Alternate ROOTS Strategic Plan

2003 - 2006

Overview: 
The Alternate ROOTS Executive Committee empowered the Strategic Planning Team to work in partnership with the strategic planning consultant, Gerry Conroy, to develop a three-year plan. The Planning Team established Principles for this plan, based on the thinking of ROOTS members recorded in the Organizational Assessment and the collective insight of the Planning Team. The Priorities of the plan are based on the Team’s experience and best thinking. They also have been shaped by the reflections of 50 participants in four regional listening sessions, 65 surveys, phone interviews with five allies, eight meetings of the Planning Team (seven by phone conference, one in person), an RSC workgroup conference call, e-mail dialogue and recommendations from the staff. 

The plan is constructed to address Internal Considerations (the organizational infrastructure) as well as Program/Project Considerations. 

The plan has eleven Internal Priorities: Governance, Executive Committee (ExComm) Professional Development, Publications/Communications, Fundraising/Endowment, Increased Staff, Membership, Anti-racism Training, Alliances, Youth Leadership, Land/Institute, and Mentorship. There are six Program/Projects Priorities: Annual Meeting, Resources for Social Change (RSC), Community/Artists’ Partnership Project (C/APP), Festivals, Residencies and Tour, and Artistic Assistance.

Five planning principles, determined early in the process, are the primary lenses that shaped the plan. 

Principle #1: Strengthen the regions; 

Principle #2: Address the dynamics of racism as they impact the organization internally, as well as in ROOTS’ programs and projects; 

Principle #3: Address the need for additional fundraising and diversify ROOTS’ funding portfolio; 

Principle #4: Improve internal and external communications;

Principle #5: Reach out to youth and commit resources to develop youth leadership in ROOTS. 

Each priority does not necessarily address all five principles. However, the plan as a whole reflects a balanced attention to all the principles. The principles were reviewed and affirmed in the regional dialogues. Survey results strongly support these areas of focus.

Implementation Steps are the Planning Team and Staff recommendations as to how to address the identified priority. These steps are necessarily skeletal. Some priorities will require additional planning as specifics are determined. This exemplifies how the strategic plan is designed to be a “living” plan. As unknowns are further identified and clarified, the plan chart will be revised to reflect the action steps that need to be taken. 

Funding: Required, Budgeted, Needed. This planning category works to keep the plan realistic. Some priorities, such as Publications, will need considerable research before real costs can be determined. However, the appointed workgroups can begin their work by assessing the current use of budgeted funds and negotiating through the budgeting process for desired future support for their priority. 

Implementation Timeline: This projects the timeframe for implementing the action steps. It divides in half each of the three years of the plan. Three colors are used in the timeline: Yellow means moving along; Green means action step is accomplished; Red means the action step needs support because it has either fallen behind or is in danger of doing so. A frame around a red cell indicates that other activities are connected to this action step and are about to be, or are currently being, negatively impacted. When the steps are moved into Green, it also helps to identify when it is time to celebrate!

Who is Responsible: The current shape of the plan gives responsibility for the work to organizational groups: Staff, ExComm, Workgroups or Taskteams. This promotes realism in assessing workloads. There are only so many things that the staff or ExComm members can take on at one time. As the plan unfolds, names of individuals who have committed to an action step will be inserted into this category. This both recognizes the commitment and is a springboard for supportive accountability. If work is not being accomplished in a timely manner, either the individual(s) may need assistance, the task may need to be re-designed (new action steps) or additional resources/time may be needed. This category helps to track commitments and can promote communication in a timely manner. It can prevent crisis.

PART I

Internal Considerations

Priority 1: Governance

Governance examines how power is exercised inside ROOTS. It addresses who has what authority and how responsibilities and accountabilities are exercised. Governance is a term that relates to both values and practices. At its best, good governance systems embrace a liberating culture and turn these values into equitable and consistent practice. For instance, ROOTS places a high value on being anti-racist and non-oppressive. Governance addresses how those values are put into practice on a day-to-day basis and in various dimensions of the organization.

This plan proposes six areas for decision and action. 

1. Clarify the role of the Executive Director and Managing Director, their authority and relationship with the ExComm and the lines of authority in ROOTS. A conscious decision was made by the ExComm to hire an Executive Director of color. However, if the practice of informal decision-making by those most active in ROOTS (“Who comes, is.”) continues, this anti-racism strategy becomes tokenism. The lines of what constitute supportive action by ExComm members versus interference in the ED’s authority need to be clarified.

2. Review and revise the Bylaws to more accurately reflect actual practice. Some of the issues that need to be addressed: voting rights of members, age and membership, succession on the ExComm, and other core practices that have not been included in the bylaws. Having complete and detailed Bylaws does not mean imposing a hierarchical or legalistic system. Rather, by detailing the dynamics of an inclusive, participative structure, the organization can hold itself accountable to its stated values. When there is a vacuum of written and detailed understanding, it will be filled by the practices that come from the white dominant culture and internalized white supremacy. (The survey, allies and listening sessions suggest this is a particularly critical area for ROOTS. Members strongly affirm anti-racism/anti-oppression in principle. However, responses in the survey suggest that there needs to be more discussion among members about affirmative action, redistribution of resources and strategies for inclusion.

