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Artspace Strategic Plan  2013-2015 

Board Approved March 29, 2012 

 

 

THE ARTSPACE MISSION IS TO 

 Catalyze artistic activities;  

 Connect contemporary artists, audiences, and resources; and 

 Enrich art experiences and activate art "spaces". 
 

OVERALL ARTSPACE STRATEGIES FOR 2013-2015 

The Artspace board of directors commits, over the next three years, to: 

1. Renew board membership, leadership, and fundraising; 

2. Secure a larger portion of the Artspace budget with multi-year grants and contributions to support programs and operations; 

3. Maintain an adequate cash reserve; and 

4. Invite philanthropists to invest in an endowed curatorial fellowship and eventual position to enhance Artspace’s contemporary art leadership. 

 

ARTSPACE LONG-RANGE GOALS 

1. Present outstanding contemporary art   Exhibit innovative and challenging contemporary art work in order to inspire, educate and enrich  audience 
experiences. 

 
2.  Serve our community   Connect artists with each other and with audiences and supporters in order to propel economic development, promote civic 

pride and generate visibility for artists and the community. 
 
3. Educate youth   Invest in New Haven’s future with visual arts programs that empower our youth and cultivate a future audience. 
 
4. Strengthen and Sustain Artspace   Build Artspace’s capacity to serve artists and the  community with effective governance, staffing, and funding. 
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LONG-RANGE GOALS, KEY ACTIONS, AND OUTCOMES 

 
Goal 1. Present outstanding contemporary art    
 
Outcome 1. Artspace Gallery  Program exhibitions of cutting-edge works by emerging and established artists and notable theme exhibitions                     
in Artspace’s galleries. 
 

Fiscal 
Year * 

Who Gallery Actions  
 

Evidence of Outcomes and Targets 

Annually VAC** + 
education 
curator 
 

Group and solo exhibitions  Present a series of group and 
solo exhibitions of cutting-edge works by established and 
emerging artists in Artspace’s galleries.  
 
See also:  Actions for The Lot and other public spaces, 
Goal 2.1 

Staff document exhibitions with 
installation photography, checklists, 
written materials produced for the 
exhibition, participant counts or 
observations of visitor demographics, 
evidence of media coverage, and publicity 
materials. 

Exhibiting artists and collaborators   
provide post-program feedback. 

12/13 
13/14 

Guest 
curator + 
staff 

Major exhibitions  Present one guest-curated theme 
exhibition in 12/13 and two guest-curated exhibitions in 
13/14. 

14/15 Board 
fundraises 

Endowed curator position  With a successful campaign, 
launch an endowed curator’s exhibition series.  

Ongoing All Diversity  Achieve diversity among exhibiting artists and 
audiences that is more representative of New Haven's 
cultural and ethnic communities and global arts trends. 

Staff report demographics of artists. 
Staff and CWOS artists report their 
perceptions of audience diversity. 

 
* Artspace's fiscal year is July 1 - June 30. 
 
**VAC = Visual Arts Committee
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Goal 2.  Serve our community    
 
Outcome  1.  Public Art   Program The Lot as a flexible exhibition space freely open to the public. 
 

Fiscal 
Year 

Who Public Art Actions 
 

Evidence of Outcomes and Targets 

Annually Staff + 
VAC 

The Lot  Program installations of temporary public art 
works in The Lot two times each year.  

Two exhibitions are installed annually.    
Staff document with photography, written 
materials, observations of visitor 
demographics, evidence of media coverage, 
and publicity materials. 

12/13 
13/14 

Staff + 
VAC 

Public art path  Seek to fund, design and begin 
development (12/13) of a "public art pathway" 
connecting the train station and the Ninth Square 
neighborhood.  Implement construction of path (13/14). 

Pathway is built as planned and 
documented. 

Annually Staff + 
VAC 

CWOS projects  Include temporary public art projects as 
part of City Wide Open Studios. 

Temporary public art projects are presented 
as planned and documented. 

12/13 
 

Staff Place-making activities  Ensure Artspace's role in 
enhancing New Haven's public spaces in order to 
(independently and with partner organizations) 
successfully seek funding from the State of Connecticut. 

State funds Artspace in a defined place-
making role. 
Staff report place-making activities and 
observed results. 
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Goal 2.  Serve our community continued 
 
Outcome  2. City-Wide Open Studios   Convene an annual three-weekend open-studios festival (CWOS) as a community celebration of contemporary  
art and an opportunity to animate under-used spaces. 

