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BUILDING ARTS AND COMMUNITY PARTNERSHIPS: A WORK KIT

The questions in this work kit provide a structure for developing and planning an arts and community partnership.  The kit is intended to tease out assumptions that lie within the impulses for the project.  To build an effective partnership, these assumptions must be known and shared.  It is important that consensus is tested periodically so that the group of partners is working with fully shared information.  In addition, the kit is designed to aid in identifying individual and shared motives and needs.  Finally, the kit will aid in making the logistical requirements of the project apparent and available for discussion and agreement within the entire partnership group.

Each of the partners completes Parts One and Two of the work kit separately.  Then all completions of Parts One and Two are reviewed by all of the partners working as a planning group.  Then each of the partners completes Part Three separately, and all completions of Part Three are reviewed by the group.  Finally, Part Four is addressed by the group as a whole, with specific aspects of Part Four identified and assigned for individuals to complete for the planning group to review and approve.  This process will aid in creating consensus and discovering the way to informed agreement.  Used this way, the process will also help determine where there is still more work to do.  Most people will find it useful to complete the questions as they are presented; others may prefer their own order.  

For anything that cannot be determined or resolved by the end of any meeting, make decisions together how the matter will be brought to resolution.

Project Name ____________________________________________________________

City, District, or Region ___________________________________________________

Name and Agency ________________________________________________________

Address ________________________________________________________________


  _________________________________________________________________

Phone ___________________ Fax ________________   e-mail ____________________

PART ONE:  Personal intentions and expectations
BRIEF STATEMENT OF THE WORK I WANT TO DO IN THIS PROJECT.  What do I want to do this for?  Is it oriented toward social issues?  ...toward affecting the community?  How does this serve my interests?  How does this fit in my overall personal agenda as an artist or a community worker?  
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HOW DOES THIS PROJECT FIT IN THE MISSION AND GOALS OF MY ORGANIZATION?  If this question does not apply, do not answer.
STATEMENT OF NEED FOR PARTNERS.  Can I do this project alone or do I need a partner(s)?  What kind of partner(s) do I need?  What do I want from my partner or partners?  What can I offer my partners?  What do I know (not guess or assume) that my partners need in order to do this project?  Do I know (not guess or assume) my partner wants what I can offer? How do I know?  When I have worked with partners before, what worked particularly well and what pitfalls did I encounter?

HOW WILL WE DO THIS?  What resources (human, financial, material, connections) do I bring to this project?  What complementary resources do I think my partners can bring?  Do we still need more help?  What obstacles impede my participation?  ...my partner's participation?
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WHAT REASONS ARE THERE FOR NOT DOING THIS PROJECT?   What risks are there?  To me?  To my agency?  To my partners?  What can we do to minimize the risks?  Are the reasons to proceed more compelling than the reasons not to?

STATEMENT OF MY CAPACITY FOR SUCCESS.  Am I comfortable with the risks?  Do I work well with fear?  Am I prepared  ...to go back to school?  ...to be told no?  ...to be open to other ideas?  ...to change in response to community realities  ...to be changed by this experience?  ...to question my own ways of doing things?  ...to work with other people's ways of working?  ...to surrender assumptions about my partner?  ...to surrender assumptions about our community?  ...to surrender assumptions about our project?  ...to feel threatened?  ...to confront cultural ghosts?

WHAT ARE MY NEEDS FOR DOCUMENTATION AND EVALUATION OF THIS PROJECT?
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PART TWO:  The Particular Community Where The Project Will Be Done
WHAT ARE THE MAJOR ISSUES (SOCIAL/POLITICAL/ECONOMIC/CULTURAL) IN THIS PARTICULAR COMMUNITY AS I UNDERSTAND IT?  If I don't know how can I find out?
...AS MY PARTNER(S) UNDERSTANDS IT?  If I don't know how can I find out?
...AS THE "POWERS THAT BE" UNDERSTAND IT?  If I don't know how can I find out?
AM I COMFORTABLE WORKING WITHIN ANY DIFFERENCES THAT MAY BECOME EVIDENT?

FROM MY POINT OF VIEW, WITH WHICH OF THESE COMMUNITY ISSUES DOES THIS PROJECT RELATE DIRECTLY AND HOW?   With which indirectly?
WHAT IS THIS PARTICULAR COMMUNITY KNOWN FOR?  What would it like to be known for?  If I don't know how can I find out?
HOW DO I KNOW AND IDENTIFY THIS PARTICULAR COMMUNITY?