3. Create a Policies Handbook: This handbook will capture how ROOTS carries out its mission. It describes relationships, accountabilities and lines of authority. (It will chronicle the results of #1 above.) It will include the number and description of Workgroups, how they are held accountable and their relationship to the Executive Director and ExComm. It will include hiring practices such as when to add staff in a way that does not lead to lay-offs. The bylaws are enacted by the membership and are legally binding. The Policies Handbook is more flexible. It is enacted by the ExComm and can be revised by majority vote. This will be an important step in institutionalizing anti-racism. Over the years, the informal way of relating has produced important results. It has also worked to maintain white culture in the organization. Clear policies and procedures will assure that when people of color assume leadership, their authority is not eclipsed by the informal ROOTS way of doing things. The ExComm will decide which items are included in bylaws and which items are included in the Handbook.

4. Address the question of membership: roles and responsibilities. Clarify how membership and criteria evolved and what needs to change. Given the priority of Youth Leadership, age levels should be addressed as well as the possibility of electing a youth representative to the ExComm. Working with the membership workgroup and the ExComm, a proposal will be brought to the membership for ratification.

5. Create a Vision Statement and re-visit the Mission Statement in light of the new Vision statement. The Planning Team also recommends that the taskteam develop a Values Statement to articulate the values referred to in the opening paragraph of this section. (Economic justice was recommended by a discussion in the ExComm for inclusion in these statements.)

6. Realign the Regions. At present the C/APP workgroup is proposing a provisional realignment for the 2004 grant making process. If the provisional realignment works, the workgroup will propose a larger-scale realignment in 2005. 

7. Clarify how anti-racism will be integrated into the work of each Workgroup. Participants in the 2003 Annual Meeting decided to discontinue the Undoing Racism Workgroup in favor of mandating that each workgroup integrate anti-racism/anti-oppression into their work. If each workgroup is not held accountable, that focus risks being lost.

Principles: This priority relates to planning principles of strengthening regions, and anti-racism.

Implementation Steps: 

1. Create a taskteam that consists of two ExComm members, two Board members, one satellite member and staff.

2. Taskteam members will coordinate responsibilities for the seven work areas, recruit the necessary talent to assist with the project, create appropriate forums for dialogue, propose changes to the ExComm and prepare materials for action at the Annual Meeting.

Funding: None needed.

Implementation Timeline: The Taskteam will be identified in the first quarter of 2004, prepare a plan for action, draft documents needed and propose action items at the Annual Meeting in 2004.

Who is Responsible: Staff, Governance Taskteam, ExComm

Priority 2: Executive Committee Professional Development

The Executive Committee (ExComm) represents the most consistently engaged part of the membership. When people agree to serve, either as an officer or a regional representative, they commit a significant amount of time and energy to ROOTS. Service has its compensations. It networks members to resources and relationships that are important personally and professionally. Since this is the core leadership of the organization, ROOTS would benefit by investing in professional development opportunities for the ExComm. Since there is fairly consistent turnover in ExComm membership, skills and understandings gleaned while serving would then become part of the skill-base of the organization. These are also skills that would enhance members’ organizing skills in their own communities.

This plan proposes to provide professional development sessions at each quarterly meeting of the ExComm. Proposed topics include: governance, uprooting racism (train-the-trainer sessions twice a year), conflict management, dynamics of organizational development, team building, creating a common vision, evaluation processes, disciplines of collaboration. Newer members of the ExComm will also be provided mentors so they can learn more quickly about the history and culture of ROOTS.

Principles: Strengthening regions, anti-racism, youth development

Implementation steps:

1. The staff and Chair of the ExComm identify the topics to be addressed.

2. The staff identifies member/non-member professionals who will facilitate the sessions. RSC will be invited to participate in shaping the process.

3. Length of sessions: Fall meeting—full day; Winter/Spring meeting—half-day; Retreat—full day.

4. The principle evaluation criteria will be: “What have you learned that can be passed on to others?” and “What is your plan for passing on what you have learned?”

5. Regional representatives who participate in uprooting racism sessions will be asked to form a team that will then facilitate a session at the Annual Meeting with the assistance of RSC.

6. As a part of the ExComm’s professional development, a system of mentoring will be created whereby members with more ROOTS experience will accompany newer members in the process of understanding ROOTS’ history and practice.

Funding: $5,000 per year
Implementation timeline: ongoing

Who is responsible: Staff, Chair of ExComm

Priority 3: Publications/Communications

Survey results indicate that the membership appreciates, values, and depends on ROOTS publications and communication systems. Staff, allies and regional listening sessions identified interest in expanding and upgrading the current communications. There is energy for ROOTS to maximize its position as a “regional organization with national impact.” While maintaining its identity as a grassroots social justice organization, a new coordinated graphic identity system could more effectively showcase the extraordinary art its members create and promote the work of ROOTS visually. 

This plan proposes to implement a review of project brochures, Up from the ROOTS Journal, program announcements and other print media that carries the ROOTS logo. At present, Up from the ROOTS is a quarterly, twelve page tabloid (11 x 17), two colors on high quality newsprint, web printed. The Journal could be moved to a quarterly, twelve page tabloid (11x17), full color (4 over 4), saddle stitched (stapled), printed on a modest quality 80 pound bond text with sheet fed printing. Brochures, program announcements and fliers would be designed in a strategically coordinated manner. It is also proposed that an Annual Report be created that would effectively communicate ROOTS accomplishments to members, prospective members, allies and funding sources. The Bulletin should also be reviewed to assure that it does not duplicate other communications.

