia presentations)

e increasing the Gallery’'s presence and program orientation on the Web through such
strategies as the digitisation of the Collections providing access to the gallery’s collections
on-line

The Tweed River Art Gallery has identified the high priority of delivering high quality programs to
the residents of, and visitors to the Tweed and Northern Rivers region. Encouraging the
development of the Creative Industries in the region, the Gallery will be actively involved in
collaborations with both Sydney-based cultural institutions and those to the north, strengthening
our border connections. These collaborations will provide support for arts development in our
region through the development of skills, partnerships and networks as well as providing access to
touring product of high quality from metropolitan areas to the Tweed and greater regions.
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AUDIENCE DEVELOPMENT, MARKETING AND EVALUATION

The 2010-2012 Artistic Plan aims to address the following areas:

1. Support individual professional and artistic development

Educational Workshops and associated programs conducted by the Tweed River Art Gallery
through our artistic program provide employment opportunities to regional and intrastate artists
and arts workers. Each presenter is paid a presentation or Artist Fee for the delivery of
workshops, artist talks, presentations, demonstration days etc. These essential programs also
develop the educational skills of each of these presenters. When experienced artists and
presenters are employed by the Gallery, other artists participating in the structured activity are
provided with the opportunity to absorb methods of presentation.

The Gallery’s Community Access Exhibition Program (CAEP) is a proposal-based opportunity for
regional artists to participate in the Gallery’s annual program. Successful applicants work in close
liaison with the staff of the Gallery to establish and learn methods in presenting a professional
exhibition. This mentorship provides extensive professional development to many artists,
especially those who are exhibiting for the first time in a professional space.

2. Stimulate arts and cultural development in NSW

The TRAG program and staff do much to stimulate the arts in regional NSW. The Gallery provides
up to 30 exhibitions each year, many of which are rarely available to regional audiences. The
facility and its program is an excellent source of contemporary practice for many artists, especially
those tertiary students studying at neighbouring universities and TAFE colleges. The Gallery’s
exhibition and workshop program provides so many opportunities and access to professional
artists via master classes and floor talks to students and practicing artists, both established and
emerging in their own practices.

The Gallery and the staff also provide on-going professional advice and offer a well-stocked
research facility through our Library and Artist Files.

The venue itself also stimulates arts and cultural development due to its stunning architecture,
location, facilities and availability as a hireable venue.

3. Contribute to innovation within and across art forms

The Gallery’s forward program for 2010 — 2012 encompasses a variety of innovative ways to
present a number of art forms. The rehangs of the permanent collection present new ways of
viewing the traditional visual representation of people through the portraiture genre. Digital and
multi-media works were introduced during the 2009 program and were very favourably received
by our visitors, principally through the presentation of the exhibition Face to Face: portraiture in a
digital age toured by d/Lux/MediaArts. New media will now play an important role in the future
program of the Gallery, while the curatorial elements of the collection-based exhibition challenge
the traditional to present more conceptual ways of viewing this genre. The Olive Cotton Award for
photographic portraiture also encourages innovation in its vision statements and each year new
forms of digital and photographic processes are presented as elements of this important award.
The exhibition My Favourite Australian toured by the National Portrait Gallery will also play an
important role in the Gallery presenting exhibitions in a more innovative manner. Performance and
installation are also key elements of the 2010-2012 program.
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4. Improve performance and production standards

The 2010-2012 program mentors artists, particularly through the CAEP program in achieving
professional standards and improving the presentation of their practice.

The presentation of exhibitions and educational activities through the program which involve new
technologies will vastly improve the performance of the venue and provide much-needed
professional development and training for the small staff of the Gallery. The venue will be
significantly upgraded through the introduction of multi-media equipment and modes of delivery
which will enhance audience experiences.

The digitisation and upgrading of collection management software will also improve the

performance of the Gallery and our presentation of information to regional and metropolitan
audiences and potential collaborative partners.

5. Improve industry and capacity and sustainability

As outlined above, the 2010-2012 program will do much to improve the visual arts industry’s
capacity and sustainability for the future. New technologies and the digitisation of the collection,
once installed, offer sustainable answers to the delivery of future innovative programs. The assets
of the Collection will be available on line for future learning and research for students and artists,
while the upgrade of the Gallery’s exhibition spaces will allow for the programming of cutting edge
exhibitions which have previously been inaccessible to the facility.

