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Schorgl:We’regoingtointroduceeverybody,start-
ingonmyfarright.Regina,wouldyoutellpeople
whoyouareandwhereyou’refrom?

Smith:ReginaSmith,withtheArtsandScience
CouncilinCharlotte,NorthCarolina.

Amsterdam:PeggyAmsterdam,withtheGreater
PhiladelphiaCulturalAlliance.

Conwill:KinshashaConwill,withtheCulturalBlue-
print,NewYorkFoundationfortheArts.

Schorgl:I’mTomSchorgl.Iampresidentofagroup
calledtheCommunityPartnershipforArtsandCul-
ture,andIamsittinginforKathleenCervenytoday
fromtheClevelandFoundation,whowasthechief
designerofthisparticularpanel.AndKathleensends
herlovetoallofthosewhosheknows,andhopes
thatshe’llbeabletojoinyounextyear.

Whenwestartedoutthisconcept,westartedwith
twenty-fivetalkingpoints,onlytwenty-fivetalking
points.Thenwehadaconferencecallandwe
reducedthatdowntotentalkingpoints.Thenwe
decidedwecoulddothisinfourtalkingpoints.The
fourtalkingpoints,justtopiqueyourinterest,are:

WewillstartoutwiththeBookofGenesis,Civics
101,thengoingtoLaunchandTracking,andend
upwiththeBookofRevelations.Eachofourpanel-
istshavehadeitherthebeginningstagesofcommu-
nityculturalplanning;havedonemanycommunity
culturalplans,haveinheritedacommunitycultural
plan;orhaverecentlycompletedandareimplement-
ingacommunityculturalplan.

Sowethoughttokeepthislively,andtokeepyour
bloodsugarup,thatwewould,insteadoftalking
toyouforfifteenminutesapieceandthenopening
itupforquestions,startoutwiththesefourtopic
areas.Someofourpanelistswillhavealottosay
oneachtopicarea,dependingonwheretheyare
intheprocess,someofthemwillnot.We’llmove
throughthat,andthenwedowanttohaveadialog
withyou.Anyandallquestionsareokey-dokey.
Rightpanelists?

TheBookofGenesisreallylooksatsomeparticular
areas.Inotherwords,whatpromptedyoureffortsin
termsofartsandculturalplanninginyourparticular
community?Wasthereatimeframeinvolved?Were
thereanysortofspecificoutcomesthatwereexpected

atthebeginningoftheplanningprocess?Andwho
andhowdidyoudesignthatplanningprocess?

We’regoingtoopenthisupandIwillseeifanybody
wantstovolunteer.Iftheydon’t,thenIwilljust
gotooneofthepanelists.So,whowouldliketo
volunteer?Peggy!

Amsterdam:Sure,Ithinkthereareprobablypeople
inthisroomwhoknowaboutthisbetterthanIdo,
butI’lltrymybestandthey’llkeepmehonest.I’m
newtotheCulturalAlliance,andIwalkedinabout
ayearagojustassomeoftheinitialworkwas
beingdone.

Weweresupposedtostartbygivingyoualittlebitof
background,too,onourcitiesandwhatwe’redeal-
ingwith.Philadelphiahasaboutamillionandahalf
people.Theregionisdefinedforthispurposeasfive
counties,andthepopulationissixmillionpeople.
Butthegovernmentaljurisdictionsareverycomplex,
andIcangointothemalittlebitlaterifanyone’s
interested…justknowthatthey’reverydiverseand
Heatherjusttoldmethereareoverfivethousand
municipalitiesinPennsylvania,andmostofthemare
inthePhiladelphiaregion.Sowe’redealingnotonly
withcitygovernment,amayor,citycouncil,butalso
variouscountycommissioners,andthennumerous
townshipfolksandothermunicipalities.

Theideawastodoaplanfortheregiontolookat
oneoftheoldestculturalworkingsinacityinthe
country.Wehavesomeoftheoldestandsomeof
thelargestinternationally-knownculturalinstitutions
aswellasthewidearray,asyoucanimagine,of
community-basedorganizations.Littleplanningwas
done.There’sbeenalotoftalkaboutregionalism,
andabouttenyearsago,anattempttocreatea
regionalculturalfundthatfailed.Thatwaspartofthe
impetustolookintothis,possiblylookingintothe
creationofanewsupplementalfundingsourcethat
couldbeanattemptatregionalism,whichgetstalked
aboutalotinthePhiladelphiaregion,butnothinghas
evercomeofit.

Alotofthingsatworkinthecityasfaraspopulation
movingoutofthecityintothesuburbs,anoldhis-
toryofthepeoplefromthesuburbscomingintothe
citytoreceivetheirculturalamenities.Nowofcourse
suburbansprawl,andpeopleinthesuburbswho
needtheirculturalactivitiestherewheretheylive,
butthere’snotthesameinfrastructurethere.
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Smith:Charlottehasbeenplanningforquitesome
time.Westartedourfirstculturalplanningprocessin
themid-seventies,duetothecorporatecommunity’s
desiretorevitalizethedowntownarea.Sincethe
mid-1970s,we’vebeendevelopingplansforthecom-
munityandwiththecommunity,withthecityand
countyonboard,andourcorporatecommunityatthe
tableaswell.

Wehavealittleundersix-hundredthousandpeople
inthecityofCharlotte,withaseven-countyregion,
ourMSAisabout1.5.TheArtsandScienceCouncil
hasbeeninexistencesince1958,sowehavealong
tradition,asImentioned,ofdistributingdollars,and
alongtraditionofplanningwiththecommunity.

Imentionedearlierthatthecorporatecommunity
wantedtodevelopavisionandincludeartandcul-
tureaspartofthatvision,inrevitalizingthedown-
townarea,whichwecallUptown.Wecan’tquite
decideifit’sUptown,CenterCity,orDowntown,
soifIkindofflowbackandforth,you’llknowit’s
somewhereinthecentraldistrict.Ouragencypro-
videsthatprivateandpublicsectorconduit,notjust
forresources,buttheplanning.Wearetheplanning
entityforourcommunity.SoI’llstopthere.

Conwill:ThereareeightmillionstoriesintheNaked
City.Thishasbeenoneofthem.Therearealittle
morethaneightmillionpeopleintheCitynow,but
they,asKenPrewitt’scommentswouldsuggest,look
alittledifferentfromwhattheylookedlikebackin
thetimeoftheNakedCity.

Thisisaprivateactivitywhichwasorganizedbythe
NewYorkFoundationfortheArtsincollaboration
withourbelovedculturalcommunityofNewYork
City.SowhiletheDepartmentofCulturalAffairshas
beencooperativeinprovidingusinformation,weare
independentofthemandwearefundedbyprimarily
foundationgrants,aswellascorporategrants.

WehadinitialfundingfromtheRobertSterlingClark
Foundation,Warhol,NewYorkCommunityTrust,
and,subsequently,RockefellerBrothersFund,Rock-
efellerFoundation,Ford,J.P.Morgan,Chase,the
GreveFoundation,and,I’lldouble-checkmylist.
BecauseatGIA,onemiss…AT&T.Imeanttomen-
tionthat,absolutely,atthetop.

OneofthethingsthatoccasionedthistimingofTed
Bergerandothermembersoftheculturalcommunity
goingtothecurrentCommissionerofCulturalAffairs
andsaying,“It’stimetodosomethingaboutcultural

policyinNewYorkCity,”isthefactthatwewill
havethebiggestchangeinthecity’sgovernmentin
itshistory,whichwillhaveakeymomenttomorrow
whenwehope–believe!–wewillelectaMayor.

Ofcourse,theveryseriousissuesofSeptember11th
havehadanimpactoneverything,butwehadour
ownissuesaswellwiththeelection,andit’sbeen
atumultuoustime,andourrunoffvoteswerenot
countedcorrectly,etcetera.Butwewillhaveanew
Mayor,andasimportantly–andwe’llsee,perhaps
itmaybemoreimportantly,wedon’tknow–we’ll
haveanewCityCouncil.Three-quartersoftheCity
Councilturnsoverbecauseoftermlimits.Fourofthe
fiveBoroughPresidentswillbenew.Wewillhave
anewControllerandanewSpeakeroftheCouncil.
Thatisanenormouschange,andwhilethereisa
permanentgovernment,onealwaysbelieves,thekey
playersingovernmentwillchange.

Manyofthemhaveexperienceingovernment,some
morethanothers,andothershaveexperienceincivic
activities;theCityCouncilisanenormouslyinterest-
inggroupofpeoplethatincludescommunityactiv-
ists,aswellassecond-generationelectedofficialswho
aretakingtheirparents’seatsintheCouncil.Sowe
havearicharray.

Partofwhatgeneratedthisnotion,besidesthe
timing,whichmadeacompressedtimelineforthis
activity,wasthefactthatNewYorkCitybasicallyhas
adefactopolicyforgivingoutover$120million.It’sa
lotofmoney,it’sthelargestpublicmoneyofitskind,
yetit’sgivenoutinaratheropaqueprocess.