The Workgroup will address non-print media communications systems, especially the web site, and list serve. Innovative communications systems will be explored such as the possibility of using video-conferencing through Community College networks. 

Principles: This priority relates to strengthening the regions, anti-racism, and youth leadership.

Implementation Steps:
1. Expand the current Publications Workgroup to include regional voices. 

2. Create a scope of work for the Workgroup that addresses all the communications areas: Up from the ROOTS Journal, bulletin, web site, list serve, brochures and the addition of an annual report. 

3. The Workgroup will make recommendations for additions, deletions or revisions of current publications and communications systems. 

4. Competitively bid contracts for design, editing and production.

5. The contractors will submit an implementation plan with budget to the Executive Director.

6. The Workgroup may explore the possibility of providing training to local communities through the use of down link technology with Community Colleges.

7. Create a Tool Kit that can be used in arts-based community development. The kit could contain CDs that showcase members’ work, literature by ROOTS’ members and other respected theorists, publications by ROOTS that address issues on the role of arts for social change, and materials that inform community organizations and cultural workers how to develop community/artist partnerships. 

Funding: To be determined

Implementation Timeline: The new publications workgroup and contractors will be appointed/hired and mandated in late January 2004. They will be asked to create a communications plan with a budget by mid-to late February 2004. Pending the decisions of the Executive Director and the ExComm, their plan will be implemented based on the proposed timeline. 

Who is Responsible: Executive Director/Managing Director, Publications Workgroup, Contractors

Priority 4 A: Fundraising/Endowment

In the next three years, ROOTS will adopt a systematic approach to increasing its capacity to develop the resources needed to meet its growing program undertakings. The strategy employed to accomplish this will include creating “a balanced portfolio” of funding sources: memberships, individual contributions, and foundations. The plan is to increase the amounts generated from each of these sources and to target additional sources: 1) individuals, 2) foundations that have not been approached in the past, 3) earned income from community arts training workshops conducted by RSC, 4) approved corporations, and 5) new funds generated from joint proposals submitted with allied organizations. In addition, it is proposed that the Fundraising Workgroup explore funding sources that are willing to fund operations. This could include exploring the strategy of conducting fundraising events in the regions.

At present, ROOTS’ financial practices do not track the value of in-kind and pro bono services. A simple and efficient system that accounts these resources should be explored.

In order to accomplish the major projects proposed by this plan, it is anticipated that ROOTS income will increase approximately 15% in each of the next three years.

To demonstrate the strong fundraising base that ROOTS has already established, the current projected status is described below. Since fundraising involves a range of variables, prospective sources are separated into four categories:

Committed: The funds have been received or a firm commitment has been made. (2004 includes funds that will be carried over from 2003.) 

Confident: Experience indicates reliability.  For example, members pledged $10,000 at the Annual Meeting. Experience indicates that 90% or more will be received.

Probable: Contacts or experience indicates funding is a good probability.  Decisions have not yet been made, but it is likely to come through. 

Possible: This source is being explored. It looks like there is a good fit. The relationship has to be developed and a proposal submitted.

For budgeting, funds in the "Committed" and "Confident" columns are used. Probable and Possible funds should not be budgeted until they reach the Confident criteria. 

Fundraising Plan F/Y 2004-2006

	Sources
	Committed
	
	Confident
	
	Probable
	
	Possible
	

	2004
	2004
	
	2004
	
	2004
	
	2004
	

	Foundations/ Government
	
	
	
	
	
	
	
	

	Ford
	50,000
	
	
	
	
	
	
	

	2004
	2004
	
	2004
	
	2004
	
	2004
	

	Cummings
	100,000
	
	
	
	
	
	
	

	NEA (Tour/RSC)
	
	
	60,000
	
	
	
	
	

	NEA (Annual Meeting)
	35,000
	
	
	
	
	
	
	

	Shubert
	
	
	7,500
	
	
	
	
	

	GA Council for the Arts
	
	
	
	
	6,200
	
	
	

	Fulton Co. Arts Council
	
	
	
	
	7,500
	
	
	

	Bureau of Cultural Affairs
	
	
	
	
	4,500
	
	
	

	Individual gifts
	
	
	
	
	
	
	
	

	AM Pledges
	
	
	10,000
	
	
	
	
	

	AM Registrations
	
	
	14,000
	
	4,000
	
	
	

	End of year gifts
	
	
	2,000
	
	2,000
	
	
	

	Memberships
	
	
	10,000
	
	
	
	
	

	Earned income
	
	
	
	
	
	
	
	

	Arts management for community development
	
	
	
	
	
	
	5,000
	

	Endowment
	15,000
	
	
	
	
	
	
	

	Collaborations
	
	
	
	
	4,500
	
	
	

	TOTALS (revise)
	65,000
	
	203,500
	
	103,700
	
	5,000
	

	
	
	
	
	
	
	
	
	

	2005
	2005
	
	2005
	
	2005
	
	2005
	

	Foundations/ Government
	
	
	
	
	
	
	
	