6. Promote and support of Aboriginal arts and cultural activities

The 2010-2012 program encourages, promotes and supports Indigenous artists and cultural
activities. The Gallery has developed, and continues to foster, a 4 Year Plan in consultation with
the Tweed’s Aboriginal Advisory Committee and the Tweed Wollumbin Aboriginal Education
Consultative Group. The Gallery has initiated an exhibition and series of public programs to
coincide with NAIDOC week, as outlined in the Artistic Plan. Through regular discussion and
planning with the Tweed Shire Council’s Aboriginal Liaison Officer and attendance at meetings of
the AAC and other partnership opportunity meetings, the Gallery is able to offer programs which
encompass Aboriginal arts. The Gallery also includes a traditional Welcome to Country at each
of the official opening functions. Song, dance and the spoken word are incorporated into the
proceedings. The Gallery employs a number of endorsed Aboriginal people for these occasions
and thus helps to promote and support Aboriginal cultural activities.

7. Promote and supporting arts in a culturally diverse society

The 2010-2012 program provides access to people from culturally and linguistically diverse
communities. A number of the programs included in this Artistic Plan specifically target the State’s
culturally diverse society through engaging and participative events and public programs. Some
elements of the program which support this policy are included via the programs themes through
such exhibitions and programs as Zhingjian: Midway, My Favourite Australian, The Blake Prize for
Religious Art and the Community Access Exhibitions Program.
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8. Support regional arts development

Tweed River Art Gallery’s forward program supports the development of skills, partnerships and
networks and aims to increase participation in regional arts and cultural activities. Examples
include the CAEP program, the employment of many artists and artsworkers to present the wide
variety of participative events offered through the program. The Gallery enjoys strong links with
organisations such as Arts Northern Rivers and the Northern Rivers Regional Development
Board. The Director is a member of a number of committees, including the University Art
Collection Committee of Southern Cross University and is often called upon to present lectures at
workshops and tertiary institutions.

The program has actively encouraged collaboration with Sydney-based cultural institutions and
other regional galleries across NSW. The Gallery has developed, and continues to foster, a strong
support base for many regional artists and co-operatives.

MARKETING

The Artistic Plan also includes a number of Results indicators. These indicators will be used to
evaluate the success, benefits (or otherwise) of the strategies outlined in the body of the Business
Plan.

Examples of other results indicators, in addition to those set out in the Business Plan include:

e participant Workshop Feedback forms

e audience surveys (conducted every 6 months for 5 week periods — usually in line with an
exhibition display cycle)

e email newsletters to artists listed on our Artist Database

e web-based response line to the Friends of the Gallery Artifacts newsletter

e open email avenue

e Visitor and Comments books located in the Gallery

e Suggestion Box located in the Gallery

e The ongoing collection of comments and material through our volunteer reception desk
personnel

e Tweed Shire Council's website and customer service lines

EVALUATION

Evaluation of the Gallery’s program provides a vital source of information in the forward planning
of the Gallery’s artistic program. Some strategies, such as Visitor Surveys and Workshop
Participants feedback forms have already provided excellent information in terms of addressing
the program’s shortfalls and areas for improvement, as well as the drawing attention to the
successful and more popular outcomes.
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As an example, the following information includes some statistical information collated following
the most recent Visitor Survey (October 2008) results:

With the aim of analysing the statistics to develop audiences, the survey covered a range of
questions including visitor satisfaction, place of residence, what they would like to see in the
Gallery, how they heard about and travelled to the Gallery, and their experiences in the Gallery
Café. This survey was conducted through the volunteers at the reception desk

- 180 survey forms were collected over a period of 24 days in October 2008.
- There was no television advertising campaign during this period.

Attendances
Note: 2004 and 2006 figures have been left in brackets for comparison.

e The Gallery has attracted many new visitors: 44.44% of people had never visited the Gallery before
(2004 -72% and 2006- 56%). As expected, this rate is declining.
e The highest number of visitors on any given day was 701.

e The Gallery receives an average of 1,075 visitors per week.

¢ Inthe old building attendances per year averaged between 18,000 and 22,000 per year, with a
weekly average of 346 to 423.