 

Fiscal 
Year 

Who Open Studios Actions   Evidence of Outcomes and Targets 

Annually Staff Connect artists  Create opportunities to connect visual 
artists to the public and each other through CWOS-
related activities and the main exhibition. 

Artists report in evaluation surveys how  
they establish useful connections through 
CWOS. 

Annually Staff + 
seasonal 
staff or 
contractor 

Open opportunity  Provide a forum for showing and 
selling art work that is non-juried, inclusive and open to 
all area artists. Include an "alternative space" to 
accommodate artists who do not have studios in New 
Haven.  Distinguish the inclusive nature of CWOS from 
curated gallery exhibitions. 

Annual report of participating artists 
indicates numbers and demographics. 
Artist surveys indicate opportunities are 
inclusive and accessible. 

Annually Staff + 
seasonal 
staff or 
contractor 

Cultural tourism  Extensively promote CWOS to build the 
audience and draw visitors into New Haven from 
Connecticut, New York, and Massachusetts creating a 
weekend cultural destination. Develop improved data 
gathering techniques and reporting mechanisms to more 
accurately gauge demographics.  

Artists and volunteers report numbers and 
percentages of out-of-town visitors. 
Staff provide visitor reporting logs to 
facilitate data collection. 

Annually Staff + 
seasonal 

Building re-use  Showcase vacant historic and other 
properties by using them as exhibition space, 
contributing to their revitalization for other uses. 

Annual report lists property use and those 
that subsequently are revitalized. 

Annually Dedicated 
staff 
position 

Boost program capacity  Recognize the importance of 
CWOS as the glue that binds constituents and fund a 
part-time (seasonal) employee position.  

As funding permits, CWOS position is 
established and filled. 
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Goal 2.  Serve our community continued 

Outcome 3 . Community Connections  Create opportunities that allow artists, arts supporters, and the public to interact. 

Fiscal 
Year 

Who Community Connection Actions 
 

Evidence of Outcomes and Targets 

Ongoing Staff + 
board 

Gallery openings  Host gallery openings as opportunities 
to celebrate art and artists and to connect artists, collectors, 
and community members. Board members attend and 
host post-gallery dinners as donor cultivation events.  

Counts and reported staff observations of 
gallery openings indicate the events attract a 
growing number of artists, collectors, board 
members, and community members.  

Annually Staff Gallery events  Host performing arts and networking 
events.  Educate visitors through demos and talks during 
openings and at other times.  

Documented staff observations indicate 
gallery visitors learn from demos and talks. 
Occasional visitor surveys confirm findings.  

 
Outcome 4 . Artist Professional Development  Enhance the professional development of artists and sales for artists. 
 

Fiscal 
Year 

Who Artist Professional Development Actions 
 

Evidence of Outcomes and Targets 

Ongoing Staff + 
VAC 

Flat files  Grow, freshen, diversify and promote flat files.  
Use as a source for exhibitions and sales, and as an 
educational tool for curatorial growth.  

Staff reports indicate sales, number and 
demographics of flat file artists. 
Staff report the extent to which flat files 
inspire exhibitions and curatorial growth.  

Ongoing Education 
curator 

Workshops  Organize tri-annual professional 
development workshops for artists.  

Staff report number, description of workshops. 
Evaluations by workshop participants 
indicate satisfaction with their professional 
development outcomes.  

12/13 
 

Board web 
committee, 
contractor 
+ staff 

Artist directory  Improve and maintain current online 
artist directory to showcase local and CWOS artists.  

Staff report number and demographics of 
directory artists. 
Artist surveys indicate extent to which the 
directory raised their visibility or sales.  
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Goal 3. Educate youth   

Outcome 1. Youth Education  Empower youth with arts enrichment and job-training opportunities. 
 

Fiscal 
Year 

Who Youth Education Actions 
 

Evidence of Outcomes and Targets 

Annually Staff Summer apprentice program   Provide 12-15 New 
Haven high-school teens with creative work experience.  

Participant evaluations indicates teens’ 
satisfaction with their creative work 
experience. Artists provide feedback.  

Annually  Staff In-school residencies   Artists collaborate with high-
school students to enhance student skills and create 
new work (as funding permits). Partner with the 
Metropolitan Business School.  

As funding permits, residencies are 
programmed in schools. 
Artist and teacher evaluations indicate the 
extent to which students enhance skills.   