	Ford
	50,000
	
	
	
	
	
	
	

	Cummings
	
	
	100,000
	
	
	
	
	

	NEA (Tour/RSC)
	
	
	60,000
	
	
	
	
	

	NEA (Annual Meeting)
	
	
	
	
	
	
	75,000
	

	Shubert
	
	
	7,500
	
	
	
	
	

	Rockefeller
	
	
	
	
	
	
	50,000
	

	GA Council on the Arts
	
	
	
	
	6,200
	
	
	

	Fulton Co. Arts Council
	
	
	
	
	6,500
	
	
	

	Bureau of Cultural Affairs
	
	
	
	
	4,000
	
	
	

	Individual gifts
	
	
	
	
	
	
	
	

	AM Pledges
	
	
	12,000
	
	
	
	
	

	AM Registrations
	
	
	14,000
	
	11,000
	
	
	

	End of year gifts 
	
	
	4,000
	
	
	
	
	

	Memberships
	
	
	12,500
	
	
	
	
	

	Earned income
	
	
	
	
	
	
	
	

	Arts management for community development
	
	
	
	
	
	
	
	

	RSC
	
	
	
	
	
	
	5,000
	

	Endowment
	15,000
	
	
	
	
	
	
	

	Collaborations
	
	
	
	
	12,000
	
	
	

	TOTALS
	65,000
	
	210,000
	
	39,700
	
	130,000
	

	
	
	
	
	
	
	
	
	

	2006
	2006
	
	2006
	
	2006
	
	2006
	

	Foundations/ Government
	
	
	
	
	
	
	
	

	Ford
	
	
	50,000
	
	
	
	
	

	Cummings
	
	
	100,000
	
	
	
	
	

	NEA (Tour/RSC)
	
	
	
	
	60,000
	
	
	

	NEA (Annual Meeting)
	
	
	
	
	
	
	75,000
	

	Shubert
	
	
	7,500
	
	
	
	
	

	Rockefeller
	
	
	
	
	
	
	50,000
	

	GA Council on the Arts
	
	
	
	
	6,200
	
	
	

	Fulton Co. Arts Council
	
	
	
	
	5,500
	
	
	

	Bureau of Cultural Affairs
	
	
	
	
	3,500
	
	
	

	Individual gifts
	
	
	
	
	
	
	
	

	AM Pledges
	
	
	15,000
	
	
	
	
	

	AM Registrations
	
	
	16,000
	
	10,000
	
	
	

	End of year gifts
	
	
	6,000
	
	
	
	
	

	Memberships
	
	
	15,000
	
	
	
	
	

	Earned income
	
	
	
	
	
	
	
	

	Arts management for community development
	
	
	
	
	
	
	5,000
	

	RSC
	
	
	
	
	
	
	10,000
	

	Endowment
	15,000
	
	
	
	
	
	
	

	Collaborations
	
	
	
	
	18,000
	
	
	

	
	
	
	
	
	
	
	
	

	TOTALS revise
	65,000
	
	159,500
	
	103,200
	
	140,000
	

	
	
	
	
	
	
	
	
	


Principles: This priority relates to principle #3: Fundraising

Implementation Steps: In the first quarter of 2004, the Fundraising Workgroup will develop a plan for their work. This plan will include a focus on the history of success in securing significant funds from individuals and current opportunities to do so again. A system for accounting in-kind and pro bono resources should be investigated.

Funding: Principal costs for this work will be in administrative items such as phone, postage and print materials. As the project develops, additional costs may include additional travel for staff/workgroup members to visit funders. The Workgroup’s plan should anticipate these costs and submit them for inclusion in the annual budgets.

Implementation Timeline: Ongoing

Who is Responsible: Staff, ExComm, Fundraising Workgroup

Priority 4 B: Endowment

Create and maintain a $1,000,000 Endowment Fund to support the annual budget and provide a buffer for the budget in years when fundraising is lean.  

Principles: This priority relates to principle #3: Fundraising

Implementation Steps:

1. Implement a Taskteam to focus on building the endowment.

2. Review and, if necessary, revise current practices/policies governing the endowment

3. Explore strategies for attracting bequests, annuities and major gifts.

4. Secure legal or financial planning advice, as needed.

5. Explore foundation sources willing to contribute to an endowment.

6. Communicate with staff and Fundraising Workgroup to avoid/coordinate duplicate requests to the same funding sources.

Costs: Administrative, possible expenses for legal/financial planning advice and travel.

Implementation Timeline: Form Taskteam, early 2005; ongoing

Who is Responsible: Taskteam, Fundraising Workgroup, Executive Director/Managing Director, ExComm

Priority 5: Increase Staff
There is widespread agreement that the current staff of two is not sufficient to maintain the current activities of ROOTS or to oversee growth in the organization. (Survey: 87% support increasing staff. Recommendations ranged from adding 1 to 4 additional staff. Several comments support providing part-time staffing in the regions.) At present ROOTS activities are conducted with a combination of paid staff, contract workers and volunteers. The Executive Director and Managing Director are responsible for coordinating all work activities. Contractors are used to coordinate the Up From the ROOTS journal and to organize the Annual Meeting. Several activities are supported by volunteer workgroups, and volunteer support is regularly provided for fundraising, participating in processes crucial to the re-granting of RSC and C/APP funds, as well as the Tour.