Partofwhatourreportdoes,andwe’lltalkabout
later,isreallyunpackthatprocessandtalkabout
wherethemoneygoes,talkaboutofthetwenty-three
hundredculturalorganizationswemapped,how
manygetmoney,howmanydon’t,andhowthey
dothat.Thisisthefirststudyofitskindinthe
almostthirtyyearssincetherewasastudybyacom-
missionappointedbythen-MayorAbrahamBeame,
headedbyMartinSegal,whichledtotheseparation
oftheDepartmentofCulturalAffairsfromtheParks
Department.Whenyoulookatthelanguageof
thatreport,itpromisedaneweraofindependence
andalsoincreasedactivity,andpartofthereport
showsthatthathasbeenamixedreportinthepast
thirtyyears.

Schorgl:InCleveland,andinnortheastOhio,which
isabout2.7millionpeopleintheseven-county
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region,youcanlinkthisculturalcommunityprocess
toaveryspecificeffortonthepartofthe
ClevelandFoundation.

TheClevelandFoundation,in1995,wantedtoknow
whatwashappeningtoalltheirmoneyintermsof
performingartsorganizations.Theyhadbeengiving
alotofittoanumberofperformingartsorganiza-
tions,andtheyhadnoticedthatthoseperforming
artsorganizationswerehavingsomedifficultysome
yearsandsomegrowthotheryears.Theycommis-
sionedtheCivicStudyCommissiononPerforming
Arts,ananalysisofsomeoftheendemicthingsin
termsofperformingartsorganizationsthatmightbe
addressedandcorrected.Astheystartedtodothat,
theylookednationwideatothercommunitiesofsimi-
larsizeandtheystartedtonoticethattherewas
somethingsystemicintheseothercommunitiesthat
didnotexistinClevelandandnortheastOhio,and
thatwasacommunity-basedartsandculturalplan-
ningprocess.

Withthat,in1996theyreleasedtheiranalysisofthese
elevenperformingartsorganizationswithsomevery
specificstrategiesonhowthoseorganizationsmight
worktogetherorcombinecoststoreducesomeof
theirexpenses.Alsooutofthatparticularprocess
cameabigpushtodoacommunityculturalplan.

Wehaveaverylargeprivateandcorporatefunding
communityinnortheastOhio,withabouttwo-hun-
dredfiftyfoundationsofvarioussizes.Fourofthem,
withtheClevelandFoundation,joinedtogetherto
launchthisinitiative.Thiswasaninitiativealsothat
wasnotplacedinanyexistingnot-for-profitorga-
nization.Thecorporatecommunity,thefoundation
communityandtheartsandculturalcommunity
feltthatthereshouldbeaninitiativethatwasobjec-
tiveandwouldcomefromtheoutside,althoughbe
housedinClevelandandtakeonthatprocess.We
hadthirty-sixmonthstocompletethis;weinfact
wereabletodoitinthirtymonths.

Icangointosomeoftheotherthings,butIwant
topassthisbacktomycolleaguesintermsofany
specificoutcomesthatyouhadexpectedinanyof
yourplanningprocessesorthatyouhopedtoseein
termsofyourplanningprocess.

Conwill:Iwasgoingtodounexpectedoutcomes.
CanIdothatinstead?

Schorgl:Yes,youcan.

Conwill:Partofthemethodologyforourprocess
wasfivetownhallmeetings,oneineachborough.
Theywereeasiertoputtogetherthanwethought.In
retrospect,perhaps,itfeelslikethat.Buttheywere
quitewelcomed.

Weplannedthemeachwithamemberofourtwenty-
five-memberworkinggroup,whichwasmadeupof
headsofculturalorganizations,fromBillLaguadoat
BronxCouncilontheArts,toJudyZookattheBronx
BotanicGarden,theMetropolitanMuseum,BAM–
BrooklynAcademyofMusic,andmanyothers.In
eachborough,amemberoftheworkinggroup,and
anacademicinstitution,oreducationalinstitution,
wasaco-hostwithaseriesofculturalorganizations,
usuallythelocalartscouncil.Therewasgreattesti-
monybyeveryoneintheaudienceatthoseevents
abouttheimportanceofculturetothem,andthere
wereavarietyofpeopleattheevents.Theyincluded
anumberofmembersoftheculturalcommunity,
butalsocorporateandfoundationfunders,artists,
educators,andmembersofthecollegecommunity
andotherswhomighthaveheardaboutit.

Verysoonyou’llbeabletohearwhatthereportfrom
theFordhamInstituteforInnovationinSocialPolicy
said,becauseIcannotrevealtheresults,excepttosay
thatthereportwecommissionedreallygaveteeth
andnuancetothepublicparticipationincultureby
NewYorkers.Itgavethefirst-everstatisticalinforma-
tionthattoldingreatdetailwhatNewYorkersfelt
aboutculture,whattheopportunitieswere,aswellas
whattheobstacleswere.

Schorgl:Expectedoutcomes?Unexpectedoutcomes?

Smith:InCharlotte,theArtsandScienceCouncil
isreallyahybridorganization.It’stheUnitedArts
Fundandalocalartsagencyrolledintoone.

Whenwestartedtheculturalplanningprocess,the
ArtsFundfunctionwasverystrongandembedded
withinthecommunity.Actually,theagencystarted
asanartsfundandhasaddedonlocalartsagency
functionsastheyearshavegoneby.

Expectedoutcomes,definitely,fromtheartists’com-
munity.Theneedsoftheartistswerenotbeingmet,
servicestoindividualartistswerenotbeingmet,as
wellasemergingorganizations.Thereareorganiza-
tionsthataredeveloping,andgrassrootsorganiza-
tionsthataredeveloping,andhowdidtheyfitwithin
themodelofanartsfund,orthisentitythathasonly
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raiseddollarsforasmallgroupoforganizationsin
thepast?Soartists’issuesandgrassrootsorganiza-
tionsissues.

Theotherpartthathascomeupthroughouttheyears
hasbeenfacilities.Wheredoorganizationsandindi-
vidualsperform?Wehaven’tquiteapproachedthe
issueoflive/workspaceyet,butIthinkit’sprobably
withinthenextplan,willbeanissue.Galleryspace
andspaceforemergingorganizationstoproduceand
presenttheirworkwilldefinitelybeanissue.

Amsterdam:Wearefinishingthefirstyearofwhat
we’recallingaplanningprocess.Oneofthefirst
thingsthathappenedwhenItookthisjobwasthe
discussionof,“Wheredowegofromhere?”Our
consultantshadjustfinishedayearofresearch,and
also,thisprojectwasfundedbythePewCharitable
TrustsandtheWilliamPennFoundation,andallof
ustogetherfeltthatweneededsomemoretime.

FormejustbeingnewtoPhiladelphia,somany
peoplewantedtobeheardinthisprocessthathadn’t
beenheardyet,andthereforetheneedtospendsome
moretimeinthecommunity,moretimethanwas
expectedinthebeginning.

Schorgl:Thereweredefinitelyexpectedoutcomes
whentheplanningprocessstarted,andI’llgointo
moredetailaswegothroughourpresentations.

Butsustainingartsandculturalassets,andthatwasa
codewordforindividualartistsandartsandcultural
organizationsofvarioussizesandshapesandexpres-
sions.Thereareaboutfourhundreddifferentarts
andculturalorganizationsinnortheastOhio.About
ahundredfiftyofthoseare501(c)(3)not-for-profits,
whichhaveatleastpaidpart-timestaffandaboard.
Soyoucanseethattherearelotsofothertypesof
clubsandinitiativesthatexistinthisurban,subur-
ban,andruralareaofsevencounties.

Sustainingthoseartsandculturalassets,intermsof
publicsectorsupport,whichthere’spreciouslittle
oflocallyinnortheastOhio.Thisideaofcapacity-
building,whichtenyearsagowasknownastechnical
assistance,andtwentyyearsagowasknownasbusi-
nesspractices–connectingartsandculturalassetsto
morepeopleintheregion.Thisledtosomefantastic
marketstudiesthatIwillsharewithyoulater.What
welearnedfromthatwasquiterevealing.

Anextremelyimportantpointintermsofexpected
outcomes,especiallyfromthefoundationcommunity

andthecorporatecommunity,istheartsandcultural
sector,joiningwiththepublicsectorandtheprivate
sector,wouldnowhaveaseatatthepublicpolicy
table.Withtheresearch,andthepublicmeetingsthat
weredone–therewereforty-twopublicmeetings
donethroughoutthesixteenmonthsofthisprocess
–wecouldpushourwayontothetableinterms
ofpublicpolicy.Andthenfinallydeveloparesearch
baseandworkthatlongitudinallyoutfromapoint,
whichwasthebeginningoftheplanningprocess.