Who visits?
e More women than men visit the Gallery: 64% of visitors were female (2004-65%; 2006-66%). 29%

were male (2004-27%; 2006-30%) and 7% did not state their gender. Overall, this is a similar ratio
of men to women from the previous surveys.

e Visitors were spread over all age groups:
5% under 25 years (NB: this figure is understated as young children and children in school groups
were not questioned)

6.67 % aged 26 to 40 years (2004-9%; 2006-10%)
58.33% aged 41 to 65 years (2004-61%; 2006-52%)
28.89% aged over 66 years (2004-23%; 2006-30%)
1.11% unknown (2004-2%; 2006-6%)

e 11.67% of visitors were Friends of the Gallery (2004-10.95%; 2006-8%)

Where do they come from?

¢ 30.56% of visitors came from the Tweed Shire. This represents a larger figure then in 2006. (2004-
41%; 2006-22%)

e 13.89% from Banora Point, Tweed Heads and the Coastal Villages (2004-23%; 2006-13%)

e 16.67% from postcode 2484 - Murwillumbah, Uki, Tyalgum, Stokers Siding, Chillingham etc. (2004-
18%; 2006-9%)

e 11.67% from other areas in NSW, mainly Byron Bay, Mullumbimby, Lismore, Casino, Burringbar
and Ballina (2004-12%; 2006-24%)

e 18.89% from NSW other areas including Sydney, which was 3.33% - indicating a lower figure than

2004 (4.76%) and 2006 (4%). (2004-17.62%; 2006-27%)

26.67% from all areas of Queensland (2004-15%; 2006-34%)

15% from the Gold Coast (2004-5%; 2006-22%)

8.89% from Brisbane (2004-3%; 2006-11%)

6.67% from other states (2004 - 7.15%; 2006-6.5%)

5% from overseas (2004-4.7%; 2006-4%)
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Travelled to Murwillumbah to see the Gallery?

e Yes: 52.75% (2004-36.99%; 2006-70.4%)
e No: 39.56% (2004-27.17%; 2006-25.2%)

How did they hear about the Gallery or Exhibition?
e Alarge proportion of visitors hear about the Gallery or specific exhibitions by word of mouth:
61.58% (2006-53%)
e Advertising 17.9% (2006-25%)
e Direct Mail 8.95% (2006-11%)

Frequency of visit
o 44.44% of visitors came for the first time (2004-71.43%; 2006-56%)
e 31.67% visited occasionally (2004-11.43%, 2006-27%)
e 23.33% visited regularly (2004-13.33%; 2006-16%)

Did they come to see a specific exhibition?

YES! 24.44% of visitors during this period had come specifically to see the exhibitions. (2004-13.81%;
2006-60% - Archibald Prize tour)

The majority (90%) of visitors very much enjoyed the portraits from the Gallery’s collection, rating 7 to 10 in
this category. Similar scores are reflected for the other exhibitions.

The Gallery Cafe

61.66% of visitors surveyed also attended the Café. Of that figure, most were happy with the service and
the food.

Summary
The survey confirms that:
- ltis easier to attract visitors from NSW than Queensland, even though travel time from
Mullumbimby is equal to travel time from the lower Gold Coast.
- Advertising on the North Coast is cheaper and more effective than advertising on the Gold Coast.
- Gallery visits are planned, and travelling is not an obstacle for most visitors.
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ATTENDANCES

During the past year, the Tweed River Art Gallery’s annual visitation (1/7/08 — 30/6/09) was as
follows:

TOTAL: 58,248  (previous year 1/7/08 — 30/6/08 was 54,588)
293,853 Visitors to the new building since September 2004
92 workshops
1,174 attendees at workshops
49 public programs
1,317 attendees at public programs
8 exhibition openings
3,288 attendees at exhibition openings
83 bus groups
1,993 bus group participants
44 school groups
885 student visitors (580 primary, 236 secondary, 58 tertiary)
19 committee meetings
76 committee meeting attendees
58 Foyer hire commitments
3,624 Foyer hire participants
353 Events held at Tweed River Art Gallery

TARGETED AUDIENCES

The following key target audience groups relate to the assessment criteria used in
the Tweed River Art Gallery’s 2010-2012 Artistic Plan:

people living and/or working in regional NSW

young people

people from culturally and linguistically diverse (CALD) backgrounds
Indigenous people

people with a disability

people living and/or working in Western Sydney

OuhALNE
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