This plan proposes that the paid staffing/contract services of ROOTS be increased. In 2004, interns will be recruited from Atlanta-area colleges. Also proposed for 2004 is the addition of a part-time administrative support person in the office. This will enable current staff to dedicate more of their time to programs. In 2005, a full-time communications/outreach position will be created. Also in 2005, each region of ROOTS will be budgeted $5,000 as stipends to the regional reps to conduct their organizing activities.  In 2006, ROOTS will add part-time administrative positions in each region budgeted at $20,000 each to assist the regional reps in their ROOTS outreach work. 

Note:  While plans for increased staffing are ambitious and much needed, it is the goal of the organization to build capacity that supports growth without sacrificing the financial health of the organization. THEREFORE, ROOTS WILL NOT INCUR DEBT OR DEPLETE ITS RESERVES IN ORDER TO SUPPORT AN EXPANDED STAFF.  ADDITIONAL STAFF WILL BE HIRED ONLY IF THERE ARE FUNDS TO SUPPORT THE POSITION.

Principles: This priority relates to all five principles.

Implementation Steps: 

1. Contact and submit proposals for interns to Clark-Atlanta, Art Institute of Atlanta and Emory. 

2. Create job description for administrative support position.

3. Advertise position, interview candidates, and hire administrative support person.

4. Dialogue with ExComm concerning description of regional convener/organizer position. 

5. Draft contracts for each region with detailed Scope of Work and accountability tailored to each region.

6. Prepare job description for communications/outreach position d.

7. Advertise position, interview candidates, hire communications/outreach staff.

Funding: Additional costs to the budget: 2004 - $23,000 administrative support; 2005 - $40,000 communications/outreach, $20,000 regional reps/organizers; 2006 - $100,000 for regional administrative staff.

Implementation Timeline: Contacts will be made and proposals submitted for interns in January 2004. Job descriptions for interns and administrative support will be developed by March 2004. Interns will be welcomed as they become available. The Administrative support position will be filled by June 2004. The communications/outreach post will be described and advertised in Fall 2004 and filled by contract workers or full-time staff by January 2005.  Stipends for five regional reps/organizers will begin in 2005. Five half-time regional administrative staff will be hired by 2006. 

Who is Responsible: Executive Director/Managing Director will develop job descriptions/scope of work statements. Staff will oversee a competitive and equitable process for identifying candidates. The Executive Director will hire the people and/or sign contracts.

Priority 6: Increased Membership

Eighty-three percent of survey respondents support action to focus on increasing the membership of ROOTS. Survey comments, regional listening sessions and ally conversations identified five dimensions and needs to this priority: 1) outreach to individuals/communities of color; 2) outreach to youth as prospective members, and effective strategies for retaining young people as members; 3) assist regional representatives to develop membership strategies for their regions; 4) reconnect with former members; and 5) invite current youth members to reach out to other youth. 

These activities will be conducted in a way that intentionally recruits people of color.

This plan proposes to accomplish a 15% increase in membership annually over the next three years. Strengthening the regions, building working relationships with allied networks of artist activists and supporting Rhizome activities will achieve this. This plan also proposes to expand the structure of ROOTS to welcome organizers, community activists and community development practitioners to enhance their awareness and skillful use of cultural expression in their work. As the Governance Taskteam and Membership Workgroup clarify the levels of membership, the Workgroup will integrate any changes into their strategies.

Principles: Strengthening the regions, Youth leadership

Implementation steps: 

1. The Membership Workgroup will research successful strategies used by other groups to effectively interest artists/communities of color in ROOTS membership.

2. The best strategies will be refined and implemented.

3. The Membership Workgroup will propose specific ages of youth to be recruited. 

4. Youth will be engaged in a dialogue about their priority interests and will be invited to propose strategies for reaching their peers. Recommendations will be sought as to how programs and services need to change to improve retention of youth members.

5. Strategies will be identified and implemented.

6. The Membership Workgroup will dialogue with regional reps and alternates to determine the resources needed to support outreach efforts in the regions.

7. The Workgroup will identify ways to showcase the benefits of ROOTS membership, such as access to C/APP, RSC, Tour, Artistic Assistance and Critical Response feedback and training.

8. In collaboration with C/APP and RSC, the Workgroup will identify ways to showcase the work of members in the regions and in their local community.