12/13 
13/14 
14/15 

Staff + 
consultant 

Alumni program  Develop program to engage past 
educational program participants. Conduct 
assessments to evaluate learning outcomes of program 
with students.   

Staff report that an alumni program is 
created and alumni are engaged. 
A formal learning assessment reports 
participating student learning outcomes. 

Annually 
 

Staff School partnerships and tours  Invite teachers to 
incorporate Artspace exhibitions into their curriculum 
by touring the galleries with students. 

Staff report counts of school groups touring 
exhibitions. Staff and teacher observations 
document student experiences and interactions. 

 
Outcome 2.  Youth and Family Programs  Develop activities to assure that children and families find a warm welcome and multiple paths to  
engagement with contemporary visual arts. 
 

Year Who Family Program Actions  Evidence of Outcomes and Targets 

12/13 
(1-day  
pilot) 
13/14 
 

Education 
curator 

Family days  3 - 4 times a year on weekends, program 
activities in the galleries that engage families with 
contemporary art and artists.  Appeal to participating 
adults to become financial supporters of Artspace.  

Staff document programs, count 
participation, and extent to which participants 
become donors.  
Parents complete evaluation indicating extent to 
which intended outcomes were achieved. 
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Goal 4. Strengthen and Sustain Artspace    
 
Outcome 1. Governance  Enhance the Artspace board of directors to increase its effectiveness. 
 

Fiscal 
Year 

Who Governance Sustainability Actions 
 

Evidence of Outcomes and Targets 

12/13 Board Board responsibilities  Review and update by-laws to 
reflect current practices, define member 
responsibilities and analyze committee structure and 
composition.  Maintain effective board 
communications via email and other methods.  

By-laws are updated; committee structure 
is established; board responsibilities are 
defined. 
Board members report good 
communications in annual self-assessment.  

12/13 
13/14 

Nominating & 
governance 
committee  

Board development  Recruit new board members to 
replace retiring members and to achieve increased 
governing and fundraising capacity. Specifically recruit 
civic leaders with business and corporate connections, 
philanthropic capacity, and interest in hosting donor 
events, who reflect New Haven's diversity, and support 
Artspace's mission.  

Board membership is sustained as retiring 
members are replaced. 
Board self-assessments indicate board 
composition balances needed skills, 
resources, and community connections. 

12/13 Nominating &  
governance 
committee 

Board leadership  Elect board president and vice-
president to assure an orderly succession. 

An annual board self-assessment indicates 
orderly succession of effective leadership.  
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Goal 4. Strengthen and Sustain Artspace continued   
 
Outcome 2. Funding  Sustain Artspace with adequate revenues. 
 

Fiscal 
Year 

Who Funding Sustainability Actions 
 

Evidence of Outcomes and Targets 

Annually Board 
development 
committee 

Annual appeal  Implement the annual appeal and 
actively raise targeted amounts (not inclusive of 
individual board giving).  Phone to thank significant 
donors and call upon potentially highest donors to ask 
for their annual gift.  

Annual appeal achieves targets. 
Significant donors are personally solicited 
and thanked by board members.  

Annually 
 

Board Board giving  Board members contribute what for 
each is a significant cash contribution, at or near the 
top of each member’s philanthropic priorities.  

100% of board members contribute 
annually, and total giving is increased each 
year.  Contributions are documented in 
financial statements. 

12/13 
13/14 
14/15 

Board Endowed curator campaign  Plan and implement a 
capital campaign to fund an endowed fellowship and 
eventual curator position to enhance Artspace 
capacity to mount world-class curated contemporary 
art exhibitions. Accumulate an endowment to 
generate $15-25,000 annually by 2016. [Test the 
feasibility of the target in planning]. Community 
Foundation manages.  

An endowment of $300-500,000 generates 
$15-25,000 annually by 2016. 

Annually 2 Board 
members 
TBD 

Planned giving  Sustain communications to donors, 
attorneys, and the Community Foundation as a long-
term campaign to encourage bequests and other 
planned gifts for Artspace.  

Regular planned-giving communications 
are sustained and targets reached. 
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Goal 4. Strengthen and Sustain Artspace continued   
 

Fiscal 
Year 

Who Funding Sustainability Actions 
 

Evidence of Outcomes and Targets 

Annually Board 
development 
+ events 
committees 

Fundraising events   Organize an annual art auction, 
small after-opening-donor-cultivation events, and Full 
Plate (every 18 months). Create a new event by 2014 
to generate (amount TBD).  