Whatisthepublicpolicytable?We’retalkingabout
theChamberofCommerce,theConventionandVis-
itor’sBureau,thereligiouscommunity,electedand
publicofficials,allthesegreatthingsthatcorporate
leadershipputtogether,andtheygooutandcreate
allthesewonderfulplans.Thenweallfindout
laterthatartsandculturewasanafterthought.We
wantedtobreakourselvesoutfromthatsothatwe
weren’tgoingtobeontheperipheryofcommunity
development,butwewouldbeatthecenterofcom-
munitydevelopment.

Let’stalkalittlebitaboutprocessdesign.Iknow
Peggy’sinthemiddleofherprocessdesign.Kin-
shasha,you’reinthefinalstages,butyoucan’t
releaseanyofthedetails,andyou’vegonethrough
fourprocessdesigns.So,whatdidyoudo?Quantita-
tively,qualitatively.

Smith:Partofthechallengeishavingbeenwithin
anorganizationfortwoyearsandthenbeingasked
topresentonplansthathavetakenplacesincethe
mid-seventies.

Theprocessitselfhasvariedwitheachplan,and
willchangeevenwiththenextplan.We’vehired
consultantstocomeinandsurveythecommunity,
andsurveyindividualsandthecorporatecommunity
andsoon,andthey’vetoldusexactly,insomecases,
whattheythoughtwewantedtohear,andinsome
caseswhatwereallydidn’twanttohear.

Forthemostpart,ouragencywillmorethanlikely,
insteadofgoingtoaconsultanttodeveloptheplan
nextyear,dosoin-house.We’vehiredaVPofplan-
ningtodothecoordination,andbringinginconsul-
tantstocoordinatetheworkoftheconsultantsin
veryspecificelementsofourplanningprocess.We’ve
alreadystartedsomeofthat.

Mostofyouhavealreadystartedontheregional
focusindevelopingyourplans;you’relookingatthat
now.Charlotte-Mecklenburgstartedoffagainlook-
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ingattheCenterCityarea,andnowwe’restartingto
lookattheimpactontheregion.Partofourchallenge
istobringthatprocessalonginternally,andthenlook
attheregionasawhole.

Armstrong:Asteeringcommitteewascreated–and
thiswas,again,beforeIwasemployedattheCultural
Alliance–andaconsultantwashired.Theyused
WolfKeanes.WhenIcamein,thecontractwasup
andthebrochurethatyouseeistheresultofthe
initialplanningstages.

Becausewewerenewatthis,therewerealotofques-
tionsabout,“Whatisculturalplanning?Whatisthis
culturalplanningprocess?Ifit’sgoingtoaffectus,
whatdoesitmean?”

Soforme,asIcameininheritingthisplan,itwas
importantformetohaveawaytoexplain–we’rea
membershiporganization–tothetwo-hundredfifty
membersoftheartsandculturalcommunity,that
wewereinvolvedinthemidstofthisculturalplan-
ningprocess,andthisiswhereweweretodate.And
thatwewouldbegoingoutandelicitingsomemore
responsefrompeopleaswell.

Conwill:ThepartIcan’trevealisourconclusions,
butI’llleaktheminageneralway,onlygeneral,Ted.

Buttheprocessisnosecret.Thetwenty-fivemember
workinggroup,whichImentioned,wasofcultural
leadersthroughoutthecity.WealsohadaCitizen’s
AdvisoryCommittee,whichincludedfoundation
executives,businessleaders,educators.Itwasco-
chairedbyRichardParsons,co-chiefoperatingofficer
ofAOLTimeWarner,andLindaLeRoyJanklow,
whochairstheboardofLincolnCenterTheater.

TheCitizen’sCommitteemetonce,buttheyreviewed
alotofmaterialelectronically.Theworkinggroup
reallywasaworkinggroup.Itmeteverymonthfor
aboutthirteenmonths.

WealsohadaspecialrelationshipwiththeNewYork
CityPartnership,whichisourChamberofCom-
merce,andoneoftheirVPswasonourworking
group,andtheCEOwasonourcitizen’sgroup.That
helpedustofigureoutcertainkindsoflanguage
andpositioningthatwouldmakethiseventualstudy
moretranslatabletoabroadercivicaudience.

Wealsohadaprojectteamthatdiddifferentparts
ofthework,soGregoryCandell,whowasthechief
projectconsultant,didalotofinterviewing.Hedid

one-on-oneinterviews,andquotesfromthoseinter-
viewsarethroughoutthereport.Thereportiscalled
“CultureCounts.”

Wehadfocusgroups;welookedatdifferentkindsof
groups.Wehadtwofocusgroupsonartists,oneon
community-basedorganizations,onewithfunders,
onewithleadersintheartsandeducationcommu-
nity.WealsohadthetownhallmeetingsthatImen-
tioned,oneineachborough.

Theculturalindicatorstudy,whichisthesameas
theFordhamInstitutestudy,wascommissionedby
NYFAforthisprocess.NYFAdidtheinstrument,
andYankalovichconductedarandomsurveyofover
eighthundredNewYorkersinallboroughsfrom
eighteentosixty-fiveyearsofage.

WedidamappingprojectwiththeNewYorkPublic
InterestResearchGroup,andwemappedtheentire
citybyboroughtoshowwhereculturalactivitytakes
place.That’swherewefoundournumberoftwenty-
threehundred,andcomparedthattowhatthe
DepartmentofCulturalAffairsfunded,andfound
quiteagapthere.

Wealsohadarealestatereportdonebyanorganiza-
tioncalledTheCenterforanUrbanFuture,whichisa
verysmallandnimblethink-tankinNewYorkCity.

Wedidenormousdatagathering.Oneofthemem-
bersoftheprojectteamhadaresponsibilityalmost
solelyforgatheringdata,andwedideverythingfrom
gatherhistoricdataonfundingatthefederaland
statelevelfortheCityofNewYork,tothecity’sown
funding,someofitforthepastthirtyyears.Thenwe
focusedonthelateeighties,becausethat’sakeypart
ofapointwewanttomakeinourreport.

Wealsoputinmodelsfromothercities,andwewere
visitedbyfriendslikePeggy,andotherpeoplewho
camewithherlikeGreg,totalkaboutwhatother
citiesweredoing.WelookedatPittsburgh,Provi-
dence,SanFrancisco,theLondonLottery.Allofthose
thingsarecitedinourreport.Weseethereportulti-
matelyasaprimerforthisnewsetofelectedofficials,
sotheycancometooneplaceandfindoutthe
historyofDCA,itscurrentfunding,whatarethe
strategiesothercitieshavetried,andlookatthisas
backgroundforthesamethingthatyousaid,Tom,
whichwasmakingsurethatcultureisatthetablein
anypublicpolicy.
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Schorgl:Processdesignwasveryinteresting.Itwas
extremelyimportantthatwecreateaworkingsteer-
ingcommitteethatwasmadeupofleadershipfrom
thesethreesectors.Weallknowaboutthepublicand
privatesector,butwealsowantedtobreakoutarts
andcultureasaseparatesectorhere.Thepublicand
privatesectorsworkprettywellinClevelandand
northeastOhiointermsofrejuvenationofdowntown
Cleveland,puttingoutthefiresontheriver,those
typesofthingswhichwereimportantabouttwenty
yearsago.Wewantedtomakesurethatthisplanning
processwasnotamini-micro-managementofarts
andculturalorganizations,becausethatwasabig
fear,especiallywiththemajorinstitutions.

Webroughtpeopleintothesteeringcommittee,like
theheadsofthetwofoundationsthatsupportarts
andcultureatthehighestlevelinnortheastOhio,the
ClevelandFoundationandtheGeorgeGundFoun-
dation.Wewenttothereligiouscommunityand
broughtinsomeleadersfromthereligiouscommu-
nity.WewenttotheAFL-CIO.Clevelandisabig
unioncommunity,anditwasimportantforusto
havetherankandfileatthetable,andwehad
thepresidentoftheAFL-CIO,whowasonthatsteer-
ingcommittee.TheVisitorsandConventionVisitors
Bureau,theheadsofmajorartsorganizations,heads
ofsmallartsorganizations,individualartists,per-
formingandvisualartistswerepartofthatsteering
committee.Wereallytriedtomakeitreflectthe
diversityofnortheastOhio.

IhavenowfiveCountyCommissionersfromfive
differentcountiesintheseven-countyregionthat
serveonmyboard.Thatcanbeabenefitmostof
thetime,andsometimesitcanbearealnightmare.
Tohavefivedifferentelectedofficialsfromfivediffer-
entcountiesinvolvedinaregionalculturalplanning
process,andwhat’smore,havesomeownershipin
thatandmakesurethatit’simplemented,wasvery
importanttosetatthefrontend.