9. The Workgroup will create their own work plan and submit a budget for activities to be included in the annual budget.

Funding: To be determined

Timeline: Ongoing

Who is responsible: Executive Director, Membership Workgroup

Priority 7: Anti-Racism Training
There is very strong energy among ROOTS members to continue and strengthen the focus on combating racism, both internally in the organization and in ROOTS’ work in communities. The survey indicated that members believe that ROOTS is carrying out its anti-racist agenda organizationally and programmatically (80% and 79%). 86% (one of the highest positive responses) express support that ROOTS provide anti-racism training to membership and leadership.  This is also experienced as a complex issue. Survey, ally and listening session comments reveal frustration as well as a sense of urgency over the issue. Internalized white superiority, individually and organizationally, is seen as an abiding issue. (43% disagree that re-granting should go predominantly to people of color.) The solution is not seen as promoting new membership from communities of color. 33% disagree with working toward having a membership that is predominantly people of color. That was one of the strongest negative responses on the survey. 40% indicate ambivalence on the issue, which may be due, in part, to how the questions were stated. 65% express support that events and programs become bi/multi-lingual. A recurrent reflection is that the membership has a widely divergent analysis of what racism is and how it operates and, therefore, how it should be addressed. One difficulty is that some members have dealt with this issue for a long time, while some are relatively new to the conversation. A number of comments recommended that members who know ROOTS well, rather than outside trainers/facilitators, would address the issue more effectively.  There is also strong support in the survey and comments for maintaining a focus on racism as the fundamental oppression, while at the same time addressing other oppressions, especially sexism, heterosexism, classism and ableism. Dialogue should be held with RSC to explore the possibility that this priority would become one of their projects and they would coordinate it.

This plan proposes three approaches to the question: 1) provide anti-racism training to the ExComm twice a year; 2) create a training team of ExComm members (and others) who then make the training available to others; 3) continue having anti-racism training at the Annual Meeting. These training sessions over the next three years should address racism from the perspective of power, history and cultural impact. Some specific issues that were urged included: signs of white organizational supremacy; impact of internalized oppression on individuals; how to resist the social construct of race through art; how racism impacts community organizing/activism.

Principles: addressing racism, strengthening the regions, youth leadership

Implementation Steps:

1. Determine RSC’s role.

2. Provide anti-racism/anti-oppression training at ExComm meetings twice a year.

3. Designate a training team willing to provide training at the Annual Meeting, as well as in the regions.

4. Conduct anti-racism/anti-oppression training at the Annual Meeting.

Funding: Contract services. 2004: $2,000; 2005: $5,000; 2006: $7,500

Implementation Timeline: Semi-annually for the next three years

Who is Responsible:  Executive Director, RSC Workgroup

Priority 8: Build Alliances

ROOTS recognizes that it is a regional organization with national impact. An important part of its history has been successfully building relationships with local, regional and national organizations that share the values found at the intersection of arts and activism.

This plan proposes to focus resources on developing additional coalitions and alliances with other arts and community organizing organizations. Particular focus will be to mobilize the resources of members to build relationship with appropriate local groups in the regions.

Principles: Strengthening the regions

Implementation steps:

1. Staff will include this priority in the work description of the communications/outreach post.

2. Members will be encouraged to identify local and regional groups that have the potential to partner with ROOTS.

3. The communications/outreach person will follow-up and facilitate discussions of potential sharing of information and resources.

4. Formal alliances will be negotiated by the Executive Director and ratified by the ExComm.

Funding: A portion of the communications/outreach budget

Timeline: This will be initiated in 2005 and then be ongoing.

Who is responsible: Executive Director/Managing Director, ExComm

Priority 9: Youth Leadership

Eighty-three percent of survey responses support placing a higher priority on developing youth leadership in ROOTS. Today’s youth are tomorrow’s leaders for ROOTS. The issue is seen as not only attracting youth, but also retaining them as active members. Feedback from regional listening sessions suggested that teens and pre-teens be included as members and that structured programs for them be provided as part of the Annual Meeting. 

This plan proposes that youth membership and leadership be given a higher priority than in the past. A taskteam composed of youth will be formed. The youth will have representation on the ExComm. The taskteam will create a work plan for engaging more youth in ROOTS work and they will submit a budget to the annual budgeting process. This work will include exploring how other organizations have successfully met this goal, such as The Algebra Project and Project South. Simply adding a single youth representative to the ExComm may not be effective. It may require a team of youth, so an individual is not overwhelmed. Or it may require forming a-Youth Council that determines how their voice is represented. The taskteam will be created in a way that assures that there is strong representation of youth of color.

Principles: Youth leadership, strengthening the regions, anti-racism and communications.

Implementation Steps:

1. Identify youth artists and activists interested in the work of ROOTS.

2. Create a Youth Taskteam that will explore effective ways for reaching and keeping youth. 

3. Youth Taskteam will develop an action plan for reaching out to other youth. Taskteam will develop a budget for inclusion in the annual budget.

4. Implement Taskteam strategies.

5. Assess the work of the Taskteam and determine if it should become a permanent workgroup.

Funding: To be determined

Implementation Timeline: The Youth Taskteam will be formed in the second half of 2004. The budget and work plan will be implemented in 2005

Who is Responsible: Executive Director, Youth Taskteam

Priority 10: Explore Land/Institute

Seventy-two percent of the surveys indicated support for establishing an institute with real property suitable to host the Annual Meeting. (Fifteen percent were not in favor of the proposition.) This is seen as a ten-year project that needs to begin in the near future. At some of the regional listening sessions, it was pointed out that this is not a new idea, but has been proposed in the past. This proposal could be conceived as ROOTS becoming “The ROOTS-lander Center ”, similar to the Highlander Center for the Arts in the South. Brainstorming has included acquiring a sizable tract of land that could be developed with facilities suitable to host the Annual Meeting, an institute for promoting art and activism and even create a retirement village for ROOTS members.

This plan proposes to create a Taskteam that would identify those most interested in exploring the concept and begin creating the conceptual framework. This will require considerable dialogue with the members. A feasibility study needs to be created, along with a detailed plan for implementation.