HOW DO I UNDERSTAND ANY DIFFERENCES?
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WHAT DO I WANT TO ACCOMPLISH WITH THIS PROJECT, WITH RESPECT TO THIS COMMUNITY, WITH RESPECT TO MY PARTNERS, WITH RESPECT TO MY ORGANIZATION'S MISSION, AND WITH RESPECT TO MY PERSONAL AGENDA?  (Compare with responses to first item on Page 1.)
WHAT ARE THE MISSIONS AND GOALS OF EACH OF MY PARTNERS?  What does my partner(s) want to accomplish with this project?  If I don't know how can I find out?
WITHIN THE CONSTELLATION OF PARTNERS, CONSTITUENCIES AND POSSIBLE PARTICIPANTS, FOR WHOM IS THE PROJECT ULTIMATELY INTENDED?

WHAT EVIDENCE IS THERE THAT THOSE FOR WHOM THE PROJECT IS INTENDED WANT WHAT THE PROJECT OFFERS?

WHO AMONG THIS CONSTELLATION OF PARTNERS, CONSTITUENCIES AND INTENDED PARTICIPANTS HAVE BEEN INVOLVED IN THE IDENTIFICATION, SELECTION, AND DESIGN OF THIS PROJECT?  

WHO ELSE SHOULD BE?  If I don't know, how can I find out?
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WHO ARE THE PEOPLE (OR THE "KEY" PEOPLE) WITH WHOM I WILL BE WORKING IN ORDER TO MAKE THESE PARTNERSHIPS?  If I don't know, how can I find out?
...in order to implement the project?  If I don't know, how can I find out?

WHAT DIFFERENCE IS THERE BETWEEN THE PEOPLE NEEDED TO MAKE THE PARTNERSHIPS AND THE PEOPLE NEEDED TO IMPLEMENT THE PROJECT?  

Am I comfortable working within these differences?
WHOM HAVE I MET?      

WHOM HAVE I NOT MET? Should I? Will I?  Do we need to travel to meet?

WHAT DO I NEED FOR MY PARTNER(S) TO KNOW ABOUT ME?  How can I help them learn?

WHO ELSE HAS DONE THIS KIND OF PROJECT IN THIS COMMUNITY AND/OR WORKED WITH THESE PARTNERS?  How can I find out about these other projects and partnerships?  
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 PART THREE: The Partners Who Will Do This Project 

The group of partners reviews Parts One and Two before completing Part Three.  Part Three may be assigned as homework and a second review meeting scheduled.  Alternatively, Part Three may be completed as a part of the first review meeting, in a break assigned for this purpose, and then reviewed by the group.  This simply depends on the particulars of convenience and time.  In any case, Part Three is to be completed by all partners separately and then reviewed by the whole group of partners. 

ARE MY GOALS FOR THIS PROJECT COMPATIBLE WITH THE GOALS OF MY PARTNER(S)?  Are our missions sufficiently compatible for us to work together effectively?

What do we all want to accomplish with this project?
What are our separate interests?
What specific constituency does my partner(s) serve?  Is this constituency served by this project?  Is this okay with everyone?

WHEN THE PROJECT IS FINISHED, WHAT TANGIBLE THINGS DO WE WANT TO HAVE HAPPENED THAT WE CAN USE TO EVALUATE SUCCESS?  Realistic and useful objectives.
What do we intend to leave as a consequence of the project?  Realistic and useful objectives.

What would we like to be different as a result of the project?  Realistic and useful objectives.

HOW WILL WE DOCUMENT THIS PROJECT?  Who is in charge of documentation?  What resources are available for documentation?
WHO ELSE NEEDS TO BE INVOLVED?  WHEN?

How do we engage new partners?  How do we "bring them up to speed? And insure fair participation and authority?
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WHAT ARE MY PARTNERS' NEEDS AS I UNDERSTAND THEM NOW?

Do I have the will and capacity to give what is being asked of me? If no, how can I develop that will and capacity?   

Do my partners have the will and capacity to give what is being asked of them?  If no, how can I help them develop that will and capacity?

WHAT BARRIERS LIMIT OUR PARTNERSHIPS?  Can we do the project within these limitations?  If not, what can we do to negotiate these barriers for a successful collaboration?

WHAT SPECIFIC THINGS WILL I DO TO ACCOMPLISH THE SEPARATE AND COLLECTIVE GOALS OF THIS PROJECT?  

What specific things do I understand my partner(s) will do to accomplish these goals?  