Wedesignedbothquantitativeandqualitativepro-
tocols,wedidninequantitativeassessmentsinthe
backofthisbrochure.You’llseeasummaryofour
variousprotocolsintermsofeconomicimpactanaly-
sis,marketstudy,wedidatwohundredfiftythou-
sandhouseholdmarketstudy,anumberofdifferent
metricstomeasuretheimpactofartsandculture.

Bytheway,ifyou’reinterestedineverypieceof
thatinformation,youcangotowww.cultureplan.org,
andyoucandownloadeverypieceofwhatwe

didintermsofanalysis,includingforty-two
publicmeetings.

Now,thepublicforumswereveryinteresting,
becausewewerehopingtoreachaboutfivehundred
peopleinthesepublicforums,andwedidthem
throughoutsevencounties.Weendedupwithclose
toathousandindividualsparticipating,butwedidit
throughaniterativeprocess.Wewentoutandasked
peopletoparticipateingoaldesign,andthenwe
broughtthatbackinandwecheckeditagainstthe
quantitativeinformationthatweweredeveloping.
Wetookitbackoutagain,invitedabunchofpeople
basedontwentydifferenttaskforcesofahundred
andtenpeopletellinguswhotheleadershipwas
intheirtinytownshiportheirmajormetropolitan
areaintermsofartistsandbakersandcandlestick
makers.Attheendofit,wereallydidhaveaplan
thattherewassomeownershipinthegoals,objec-
tivesandstrategies,whichmadetherolloutofthis
planaverybigpubliceventinnortheastOhio.

Wealsoinvolvedartsandculturalorganizationsas
wellasothercommunityleadersinsomeofthose
protocols.Whenwewereworkingwiththeconsul-
tant,wesaid,“Nocookiecutters,guys.Whatwe
wantareprotocolsthataregoingtobeusefulfor
thiscommunity,andsomethingthatwillgobeyond
theplanningprocesssothatwecanestablishthis
researchbase.”

WehadtaskforcesthatmetwithTomWolf.AndI
loveTom,andTomlearnedthathisparticularproto-
coloneconomicdevelopmenthadsomeapplication
andotherpiecesdidn’t.

Whatcameoutofthis,interestinglyenough,isthat
thepartnershipbecamethegeneralcontractorofthis
plan.Wewentoutandsubcontractedspecialiststo
helpuswithdifferentpiecesofit.Theresultwasit
workedverywell,andcontinuestoworkverywell
inourregion.

Question:Ihaveaquestion,sinceyoubrought
itup.Whatcriteriadoyouallusetochoose
theseconsultants?

Schorgl:WeputtogetheramassiveRFP.Andthe
RFPwasbasedonahundredandfiftykeyperson
interviewsthatwedidinahundredandeightydays
fromthepublicsector,theprivatesector,andthe
artsandculturalsector.Basedonthatinformation,
andofcourse,theinformationthatcameoutofthe
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ClevelandFoundation’sCivicStudyCommissionon
thePerformingArts,wehadaprettygoodbucketof
datatosortoutanddotheseprotocolsaround.

Conwill:WelikeCraig,wethinkhe’scool.No,we
talkedtothreeconsultants,andwehadadollarfifty.
Wehadlesstime.Wehadthepressingdeadlineof
thiselection,whichistomorrow.Butwedidlookat
threeconsultantswhodothiskindofwork.

Question:Weretheyalllocal?

Conwill:No.

Question:IliveinConnecticut,inatowncalled
Westport,whichalotofyoumayhaveheardof,
andI’montheboardofourArtsCouncil.We’re
inaquandary,andIthoughtmaybecominghere
wouldhelp.

We’vedonesurveysofthecommunitytoseewhat
theywantedinanartscenter.Ithinkwehavean
inferioritycomplex,becausewecouldn’tfigureout
reallywhattheydidwant.

Weusedtohaveabigplace,aschoolthatwasvery
goodfortheArtsCouncil,withstudiosandevery-
thing,butthetowntookitbackbecauseitwasa
school.Sowehaven’thadaplacetohavevisualart-
istslikemyselftohaveaplacetogo.

Nowwe’retryingtorentaspace.Weekeoutaliving,
orwhateveryouwanttocallit.Youknow…money.
Wedon’thavewealthysupporters,wedon’thave
corporatesupporters.Youknow,theymakebig,big
mansions,andwefeeltheremustbesomepeople
whohavemoneytosupportthearts,butitjust
doesn’tseemtocome.

Schorgl:Yousaidyou’vegonethrougha
planningprocess?

Question:Yes,wehave.

Schorgl:Okay,wasthataplanningprocessthatyou
launchedatthelocalartsagency?Orwasthataplan-
ningprocessthatengagednotonlyyourboardand
yourstaff,butalsoaskedtheheadoftheChamber
ofCommerce,theMayorofthevillage,theCounty
Commissioners,tobeatthattabletoo?

Question:Well,yeswedid,wehadamoreorless
professionalpersondothework.

Schorgl:No,that’snotwhatIasked.Here’swhatI
asked.Wereyouabletogetthosepeoplefromthe
corporatecommunity,therealestateagentsthatare
buildingthestartercastles,andtheotherfolksatthe
table?Orwasthissomethingthatreallycameoutof
yourgooddesireandyourpassiontodoit,butdidn’t
haveanyownershipfromthoseothergroupsthatare
formingpolicyinyourcommunity?

Question:No,thetownjusthadatown
planningcommittee.

Schorgl:Iwastryingtoleadthewitness.

Smith:Partofit,andIthinkwhatTomisgetting
at,he’staughtmeverywell,isplanningwiththe
communityversusplanningforthecommunity.It
seemsfromyourdescriptionthatyou’redoingalot
ofplanningforyourcommunityasanArtsCouncil.
Byengagingotherswithinthearea–city,town,coun-
cil,soforth–you’renowinaverydifferentplace.
You’veinviteddifferentpeopletodinner.Sothere’sa
verydifferentconversationthattakesplacewhenyou
havethosefolksaroundthetableversusyou’retalk-
ingtoyourartsorganizationsasalocalartsagency,
ortalkingtoyourboardmembers.

Conwill:Ithinkit’simportant,though,forusnot
toimposetoomanyassumptionsonthisconversa-
tion.It’snotjustbecausethequestionerisafriend
ofmine,butthisisaverysmallcommunity,and
thisisapersonwhoisanartist,acontributortothe
community,soshe’sinsideandoutside.

Ithinkjustaswewouldsaythatwedon’twant
cookie-cuttersfromconsultants,Ithinkwe,intalking
withourcolleaguesheredon’twanttosaythatyou
canhavethesameprocesseverywhere.Thescale
issuesarealotdifferent.

ButIdothinkyou’regettingthegistofwhatourcol-
leagueswillsay,butIwanttocautionourcolleagues
thatthisisnotamunicipality,thisisreallyavery
smalltown,andthatthepersonspeakingissomeone
whoisveryinvolvedinthecommunity.SoI’mspeak-
ingforyouaswellasothers.

Schorgl:I’mgoingtojumpin.Idon’tdisagreewith
that.Idon’tthinkthatyoushouldtrytoemulateany
sortofculturalplanningprocess.

IwasinWashington,D.C.,afewmonthsago,and
wetalkedabouttheClevelandModel,sotospeak,
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anditwouldbetotallyinappropriateforWashington,
D.C.,givenallofitsdifferentcountiesanditsthree
statesanditsnationaljurisdiction,toattemptaplan-
ningprocesslikethat.Theirplanningprocesswillbe
muchdifferent.

However,Idobelievetherearerootcausesthatyou
havetogoafter.Oneofthoserootcausesis,you
asapassionateartistandcommunityleaderwitha
localartsagencyneedtomoveforwardinwhatever
methodyouwouldliketomoveforwardinand
engagethoseotherleaders.Bringthemtothetable.
Becauseifyoudon’t,itdoesn’tmatterwhatprocess
thatyouuse,it’sgoingtobeaninward-lookingpro-
cess.Theelectedofficials,thecorporatepeople,aren’t
goingtopaymuchattentiontoit.We’vegottobe
aggressivewhenitcomestomovingartstothecenter
ofcommunitydevelopment.

Audience:Youhavetoputyourmoneywhereyour
mouthis.

Conwill:That’swhatshe’ssayingweshoulddo.

Question:Canyoutalkalittlebitabouttowhat
extentandhowyouengagethelocalmediaashelp-
ingyoupushtheagenda?IknowthatinNewYork
andothercities,bigandsmall,it’sveryhardtoentice
thelocalmediatogetongoodpositivestoriesthat
talkaboutthefutureratherthanthegunreportsand
thecrimereports.Howdoyoustrategizetogetlocal
papers,radio,televisionpersonalitiestohelppush
youragenda?

Malloy:Justingeneral,that’salwaysverydifficult,
andit’sbuildingonefriendshipatatime,andbeing
abletogivethemgood,solidfacts.Youneedtobe
strategicaboutthat,asyou’rerollingoutsomething
that’ssoinvolvedwithsomanydifferentpeoplefrom
thecommunity.