Principles: Fundraising

Implementation steps: 

1. Form a Taskteam.

2. Dialogue the elements of a proposal to the members.

3. Construct a feasibility study.

4. Create a detailed plan with timelines.

Funding: To be determined

Timeline: The Taskteam will be formed in the second half of 2004, with the work ongoing.

Who is responsible: Taskteam, ExComm

Priority 11: Mentoring

The membership of ROOTS represents an enormous reservoir of experience and knowledge in areas that relate to arts, activism, community organizing and cultural work. The Planning Team and other members see this as a great resource that is not being effectively shared among the members or with communities and potential members. Mentoring is understood as creating a relationship that is mutual where all participants benefit. Youth learn from elders and elders learn from youth. The mentor might share experience while the mentee shares creativity and insight.

This plan proposes that ROOTS create a program to match people who have experience with ROOTS and ROOTS interests with people or communities seeking that experience. The kinds of mentorship provided could range widely. ExComm members who have served longer could guide new members of the ExComm in the history of the work. New members of ROOTS could be paired with long-term members to welcome them personally and be available to explain the background of ROOTS programs and culture. As a friendship measure, this could also improve membership retention. Experienced community development and cultural workers could become a resource to communities who are struggling with issues that relate to arts and activism. RSC workgroup members could provide technical assistance to C/APP applicants in the completion of their applications.

Supportive resources will need to be developed. Outlines will help clarify expectations so they are kept realistic. Guidelines that describe how to establish and maintain a healthy and creative relationship can be adapted from other organizations that have experience in this field.

Principles: Membership, anti-racism, and youth leadership 

Implementation steps:
1. Create a Mentorship Taskteam.

2. The Taskteam will explore with staff and members a mentoring program that will best serve ROOTS’ needs.

3. The Mentorship Taskteam will research other organizations that conduct mentoring programs and develop the needed supportive materials and training.

4. The Taskteam will relate to RSC to determine possibilities for collaboration.

5. The Taskteam will create a plan, propose a budget and submit them to the Executive Director.

Funding:  None

Timeline: Form Mentorship Taskteam in late 2004; create a plan by mid-2005

Who is responsible: Executive Director, Managing Director

PART II

Program/Project Considerations

Priority 1: Annual Meeting

The Annual Meeting (AM) is the glue that holds ROOTS together. Seventy-six percent of the surveys rated the AM as “The Best” or nearly the best (20% and 56%). Ten percent (six respondents) gave it a poor rating. In the regional listening sessions and conversations with allies it was widely considered the most important part of the ROOTS experience. People used powerful words to describe it: Family, life changing, professionally indispensable, “that is who I am.”

This plan proposes to maintain and build on the history of the AM. It sets a goal of 15% growth in attendance each year for the length of the plan. It also recognizes that larger attendance changes the dynamics of the gathering. Growth must also consider the requirements for a meeting site and the practice of having an “open space.” Care must be taken to maintain the intimacy and relationship-based character of the gathering as it grows. Greater focus will be placed on the interests of youth members. There will be sessions led by youth. The AM will be scheduled three years in advance. In 2004, it will be conducted in partnership with Art in the Public Interest (API). That experience will be assessed following the 2004 meeting. The relationship with the contracted Coordinator will be revised. The contract work will focus on operations and logistics. The staff and Annual Meeting Workgroup will identify the concept and design the program.

Principles: All five principles apply.

Implementation steps:

1. AM Workgroup will create its own action plan that will be reviewed by the Executive Director and the ExComm.

2. The AM coordination contract will be bid out.

3. The concept and design for the 2004 AM will be designed collaboratively among the staff, Annual Meeting Coordinator, API and the ExComm.

4. Programs will be planned and promoted.

5. An explicit youth focus will be included in the program.

6.  (seems redundant from #3)An assessment of the collaboration and the event will be conducted. 

7. Sites will be visited and secured for the next three years.

Funding: In addition to the current budget:  2004: $6,000; 2005: $7,000; 2006: $9,000

Timeline: Ongoing

Who is responsible: Executive Director, AM Workgroup, contract Coordinator, ExComm

Priority 2: Resources for Social Change (RSC)

Survey responses indicate that there is considerable ambivalence among members about RSC. While 47% rated it the best, or good (9% and38%, respectively), 39% rated it mid-way between the best and needs work. Survey notes indicated that some long-time members do not have clarity on exactly what RSC does or how it operates. RSC Workgroup members expressed a desire to see their work become more integrated into the life of ROOTS both internally and externally. 

This plan proposes to support the strengthening and expansion of RSC in the next three years. Through collaboration with community-based organizations within the regions served by ROOTS, RSC will develop learning exchanges to expand the relationships among ROOTS artists and the communities in which they live and serve. 

Principles: Strengthen the regions, anti-racism, youth leadership and fundraising.

Implementation steps:
1. The RSC Workgroup will create a plan that will prioritize RSC activities based on the RSC principles.

2. RSC will explore with staff how they can support the anti-racism/anti-oppression training priorities.

3. Pending funding, explore the creation of an art-for-activism training institute in collaboration with key allies.

4. Support ROOTS internally by providing technical assistance and mentorship services to artists preparing C/APP proposals, and explore other opportunities to collaborate with C/APP.