DO WE KNOW THIS WILL WORK?  IF NOT, WHAT PARTICULAR STEPS CAN I AND MY PARTNERS TAKE TO MAKE THIS PROJECT AN ACCEPTABLE RISK?  

WHO IS IN CHARGE?  ...OF WHAT ASPECTS OF THE PROJECT?  Who decides what happens and what does not happen?  

WHAT RESOURCES ARE AVAILABLE?  TO WHOM?  WHEN?

WHAT EXTERNAL MANDATES EXIST, OUTSIDE THE PARTNERSHIPS, THAT WILL/MIGHT AFFECT THE PROJECT?  If I don't know, how can I find out?
WHO OWNS WHAT OF THE PROJECT'S WORK?  Product(s)?  Process?  If I don't know, how can I find out?
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PART FOUR:  Logistics

A check list to complete in group or to assign to specific individuals to complete for group review 
PROJECT DATES  (Is the project schedule coordinated with the community calendar?)

Planning


Preparation


Implementation


Documentation and Evaluation

PROJECT RESOURCES AND NEEDS  What do we need/what do we have?

Principle Partners (Who is responsible for what?)


All other project personnel


Volunteers


Budget


In-Kind material


Overhead


Physical facilities and equipment (Where will it happen and what will we need?)
WHAT PHYSICAL CONDITIONS WILL I WORK UNDER?

WHO WILL I ANSWER TO?

HOW WILL I KNOW IF WE SUCCEEDED?  HOW WILL MY PARTNERS KNOW?

WHO AM I DOING THIS PROJECT FOR?  To what end?  (Compare with responses to first item on Pages 1 and 5.)

BRIEF PROJECT DESCRIPTION  (Edited in combination with other partners' drafts, this will become the so-called boiler plate language which the partnership can use for a wide variety of purposes including fundraising, promotion, and project development.)
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PARTNERSHIP PROCESS  How do members of the partnership make decisions and plan, document, implement, and monitor the project?

How do we intend to keep in touch in the continuing development of the project?  Do we intend to meet regularly or consult each other by phone?  Who designs and guides our meetings?  Do we need to set the date and agenda of our next meeting?

What is the mediation process when problems arise within the partnerships?  ...within the community?

Who acts as fiscal agent for the project?

Is it clear how decisions are made to spend money on behalf of the project?  If no, how is this clarified?
What happens if there is a financial surplus or deficit at the conclusion of the project?

Who represents the project to the news media?  ...to school officials?

EVALUATION  Is evaluation and documentation a part of the project?  If not ,how can it be included? What is the evaluation process?  Consider how to evaluate during the progress of the project and how to respond to what is learned.  Is the partnership prepared and willing to modify plans during the project?  Are the intended goals and objectives realistically achievable?  Do they serve the interests of the project community?  ...the project's participants?  ...the project's partners?

Who will evaluate?  Project partners?  Project Participants?  Community Observers?  Outside evaluators?  How will evaluators be selected?

How will evaluation results be documented and disseminated?  To whom? Partners?  Participants?  Community?  Media?  Funders?  
Can we have the resources to use photography and/or video for documentation?  What about poetry?  Sketching?  Diaries or Journaling?   
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PROJECT TASKS AND TIMELINE:  Summarize key tasks or benchmarks. ID person or agency responsible, due dates and duration dates.

	Key Tasks/

Person(s) Responsible
	AUG


	SEPT


	OCT


	NOV


	DEC


	JAN


	FEB


	MAR


	APR


	MAY


	JUN


	JUL 
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RESOURCES NEEDED  Develop an income and expense budget, starting with the expense side.  The expense budget should include at least Personnel, Physical Facility costs (space rental, utilities and phone, etc.), Equipment and Materials costs, Promotional costs, Documentation and Evaluation costs.  Begin with all cash costs that are not provided in-kind from partner agency budgets.    Add in-kind resources agreed to be provided by partner agencies.  Add resources expected to be provided as in-kind but the sources are not confirmed or not known.  Then develop income side, identifying sources of known cash (earned and contributed), projected sources of cash, sources of confirmed in-kind resources, projected sources of in-kind resources, and amount of cash and in-kind resource that remains needed to balance the budget.  Review budget with partners to determine how realistic the picture is.  Adjust as necessary and possible.

FUNDRAISING PLAN  How much money is needed, by when?  Who is responsible for securing how much, from what sources?  If grants are planned, how will required matches be secured?  Can the project or key portions proceed if grants are not successful?  
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