Conwill:Buthaveyougottencoverage,forinstance,
ontheprocess?

Malloy:Wehavenot.Butwedidn’twantto,atthis
point.We’renotthereyet.

Conwill:You’renotseekingit.

Schorgl:Wesoughtcoverageimmediately,andwe
wenttothePlainDealer,andwewenttotheAkron
Beacon-Journal,andwewenttoallthesuburbannews-

papersrightatthebeginning,introducedourselves,
laidoutwhatwehopedtoaccomplishafterthirty-six
months,andaskedtohaveapersoncoverus.Also
publicradio,publictelevision;thecommercialtelevi-
sionstationsweren’tinterested,andIthinkthere’s
oneradiostationleftintheUnitedStates,andthat’s
ClearChannel1,andtheyweren’tinterested,either.

Butinanyevent,weaskedthemtoassignareporter
tothis.ThefactthatwehadtheClevelandFounda-
tion,theGeorgeGundFoundation,theheadofa
numberofdifferentcorporations,theheadsofPastors
andMissions,theheadofAFL-CIO,theytooknotice,
andtheydidfollowus.

Whatwedidwiththosenewsarticles,bothprinted
andelectronic,isdevelopanewspaperandelectronic
mediainterpretationoftheplanningprocess.I’dbe
happytosendittoyou,it’sfascinating.Insomecases,
ithasalottodowithreality,andinothers,itdoesn’t.
Butit’safascinatingreview.

Theotherthingthatyouhavetorealizeisthatthey’re
goingtoreportitthewaytheyseeit.They’renot
players,they’rereferees.Theymaynotreportitinthe
samemannerthatyou’dliketoseeitrollout.

Conwill:WehavefoundthattheCulturalBlueprint
hasbeenlivinginthemedia,eventhoughitis
notreleased,becausethere’salittlebuzzoutthere.
Becausetheelectionprocessisgoingon,oneofthe
thingsthatsomeofthemembersoftheculturalcom-
munitydid,notnecessarilywithourpermission,but
Ithinkitworkedoutwell,iswhenpeoplewanted
toperhapsjumponcultureduringthisprocess,or
tomakestatementsonewayortheother,theysaid,
“WaitfortheCulturalBlueprint.”Imean,itputsalot
ofweightontheprocess,butitalsomeantthatthere
wasasensethattherewassomethingcomprehensive
comingout,let’snotjusttalkoffthetopofourheads
likeweNewYorkersliketodo.

SoithasbeenmentionedintheTimes,therewasa
reportinCrain’sNewYork,thebusinesspaper,specifi-
callyabouttheprocess,andithad,asyou’vemen-
tioned,somethingsthatwereabsolutelyrightand
somethingsthatwereabsolutelywrong.National
PublicRadiohadsomethingonthelocaledition,
wheretheyinterviewedmembersoftheculturalcom-
munitywhoincludedpeopleontheworkinggroup
fortheCulturalBlueprint.

Aswebegintorollthisoutinthenextfew
days,startingwithitgoingonNYFA’sWebsite
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atwww.nyfa.org,wewillbeseeinghowsomeof
theotherstrategieswork,includingaverylong
medialistwithlocalnewspapers,ofwhichthereare
many,many,many,andothermediaoutletsinNew
YorkCity.

Forus,theideaoflettingitfloatoutthereinthe
worldasacomingthingoverthepastseveralmonths
hasbuiltupsomeanticipation,andhasreallyseeded
theprocess.Whetherwe’llgettheexactkindoffea-
turecoverage,atleast,wedon’tknow,butIthink
wewillseewhathappens,andifsomeotherthings
providesomesynergytothat.

Schorgl:Ithinkthere’sawaytobuilduptoit,also,
ifyou’redoingsomeofthesequantitativeresearch
pieces,inthatyoucanreleasethoseaheadoftheplan,
anditdoesgivesomecontexttowhatyou’reabout
andwhatyou’retryingtodevelop,aswereleasethe
economicimpactanalysis.

Question:Kinshasha,Iwantedyoutospeakto,
ifyoucould,thetimelineintermsofwhenNYFA
begantorollthisout,eveninternally,andwhereyou
gottotodayintermsof,howmuchlongerdoyou
thinkit’sgoingtoactuallytakeyoutorollthisout?

Also,itseemstomethatwhatyou’vedoneineffect
isallowthecommunitytoowntheBlueprint,and
howdidyoudothat?It’salmostasthoughNYFAis
nottheadvocate,butthatinfacttheentirecultural
communityinNewYorkhasbecomeanadvocatefor
thisBlueprint.

Conwill:Thankyou.Yes,Ithinkandhope
that’strue.

Thisstartedeitheraboutayearandahalftotwo
yearsago,ortwenty-fiveyearsago,dependingon
howyoucount.Inthetownhallmeetingswhenwe
introducedthisprocess,TedBergerwouldoftencall
himselfthedesignatedhitter,becausethisteamof
culturalpeopleinthecityforyearshavebeensaying,
“Weneedapolicy,weneedapolicy.”

Whathappenedwiththisurgentmomentofthe
changeingovernment,isweareabletohavean
impetus.Youshouldknowthecontextofthisisthata
lotofsectorsinNewYorkaredoingthat.Therewasa
bigparkreport,whichwas“1%forParks,”whichwe
werealljealousofatthetime.There’sabighousing
report.There’sabigeconomicdevelopmentreport.
Sothat’sallthecontextofthat.

ButitstartedwiththoseconversationsthatTedand
othersinthecommunityhadamongthemselves,and
thenwiththeCommissioner.TheCommissionerthen
hadsomebreakfasts,anditbecameclearthatthis
couldnotactuallybeacityproject,becausewiththe
changeingovernment,nonewgroupwouldwantto
embracethat.

Wehavehaddifferentpointsatwhichwethought
wemightrollthisout,thelastonebeingright
aroundSeptember11th,andsoweliterallystopped
thepressesandthenreconvenedtheworkinggroup
andtheartists’grouptoaskthemfortheiradviceas
towhetherornotthiswassomethingtodo.Weheard
allofthethingsthatyouhavethoughtyourselves,
I’msure,andheardattheconferencealready,particu-
larlythethingsinthelastsessionaboutwhatmatters
nowandwhatshouldwedonow.Whateveryone
begantosaytousisthatthismeansmorethanever,
thatitshouldmeanmorethanever.

And,too,thethingofbuy-in.Oneofthethingsthat
happened,startingwiththetownhallmeetingsand
thenmovingforwardwiththeworkinggroup,isthat
peoplestartedtalkingaboutissuesthatweren’tnec-
essarilyabouttheBlueprint,butjustaboutborough
issuesinQueens,orboroughissuesintheBronx.
Peoplebegantoformlittlealliancesrightintheroom
andsay,“Youknow,whydon’tweevergettogether
onourown?”

Wewerejustgoingtoprintablanksheetof
paperwithsomethingatthebottomthatsaid,
“Wekeptaworkinggroupoftwenty-fiveNew
Yorkerstogetherforayear,”andjustconsiderthat
theaccomplishment.

Teddoesn’tknowthisandneitherdoesPenny,buta
certainpersonwho’sonourworkinggroupandwas
hereattheconferencecameuptomeandsaidthat
theworkthatNYFAhasdoneonthisismoreamaz-
ingthanever,andisgoingtobemoreimportant,not
justintermsofCultureCountsitself,butintermsof
havingdefinedacommunityatatimelikethisinthe
city.Asonerepresentativeofoneofthecandidates
said,“Canwejustgotoonepersonnow?”Andof
course,youcan’t.Youcan’t.Butit’satleastdefined
forthemasensethathere’sacommunitythatis
cohesive,thathascometogetheroncommongoals.
Andtheysaiditcouldn’tbedone.It’sacreditto
NYFA,ofcourse,butalsotothecommunityitselfthat
theywerewillingtodothis.



TheBigPicture:PlanningfortheFutureofCultureinCommunities

12  GrantmakersintheArts2001Conference:CultureInfluencingCommunityChange

Question:Ihaveaquestionaboutthestaffingof
this.Imean,wastherestaffing?Howdidallof
thathappen?

Schorgl:You’relookingattwenty-fivepercentofmy
staff.Wesubcontractedalotoftheresearch,andthen
weworkedinpartnershipwithvariousorganizations
withinnortheastOhio.TheNeighborhoodCommu-
nityDevelopmentCorporation,whichisaboutthirty-
twodifferentCDCs,wasextremelyimportant.We
hadanalliancewiththem.TheGreaterCleveland
GrowthAssociation,wealignedwiththemandused
someoftheirstaffintermsoftheresearchpiece
androllingouttheplan.Sowhatthatalsoprovided
uswithwasagreaterbaseofownershipinthisplan-
ningprocess.