5. Eventually, devise strategies that work to create earned income for ROOTS through their work. (It is recognized that this may evolve beyond the scope of this three-year plan.)

Funding: $15,000

Timeline: RSC Workgroup creates plan that is shared with the ExComm and explores learning circle forums in 2004

Who is responsible: Staff, RSC Workgroup

Priority 3: C/APP

C/APP has been a powerful engine for arts-based community development in ROOTS’ regions. The resources provided to community artists and their partners have been seen as critically important. Sixty-eight percent consider the program strong.   Twenty-six percent of survey responses are undecided.   Similar to responses about RSC, some comments or marginal notes on the survey indicated a lack of information about the program. Planning conversations recommended that instead of many small grants, fewer and larger grants be made. It has been determined that C/APP grants for the next two years will support efforts that intentionally address uprooting racism.

This plan proposes to strengthen and expand C/APP. $35,000 has been budgeted for 2004. A strategy is proposed that would award six $5,000 grants and disburse the remaining $5,000 in smaller grants. For its grant making work, the C/APP Workgroup is proposing to realign the regions. At the end of 2004, the Workgroup will assess the new alignment of regions.  Each of the regions would be awarded a grant. In addition, the C/APP and RSC Workgroups will have discussions about providing technical assistance to artists who need help creating strong proposals for consideration. C/APP will also look at strategies that will strengthen C/APP projects. A one page pre-proposal submission will be considered and the current guidelines will be revised and communicated widely. 

Principles: Strengthening the regions, anti-racism

Implementation steps:

1. The C/APP Workgroup will create its own plan of action.

2. The Workgroup will perform the annual review of the application form and process.

3. The strategy of requiring a one-page pre-proposal will be explored.

4. The new definition of the C/APP regions will be prepared and reviewed by the ExComm.

Funding: $35,000 in 2004; $40,000 in 2005; $45,000 in 2006

Timeline: Create work plan, early 2004; define regions, early 2004; revise guidelines, early 2004; determine availability of RSC resources, early 2004; report grant making activity to membership, late 2004 

Who is responsible: Executive Director, workgroup

Priority 4: Festivals

Festivals are seen as an energizing and important service that ROOTS has provided in the past. Focus On Community Arts South (FOCAS) was seen as an important success that should be replicated. Seventy-six percent of survey responses favored having festivals every second year. Listening sessions indicated a high level of support for having festivals. Eighty-six percent also favor organizing rhizome festivals. One concept emerged that small “Stone Soup” festivals could be held in the regions that would build energy for participation in a region-wide festival. Festivals not only build the movement of arts for social change, but are also potent ways to expand membership.

More dialogue is required to effectively address this priority. This plan proposes that a taskteam be created to address this interest and create a realistic schedule of ROOTS-wide festivals, as well as rhizome mini-festivals that could build toward larger ones. Careful consideration should be given to sufficient lead-time for fundraising and the amount of staff time it will take to manage festival projects. The participation of RSC and the Political Action Workgroups should also be explored.

Principles: Strengthening the regions.

Implementation steps:

1. Create a Festival Taskteam.

2. Explore feasibility of a Festival in 2005.

3. Devise a plan for future mini-festivals in the rhizomes.

4. Report to the Executive Director and ExComm.

Funding: To be determined

Timeline: Form Festival Taskteam, early, 2004; Create feasibility plan and report to Executive Director and ExComm, late 2004.

Who is responsible: Staff, RSC and Political Action Workgroups, ExComm

Priority 5: Residencies and Tour

Residencies and Tour is perceived as a valuable service. Seventy-one percent of survey respondents support expansion. Twenty-four percent are undecided. This has the potential of increasing ROOTS visibility in the region.

This plan proposes to increase the number of artists in Tour from the current level of 27 to 30 in the next three years. This provides an opportunity for collaboration with RSC to provide technical assistance to Tour participants. Also, under the umbrella of Tour, ROOTS would more intentionally showcase the work of members. A consequence of this work could lead ROOTS to become a presenting organization that engages in booking performances for members. This has the potential of generating earned income and increasing membership.

Principles: Strengthen regions, fundraising

Implementation steps:

1. Create focus groups with tour participants

2. Create focus groups with presenters

3. Explore the advisability and consequences of ROOTS engaging in the booking process. This should include reflection on the need to evaluate work that is being promoted.

Funding: 2004: $35,000; 2005: $37,000; 2006: $40,000

Timeline: Increase number of artist to 30 in 2004; invite RSC collaboration in 2004; explore showcasing/booking members in 2006.

Who is responsible: Executive Director/Managing Director

Priority 6: Artistic Assistance

This program revives a previous service offered by ROOTS in past years. It provides modest grants to artists to assist in the development or completion of a new work of art. Additionally, these funds could be used to collaborate with other artists who will contribute to the work, to purchase materials or enhance the professional presentations of the new work.

This plan proposes to support the re-awakening of this program.

Principles: Strengthen the regions, youth leadership.

Implementation steps:

1. Create an Artistic Assistance Workgroup that will create an action plan to guide the work of Alternate ROOTS in providing ongoing technical support and artistic assistance to ROOTS members.

Funding: To be determined

Timeline: The workgroup will begin its planning work in early 2004

Who is responsible: Executive Director, Artistic Assistance Workgroup
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