Fundraising targets are reached annually. 

Annually ED + board Corporate sponsorships  Secure corporate 
sponsorships  to achieve budget goals. 

Corporate sponsorships total $50,000 per 
year. 

Annually ED Foundation funding  Renew multi-year grants from 
the Warhol and New Haven Community Foundations 
and seek funding from new foundations i.e., First 
Niagra and Tremaine.  

Multi-year grants are renewed, funding is 
received from new foundations, and 
targets are reached annually. 

Annually ED Additional grants  Secure grants from United Way, 
city, state, and federal agencies, and others to support 
arts programming. 

Eligible project grants are secured and 
targets are reached annually. 

12/13 
13/14 
 

Staff Earned revenue  Enhance revenues from fees, event 
income, sales commissions, space rental, etc., so that 
earned income constitutes 15-20% of the annual 
budget. 

Earned revenue generates 15% of the 
annual budget in 12/13 and 20% 
thereafter. 

Annually ED + board Fiscal policy  Maintain a cash reserve sufficient to fund 
six to nine months of operations. Develop annual 
budget projections that align with this strategic plan. 
Approve an annual operating budget no later than 
June each year that sustains the cash reserve. Monitor 
actual income and expenses quarterly and adjust 
spending as necessary. 

Cash reserve targets are established by 
12/13 and sustained through 14/15. 
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Goal 4. Strengthen and Sustain Artspace continued   
 

Outcome 3.  Staffing  Sustain Artspace with adequate staffing. 

 

Fiscal 
Year 

Who Staffing Actions  
 

Evidence of Outcomes and Targets 

12/13 ED + 
new board 
committee 

Staffing plan  The Executive Director develops a 
staffing plan, matched with a board-approved budget, 
and fundraising plan.  Bring on new staff member(s) 
as indicated in plan.  

Board-approved staffing plan is 
implemented. 

13/14 
14/15 

New board 
committee 

Succession plan  Establish  reserve funds for grooming 
ED successor to allow training and job sharing 18-24 
months prior to succession. 

Succession plan is approved by board. 
Fund is established for succession. 

Annually 
 

New board 
committee 

Benefits  Research and provide staff with optional 
health insurance plan through Fractured Atlas or 
other provider.  

Staff insurance plan is established. 

Annually Board + ED Performance reviews  Conduct performance reviews 
of staff linked to salary structure.  

Annual performance reviews are conducted 
and raises accordingly implemented. 

Annually Staff Volunteer program  Grow the number of active 
volunteers (not including board/VAC) from 20 to 75 
through more intensive recruitment and 
recognition/appreciation activities. 

Staff document with training materials, 
participant counts, etc. 
Volunteers report in evaluation surveys 
that program goals were met. 
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Goal 4. Strengthen and Sustain Artspace continued   

Outcome 4. Communications and Administration  Sustain Artspace with effective communications and administrative systems, and adequate facilities. 

 

Fiscal 
Year 

Who Communications and Administration Actions  
 

Evidence of Outcomes and Targets 

12/13 Board web 
committee 
+ staff 

Web site redesign  Work with outside contractor to redesign 
Artspace web site:  more intuitive, user-friendly; seamless 
interface with CWOS site.  Improve back-end to facilitate digital 
artwork submission and review, updates by staff and data 
analysis. Increase presence through social media to build audience. 

Web site is updated; users report 
improvement; usage increases. 
Count of increased social media 
followers and fans indicates increased 
Artspace presence. 

14/15 
15/16 

New staff 
position 

Improved communications and visibility   Seek to fund a 
communications senior staff position to enhance marketing and 
publicity efforts and to raise Artspace's presence among artists, 
the community and supporters. 

Communications staff position is 
established and filled. 
Review by ED determines 
communications are achieving 
intended outcomes. 

12/13 
13/14 

Staff + 
board 

Advertising  Seek resources to allow Artspace to sustain 
advertising on NPR, in art publications, New York Times, etc. as 
exhibitions merit. 

Visitor surveys indicate extent to 
which advertising made them aware 
of Artspace and its exhibitions. 

12/13 Staff + 
board 

Build and improve database  Capture contact information from 
events, particularly CWOS, to build network of donors and 
supporters. Grow mailing and "friends" lists 15% each year.  