Iwassortof“ClerkoftheWorks.”Imadesurethat
wekeptontask,andthattheprotocolsthatwehad
subcontractedweremetintermsoftheirfinishing
times.Primarilythroughthequalitativeresearch,we
didmostofthepublicforumwork.Sotheforty-two
publicforumswefacilitatedourselves.Weworked,
intermsofpresentations,oneachoftheprotocolsas
theyrolledouttovariouscivicgroups.

Thenweauthoredtheplan.Wesynthesizedthemate-
rialsastheycamein,andauthoredtheplan.We
hadtworeportsaheadofthefinalplanthatdistilled
informationasitcamein.Soweactedasthegeneral
contractoroftheplan,managedit.

Question:Ihaveaquestionaboutuniversity
involvement.IknowyouweresayingintheNew
YorkBlueprintthatyouhaduniversitypartners.I’m
wonderingwhatleveloftheuniversity,howmany
universities,whetheranyoftheothercitiesinvolved
universitiesinpartnershipsatall,andhowsuccessful
thatwas.

Conwill:Eachofourtownhallmeetingsinvolved
auniversity,andtheparticipationvaried.Inthe
Bronx,thepresidentofLehmanCollegegreetedus,
thedeputyboroughpresidentoftheboroughgreeted
us,andourcolleagueBobLaguadowasourmain
contactthere.

InBrooklyn,BAMandthetwoartscouncilsthere
helpedbringthattogether,anditwasattheBrooklyn
campusofLongIslandUniversity,andaprofessor
welcomedustothatcampus.

AtCUNYGraduateCenter,theCenterfortheStudy
ofPhilanthropyco-sponsoredthisandhelpedto

underwriteit,becausethisistheonlyplaceweactu-
allyhadtopayfor,andtheyhelpeduspaytheir
ownorganization,CUNY,tousetheirbeautifulaudi-
torium.Butitwasabeautifulauditorium.

Wehadhoped,tooneofyourpoints,tohavea
deeperrelationshipwiththeCenterfortheStudy
ofPhilanthropybecauseoftheirworkwithprivate
philanthropy,andtriedtoseeifwecouldmakea
nexus.Weweren’tquiteabletodothat.

TheCollegeofStatenIsland,thePerformingArts
Centerthere,andQueensCollege.Andusuallythe
placesthathadperformingartscentersinQueens
andStatenIsland,theheadsofthoseentitieswel-
comedus.Wedideverythingfromusetheirmailing
listto,iftheyhadaWebsite,havethetownhall
meetingontheirWebsite.ExceptforCUNYGradu-
ateCenter,whichineveryotherwaywastotally
generous,everythingelsewasfreeatalltheorganiza-
tions–including,whenweasked,providingrefresh-
mentsandstaffing.

Oneofthethoughtsisthatwemightgobackinto
thoseboroughsagainanddosomekindofbriefing
onthereport,becausewehavethatkindofinfra-
structureoforganizationsinplace.

Schorgl:Justbriefly,fromtwodifferentaspects.In
termsofhavingthecolleges,andthere’sCaseWest-
ern,there’sClevelandStateUniversity,Baldwin-Wal-
lace,anumberofcommunitycolleges.Theywereall
prettyactiveinthecommunitydialogandthepublic
processside.

Weinitiallytried,butitwascleartousthatalot
oftheresearchthatwewouldhavelovedtohave
subcontractedtotheuniversities,todaywewould
stillbetryingtogetthatresearch.Wedecidedthat
thatwasnotthewaytogoifwewantedtofinishthis
intime.It’stoobad,becausetherearesomereally
goodresearchdepartmentswithinCaseWesternand
ClevelandStateUniversitythatwewouldliketoulti-
matelykeepthisinformationinperpetuity.Wedon’t
know;we’restillworkingonthat.

Therehavebeensomechanges,though–I’mhappy
tosay–withinanumberofthoseuniversities,big
leadershipchanges,andthey’rebecomingmorepub-
lic-sensitive.Sothatmaychangetheresearchpart.

Question:Peggy,Ihaveaquestionforyou.The
culturalplanninginPhiladelphia,asIunderstandit,
startedundertheRendellAdministration,orwhen
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Rendellwasstillinoffice.EdRendellasMayorwas,
let’ssay,aprettyactiveartscheerleader.Thecurrent
mayor,fromwhatI’vebeenreading,isnotnearlyas
closeinthatenthusiasm.Howdoyoudealwiththat?

AndI’malsocuriousacrossthepanelhowyoudeal
withthelackof,oroveractive,supportfromthe
Mayor’sofficeorothermajorpoliticiansfromyour
cityorregion.

Amsterdam:Yes,wehavebeenseeingalotofsup-
portfromtheMayorhimself.Wehavebeenintouch
withsomepeopleintheOfficeofPlanning,Chief
ofStaff,CityCommerceDepartment,peoplewho,
wecangather,whoseemtohavesomeunderstand-
ing,andwecertainlyintendtousethemasweroll
thisout.

Again,it’snotjustforthecity.Myhopeisthatsome
oftheworkthatwe’regoingtodointhesuburban
areaswillbringinsomeofthesepeople,andusing
thingsliketheDelawareValleyPlanningCouncil,
GreaterPhiladelphiaFirst,andtheChamberofCom-
merce,thatareveryactiveintheregion.Soreally
lookingattheotherregionalorganizationsandusing
themasthepartners.

ButtherehasbeenverylittlecomingfromtheMay-
or’soffice.Hedidannounceaboutaweekagothat
he’saddingtotheCityCulturalFund.

Schorgl:Otherpanelists?

Smith:TheMayor’sofficehasbeenactively
involved,butagain,we’reaconduitforCityand
Countyfunding,soit’scriticaltohaveboththeChair-
manoftheCountyCommissionandtheMayor,as
wellastheCityManager,onboard.They’reinessence
apartofourboardaswell,sothey’reatthetable.

Conwill:AsImentioned,wehavebriefedthecandi-
dateswhoareupforelectiontomorrow.ButIdo
wanttosay,maybeit’stheobvious,it’shardtoover-
emphasizetheimpactof9-11inNewYork.Aswe
talktothecandidates,andaswetalktowhoever
willbethemayor,thewholeideaofrebuildinglower
ManhattanandofrebuildingNewYork;thedown-
turnintheeconomywhichpreceded9-11.

Theemergingroleofthestateisabigquestionmark.
ThisnewLowerManhattanRedevelopmentAuthor-
ity,whichmaybeheadedbyoursoon-to-beprevious
mayor,allofthatisgoingtobeinthemix,andit’s
goingtobeachallenge.Onethatwe’recompletely

upto,butit’sgoingtobearealchallengetofigure
thosethingsout.

Oneothercommentthatisrelated,Ipromise.Ina
policyroundtablethismorning–therewasavery
quickdiscussionateighta.m.aboutallthepolicy
initiativesthatarebeingdoneallover,thePewand
WallaceandRockefellerandeveryone.Oneofthe
concernsthatIraisedtherewastryingtogetour
studies,ourresearch,andourplanstoadhereinthe
publicarena.Asyougoinandsay,“Wedidthisgreat
survey,andwefoundthisandthat,”andthey’re
like,“We’vegottopaythewaterbill,we’vegotto
employallthesepeople,wehavenohousingstarts,
wehavealltheseterriblethings.”Tryingtogetthem
tobeasfascinatedwithourfindingsasweare,and
tothinkthey’reasimportantaswebelievetheyare,
isarealchallenge.

Schorgl:IntermsofjustCleveland,theMayor
ofClevelandwasneutral.Thatwasagoodthing,
becausetheMayorofClevelandwasverypowerful.
Hadhebeenagainstthiswholeplanningprocess,it
wouldhavebeenverydifficult.Hadhebeenforit,
andenthusiasticallyinvolvedinit,itmayhavegone
alittlebitquicker.

IntermsofnortheastOhio,theactionforoneof
thoseexpectedoutcomes,andtheactionwithlocal
publicsectorsupport,isnotinthecities,especially
themajormetropolitanareas.Clevelandhaslostover
five-hundredthousandpeopleinthelasttentofifteen
years.Theyhaven’tgonefar.They’vegonetothefirst
ringofsuburbs,andnowthesecondringofsuburbs.
Sotheactionintermsoftaxrevenuesonalocalbasis
areinthecounties.That’swherewefocusedalotof
ourefforts,withCountyCommissioners.

Nowthat’schangingalittlebit,becauseoffinancial
markets,butstill,whenyoulookatametropolitan
areasuchasCleveland,we’vehadalotofruptured
waterpipesinthepasttwoyearsindowntown
Cleveland,andoneofthereasonsisbecausesome
ofthosewaterpipeswerehewnoutofironwood…
Wood!Notiron,butwood.Whenyouhaveaninfra-
structurethat’sahundredtwentytotwohundred
yearsold,anditstartstofallapart,andthetaxrev-
enuebaseshrinks,fundingisgoingtogotothings
likethat.

Question:IrepresentanArtsCommissionthatwas
createdasaresultofacommunitycultureplan,
andsinceourexistencewe’vebeendoingcomponent
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planningaroundsuchissuesasculturediversity,
publicart,andculturaltourism.Sonowforallofyou,
theprocessiscompleteoralmostcomplete,theplan
isinplace,attheendoftheday,howdoesthataffect
thefoundations?

Schorgl:Howdoesitaffectthelocalfoundationin
termsofwhatwe’redoing?Whatthey’regoingtodo
forus?Wouldanybodyliketotakethatoneon?

Conwill:I’mnotsureIunderstandthequestion.

Question:Doyouhaveprioritiesidentified,initia-
tivesandgoalsandobjectives?Youneedtoaccom-
plishthose.Howdoyougetthefoundationsto
supportthateffort?

Schorgl:Okay,letmejumpoff.Ourcommunity
culturalplanisnotasingular.It’snotthecommunity
partnershipofartsandculturethat’stakingusall
on.Infact,inthebackofourplan,you’llseethat
thereareanumberofidentifiedpartnersthatmust
participateinthis.

Weidentifiedfourfunctionalgapsoutofourcultural
planningprocess–publicpolicy,broadcommunica-
tions,research,andcapacitybuilding–asbeinggaps
withinthenortheastOhioareathatpotentiallythe
partnership,basedonitscorecompetencies,could
fill.Buttherearemanyotherissuesthatotherarts
andculturalorganizations,publicgovernments,pri-
vatesources,mustidentify,artseducationbeinga
hugepieceofthat.

ThefoundationsandthepeopleI’vetalkedtoinour
localfoundationsfeelasthoughtheplanprovides
themwithagoodblueprintofwhatpotentiallyare
theproblemsandwhattolookforintermsoffuture
issuesorproposalsthatmaycometothem.

Ithinkalsothat,atleastinCleveland,thefoundation
communityhasrealizedthatitisimportanttocon-
tinuetosupportwhatwe’redoingaslongaswe’re
abletoshowthatitishavingsomeimpactand
changearoundthosefourareas.We’reinvolvedin
threepublicpolicyinitiativesrightnow.Ifwecan
showvalue,Ithinkthatwe’reaplayerintermsof
receivingfunding.

Intheplanningprocess,thefourfoundations–two
ofthemtheClevelandandtheGeorgeGundFounda-
tion–didnottakemoneyfromtheirartsandcultural
allocationstofundtheplanningprocess.Itcamefrom
theirownplanningpool.Sotheydidn’ttakeany

moneyaway,whichisextremelyimportanttothe
artsandculturalcommunity.Theydidn’trobPeter
topayPaul.

Conwill:CanIjustsayoneotherthingaboutthe
question?Ithinkthatincertainways,surelythemain
audience,ifyouwill,otherthanthepublic,themedia,
forthisstudy,istheelectedgovernmentofNew
Yorkanditspolicymakers.ButIthinktoTom’s
answerthattheideathatthereportidentifiescritical
issuesintheculturalcommunity,kindofpointsa
waytowardssomeofthethingsthatcouldbedone.

Ifresearchandadvocacyistocontinue,it’smuch
morelikelythatit’sgoingtobefundedbytheprivate
sector,particularlyfoundations.Thismeetinghas
shownthatintermsoftheinterest,particularlyin
keyfoundationsinthisissue.Therearesomespecific
9-11issueswhichTedwillbetalkingaboutatasubse-
quentpanelwhicharerelatedtothis,becauseoneof
thethingsthathappenedwith9-11andtheBlueprint
comingtogetherthatwayis,they’renowinsome
wayslinked,andeventhoughthey’reseparatereali-
ties,Ithinkthattheywillfindsomeconnection,and
thatCultureCountswillbeanimportantbaselineset
ofinformationforinformingsomeotherthingslike
privatefunding.

Schorgl:IknowI’mputtingfundersonthelinehere,
buttherearesomefundersintheroom.Howwould
yourespondtothatquestion?Afteracommunity
culturalplanisdone,whatwouldyouexpect?

Audience:I’mhopingthattheculturalplanning
thatwe’redoinginWashingtonandthesurrounding
countieswillhelpprovidecriteriasothatweas
funderswillknowhowtobemoreeffectiveinour
grantmaking.Rightnow,there’ssomuchchoice,
there’ssomuchpossibility,justhelpingtonavigate
andhelpuscreatecriteriaisthemostimportantthing
forus.

Audience:Ithinkthereasonthatwewereinterested
infundingtheculturalplaninPhiladelphiawas
sothatwewouldberespondingtoneedsthat
hadbeenidentifiedbythecommunityinsteadof
tryingtofigurethoseneedsoutourselvesandfigure
outaresponsetoit.Reallytoknowwhetheror
notwhateverwedidwouldintheendbemore
effectiveandwouldbeimportantandhelpfultothe
artscommunity.
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Audience:IwillsayupfrontI’mfromtheCleveland
Foundation.Themainpointforourorganizationwas
exactlythat,tohaveablueprinttogointothecom-
munityandsay,“Thisiswhatthecommunity–and
wemeantherealpeopleinthecommunity–have
statedweretheirobjectiveandtheirgoalsforartsin
Cleveland,andintheseven-countyregion.”

Weuseitwhengranteescometoustosay,“How
doeswhatyou’redoingfitwithinthisculturalplan?”
Andquitehonestly,weasstaffuseitforourboard.
Notallofourboardistotallyfamiliarwiththearts
communityinCleveland,andwehavesomethingto
showthem,tosay,“Thisishowimportantartsare
inCleveland.Thisiswhy,whenyoulookatannual
allocationsforeachofourprogramareas,artsneeds
tobeanimportantpartofthat.”

Audience:Forus,itwasaverytimelyreport,
becausewewereintheprocessoflookingatarts
grantmaking,andarenowplanningtogobackinto
artsgrantmaking.Sotheresultsareveryhelpfultous
inthatsense.

ButwhatIwantgoingforwardaretwothings.One,
theimportanceofatoolthatthisculturalblueprintis
forNewYorkCityintermsofpubliceducationfor
thearts,andconstituency-buildingfortheartsbythe
public.Andthenanothertoolforadvocacy,aswell,
givenallthathashappenedandgiventhestateofthe
artscommunityasitwasbeforeSeptember11th.So
we’relookingatthat.

Schorgl:Otherquestions?Yes,sir?

Question:Doyouseeyourselvescontinuingonasan
intermediaryorganizationwhenyou’vecompleted
yourplan?

Schorgl:That’safabulousquestion,onethatmywife
keepsasking.Alittlebitofbackground.

TheCommunityPartnershipofArtsandCulturewas
notincorporatedasa501(c)(3)untilayearago.We
wereundertheumbrellaoftheClevelandFounda-
tion,andwewereanindependentorganization,not-
for-profit,butnota501(c)(3),andthatwasbydesign.

Oneofthethingsthatinterestedmeincomingto
Clevelandtotakeonwhatcouldhavebeenanassign-
ment,andmovemythreechildrenandmywifetwo
hundredmilesnorth,wasthefactthatwhenItalked
withtheheadoftheClevelandFoundation,Steve
Minter,theheadoftheGundFoundation,David

Berkholtz,andmayherestinpeace,BobBergman,
whowasatthattimethedirectoroftheCleveland
Museum,andtheywereinterviewingmeforthis
assignment,theysaid,“Let’sseewhattheissuesare.
Let’sdeterminewherethegapsare.Ifthereareno
gaps,ifthesestrategiescanbehandledbyallthearts
andculturalorganizationsthatexistgiventheirmis-
sionstatements,andtheothernot-for-profitorganiza-
tions,thenwewillhavesucceededinourmissionfor
thisassignmentandweshouldpullupthestakes,roll
upthetent,andgooff.”

Whathappenedisthattherewerefourstrategicgaps,
andIwentandtoldmywifeaboutthis.Iwasexcited!
Shesaid,“WhyarewegoingtoClevelandformaybe
threeyearsandthenyoudon’thaveanything?”

Isaid,becauseIsawwhathappenedduringthe
CETAproject,wherefederalmoneycamein,and
therewasanumberofartscouncilsthatwerecreated
throughouttheUnitedStates.Isawthegoodinten-
tionsoftheNationalEndowmentfortheArtsin
termsofthelocalsprogram,whichnolongerexists,
whichtookittoanotherlevel.And“formfollows
function”isarealimportantissuehere.

WhatClevelandwasabletodowasdeterminethat
thereweresomefunctionalgaps,andoutofthathas
comethishybridorganization,calledtheCommunity
PartnershipforArtsandCulture.Beinganintermedi-
aryispartofthat,andthatdefinitelycameoutinall
theresearchthatwedid.