Database management effectively 
captures constituent information. 
Contacts lists grow by 15%/year. 

13/14 Staff + 
board 

Facilities expansion/improvement  Investigate basement space 
for greater utilization. May include renovation costs.  

Feasibility of adapting basement is 
reported to board. 

Annually Staff + 
board 

Facilities maintenance  Repair broken historic stained glass 
window and install insulation in office/gallery; improve signage, 
lighting at The Lot; other maintenance as needed. 

Facilities are well-maintained and 
cost-efficient. 

As 
needed 

Staff + 
board 

Equipment upgrades  Replace obsolete computers; update 
office software; purchase audio/digital recorder. 

Office systems and equipment are 
adequate and current. 
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Planning Methods 
 

A Planning Committee was formed in December, 2011 comprised of Artspace board members Cassandra Albinson and Kathleen DeMeo; Visual Arts 

Committee chair, Johanna Bresnick; and executive director, Helen Kauder. Members of the board, staff, VAC, and invited guests gathered for a planning 

retreat on February 17 and 18, 2012 to develop a new strategic plan. Craig Dreeszen, Dreeszen & Associates, facilitated and documented consensus 

among participants. Post-retreat, the Planning Committee, working from a rough first draft supplied by Mr. Dreeszen, met several times to complete a 

draft plan for board review.  The Artspace board voted to adopt the plan without further changes on March 29, 2012. 

 
Planning was organized by the Artspace Planning Committee  

Planning was made possible with funding from the Community Foundation for Greater New Haven.  

Meeting facilities were provided by Wiggin and Dana 

          
 
Participating: 
 

Bill Kalinowski, Artspace board  

Cassandra Albinson, Artspace board  

Harvey Koizim, Artspace board  

Claire Ruud, Yale SOM, board fellow  

Caroline Wharton, Artspace board  

David Leffell (Friday only), Artspace board 

Debbie Hesse, Visual Arts Committee 

Eric Litke, Visual Arts Committee  

Johanna Bresnick, Visual Arts Committee  

Helen Kauder, Executive Director  

Kathleen DeMeo, Artspace board  

Kwadwo Adae, Visual Arts Committee 

Lizzy Star, Public Ally  

Martha Lewis, Education Curator 

Meredith Miller, Visual Arts Committee (Saturday) 

Michael Galvin, Development and Communications Director  

Nick Lloyd, Artspace board 

Paul Theriault, Visual Arts Committee 

Sam Peterson, Artspace board (Saturday) 

Tahlia Townsend, Artspace board 

Fred Giampietro , Artspace board 

Jeff Carter, Artspace board 

Barbara Marks, former board member (Saturday) 

Barbara Pearce, board candidate  

Maryann Ott (Friday only), New Alliance Foundation 

Amy Wrzesniewski, Yale SOM, Fractured Atlas board 
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Artspace Strategic Planning Retreat, February 17-18, 2012 

A G E N D A 
 
Friday, February 17   6:00 to 8:00 p.m.  Home of Helen Kauder, 421 Humphrey Street, New Haven 

 Welcome, retreat objectives, and overview of strategic planning process 

 Introductions 

 Recounting Artspace stories—When have you seen Artspace realizing its best potential or best fulfilling its mission? What do we do really well? 

 Look at the Artspace mission statement in light of the success stories 
 
Saturday, February 18   9:00 a.m. to 3:00 p.m. Offices of Wiggin and Dana, 265 Church Street, New Haven 

 Briefly review retreat agenda and expectations 

 Reconsider the Artspace mission 

 Agree on the structure and format of the renewed strategic plan 

 Identify and discuss critical planning questions that, if resolved, will define the core strategic plan.  

1. How can Artspace best engage the greater New Haven arts community? 
a. Cultivate a shared sense of ownership 
b. Provide opportunities for local artists 
c. Diversify represented artists 

2. A look at programming: 
a. What should be our education programming scope and priorities? 
b. What is the appropriate focus of visual arts programming? (Recommendations from the VAC) 

3. How can Artspace best achieve sustainability? 
a.  Fundraising 

1. Ongoing program and operating support 
2. Bold proposal for major gift(s), e.g. endowed position 

b. Board development 
c. Staffing 
d. Executive Director succession 
e. Other sustainability strategies 

4. Other planning issues? 

 Agree upon priorities for the renewed strategic plan 

 Review next steps to develop the plan and adjourn 