Conwill:It’sverycomplicatedinNewYork,notthat
it’snotcomplicatedinCleveland.Ithinkinaperfect
world,itwouldbegreatiftherecouldbe,whetheror
notIwasinvolvedwithitatall,aCulturalBlueprint
entity,becauseitreallyisnonpartisan,non-this,non-
that,independentantallthat.Itreallyisnotabout
theCitybudget.Therearemanyorganizationsand
institutionsthatlobbytheCity,theStatebudget,for
particularinitiatives.

Uncouplingabroadadvocacyineducationeffort
fromanadvocacyformoneywouldbeanidealsitua-
tion.Butitmayjustbeidealandnotrealistic.

Schorgl:Otherquestions?Yes?

Question:I’veonlybeenlivinginNewYorkayear,
soI’mnotsureaboutthis,butIgetthefeelingthatit’s
suchastrongartscommunitythatittakesonevery-
thingonitsown.Andwhenyouweresayingthat
thecommunitythatwasinvolvedintheBlueprintwas
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theculturalcommunity,meaningeducatorsandart-
istsandartsorganizations,thatwassomethingIcon-
trasteddifferentlytotheClevelandsituation,which
istheunions,theNAACP,thelocalgovernment,the
Latinocommunity,nativecommunity,etcetera.

Iwaswondering,whenNewYorkwasdecidingwho
wouldbeparticipating,weretheythinkingofgoing
broader,oristhatjusttoolargeataskbecausethere
areeightmillionpeople?

Conwill:Justquickly,Ithinkthatifwediditagain,
Iwouldsurelyadvisethatourworkinggroupbe
mixedwiththekindoffolksyou’retalkingabout.
Thecitizen’scommitteewasthebestthatwedidat
that.Wehadministers,wehadeducators,wehadall
kindoffolks,andthetownhallmeetingsthemselves
werequitediverse.Therewasastrongfeelingthat,
giventhebrevityoftimeandtheneedinsomeways
topulltogetherexpertisequicklyfromthepeople
whoknewthemostaboutculture,thiswasdifferent
fromwhatatwo-yearorthree-yearprocessmight
havebeen.Thatsaid,Istillthinkinaperfectworld,
wemighthaveincludedotherpeople.

Question:Haveyourreportsallowedyoutohelp
generatesupportfromthecorporateandprivate
sectorcommunities,andisthereanythingthatyou
wouldhaveaddedorchangedtomakeitbetter
suitedtothatkindofeffort?

Smith:Thefirstculturalactionplanwastargeted
atfacilities.Whatthatmeantis,really,wedidn’t
haveanyculturalfacilitiesforpresentingorper-
formingart,andwe’restillworkingonthevisual
artcomponent.

Butultimatelywhatitmeantfromthatplanthat
startedinthemid1970swas$100millionininvesting
inculturalfacilitiesovera15-yearperiod.Without
thecorporatecommunity,itwouldn’thavehap-
pened.Thefirstplanwasaboutrevitalizingdown-
town,uptown,CenterCity,whateverwecallittoday.

Morerecently,partofCharlotte’scultureiscorporate
influence.Theycontinuetoberighttherewithusin
termsofourannualfunddrive,driving,oratleast
assistingusindrivingtheculturalcommunitytolook
atsomeverykeyissueslikestabilization.It’scritical.
It’sapartofwhoweare.

Schorgl:Intermsofourcorporatecommunity,
Clevelandforalong,longtimehasalwaysbeeninthe

topfivewhenitcomestoprivatephilanthropyinany
particulararea,butthere’sbeenamajorshiftinterms
ofregionalandnationalheadquartersinCleveland
overthepasttenyears,andthey’veleftCleveland.

Oneofthethingsthatcameoutofouranalysis,
thatwe’reworkingverycloselywiththeChamber
ofCommerceon,isthehigh-tech,thebiotech,the
closely-heldprivately-ownedorganizationsthathave
maybeorfifteenpeopleinthem,thatbecauseofthe
typeofworkthattheyareinvolvedinaremaking
jillionsofdollarsayear,butfallofftheradarscreen
becausethey’renotpartofthe“OldBoys”network.
We’reworkingwithagroupcalledtheCouncilof
SmallBusinessEnterprisetoconnectartsandcultural
philanthropywiththosemembers,becausetheyare
lookingforwaystogive,they’rejustnotpartofa
legacyoratradition.

Theotherthingthatwe’veseeninClevelandisthe
entryofsocialventurephilanthropy.Thereisagroup
thathasformedinClevelandwiththeassistanceof
theClevelandFoundation,anditwillbefascinating
toseehowthatgroupevolves.Becauseartandcul-
tureisapieceoftheirinterest.It’snottheironly
interest.Theywilltakeamuchdifferentapproach
tophilanthropythanmostcorporations.It’llbe
hands-on.

Toendwithwhatyousaid,anythingyouwouldhave
donedifferently,Ithinkwe’llnowgototheBook
ofRevelations,andwe’llfinishonthatpiece,and
I’llstartwithRegina.Anypearlsofwisdomforthe
groupintermsofcommunityculturalplanning?

Smith:Wow!Iwouldsaywhatthisgrouprepresents
isthatthereisnoperfectway.Eachcommunityhas
itsownculture,andwhatworksinonecommunity
doesn’tnecessarilyworkinanother,andyoureally
havetofindoutwhatisgoingtoworkinyourcom-
munity.ButIthink,ultimately,bringingdifferent
typesofindividualsandorganizationstothetableis
critical.TheACLU,theNAACP,they’reallcritical.
Butbeingatthetableisalsoimportantaswell,in
termsofshapingpublicpolicy.

TheotherthingthatIwouldsayisbeingflexible.
Withinourlastculturalactionplan,wewereprob-
ablyfocusedonthelargerorganization,andthecom-
munitysaidtousveryclearly,“No,youneedtoshift.
Youneedtoshiftgears.”Youneedtobeflexibleand
bewillingtomaketheshiftsastheycome.
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Amsterdam:I’daddtothatjustthetiming,theneed
tohavethetime.Idon’tknowhowyouaredoingitin
NewYorkinsuchashorttimespan,butitdefinitely
takesawhiletoinvolveallthesefacetsofthecom-
munity.Inourparticularcasewherewearelooking
atregionalism,whichhasbeenattemptedbeforeand
hasn’treallybeensuccessful,buildingthatadvocacy
baseinplaceswherewehaven’thaditbefore.So
that’swherewewouldbegoing.

Conwill:Idittowhat’sbeensaid.Myonlyother
commentwouldrelatetothecommentImade
before,andthatImadeinthepolicydiscussionthis
morning.Ithinkthatnotjustanyindividualentity
tryingtodothis,butasakindofcommunityofplan-
ners,thatthereneed stobesomeongoingdialog
andconnection.

Oneofthehardestthingsforuswastofindoutwhat
elsewashappening,toseewhoelsewasdoingstuff.
Alotofitwasanecdotalatfirst,andthenwefound
theURLorthepersonorwhatever.

ButIthinkthatfindingwaystogatherandlearn
fromeachotheronanongoingbasisisreallyimpor-
tant,becausesomeofthethingsthatwillendurewill
endurebeyonda9-11orbeyondwhoeverismayor.
Onabasicpracticallevel,keepingintouchwitheach
otherandfindingawaytodisseminateourfindings,
ourpractices,ourprocesses,sothatpeoplewhodo
thisafterusdon’thavetostartfromscratch.Inan
idealworld,theseprocessesshouldnotbeone-time
things.Theyshouldcontinueandberefreshedand
renewed,becausethecommunityofartsandculture
isnotstatic.

Schorgl:Fromamicrolevel,you’regoingtofind
thatthere’satremendousamountofenergyaround
acommunityculturalplanningprocessfromartsand
culturalorganizationsandindividualartists.Inthat
fieldofenergy,ononesideofthatfieldishighanxi-
ety,andthat’susuallythelargerinstitutions,because
they’refearfulthatyou’regoingtostarttomicroman-
agethemordosomethingthatisauthoritarianor
totalitarian,andyouneedtoconstantlybeintouch
withalloftheconstituentsoftheculturalcommunity,
regardlessofthesize.

Interestinglyenough,ontheothersideofthisenergy
fieldarethesmallerartsandculturalorganizations
andindividualartistswhoareeageraboutthepro-
cess,becausetheyhavenothingtoloseandtheyhave
alottogain.Sotheywanttobekeptup-to-date.

Fromthemacrosideofthings,Ithink,bebold.
Becausethisisyouropportunitytoworkwithleaders
inallsortsofdifferentwalksoflifeandleadership
positionsfromthepublicandprivatesectorsothat
you,withthem,canstarttodefinewhattheartsand
culturalecosystemisinyourcommunity,andnotlet
someoneelsedefineitforyou.

Ithinkwiththat,wehavereachedthepointofsatura-
tionofyourpatience,andweappreciateyourtime.
Thepanelmemberswillbearoundtotakeanyques-
tionsorcontributions.Thankyou.
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