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Since the Cowichan Valley Arts CƻǳƴŎƛƭΨǎ inception forty years ago, hundreds of tireless 
volunteers have contributed thousands of hours to the advancement of arts and culture in the 
Cowichan Valley.  This dedicated, hard work has helped to foster creative communities and a 
collective love of art, music, dance and theatre within the region.    
 
We appreciate and acknowledge the work of all those individuals and families as the founders of 
our organization.  In our turn, we are working to build on their valuable and valued work. 
  
On August 20, 2010 the newly elected CVAC Board undertook a strategic planning session to 
revisit the mission and goals of the CVAC organization.  These enthusiastic CVAC members 
attended the day-long session, facilitated by Alison Nicholson of Vis-à-vis Management 
Resources.  Attendees included CVAC Board members: Jeff Hunter, Frances Westermann, 
Dorothea Siegler, Judy Brayden,  Shirley McGuinness,  Rodger Hunter,  and Diane Manuel; CVAC 
members: Peter Lawson, and Heather Meagher, special guests: CVRD Parks Recreation and 
Culture Director Ron Austin and CVRD Arts Manager, Kirsten Schrader as well CVAC employee, 
Suzan Kostiuck. 
 
We sincerely thank these individuals for their contributions to this plan. 
 
This new strategic plan was adopted by the membership in a special general meeting of 
February 2, 2011.   
 
 
Judy Brayden 
President 
Cowichan Valley Arts Council 
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INTRODUCTION 

 
 
The Cowichan Valley Arts Council (CVAC) is a not-for-profit organization founded in 1971 as an 
umbrella organization to support arts and culture in the Cowichan Valley. It is member of the 
Assembly of BC Arts Councils. 
  
As of February 2011  CVAC has 173 individual members, 10 group members and 4 business 
members and is supported by many dedicated community volunteers including a seven person 
Board of Directors.  Furthermore we are growing.  We are supported by one part time 
professional staff person.  
 
In June 2010, the Board of CVAC, recognized the need for the organization to develop a 
ŎƻƴǘŜƳǇƻǊŀǊȅ Ǉƭŀƴ ŦƻǊ /±!/ ǘƘŀǘ ōǳƛƭŘǎ ƻƴ ǘƘŜ !Ǌǘǎ /ƻǳƴŎƛƭΩǎ Ǉŀǎǘ ǘƘƛǊǘȅ-nine years of success 
and reflects our collective vision for: 

V arts and culture in the Cowichan Valley, 
V /±!/Ωǎ ǊƻƭŜ ƛƴ ŀŎƘƛŜǾƛƴƎ ǘƘŀǘ ǾƛǎƛƻƴΣ ŀƴŘ 
V moving CVAC forward on a solid business footing.  

 
 
THE PLANNING PROCESS 
 

V consult and include stakeholders in building a collective understanding of 
purpose,  

V regular situational analyses,  
V priority setting,  
V monitoring and adjusting.    

 
To begin the planning process, board members and CVAC volunteers were invited to a day long 
planning session.  The planning group identified and discussed: 

V ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǘǊŜƴƎǘƘǎ ŀƴŘ ǿŜŀƪƴŜǎǎŜǎΤ 
V the opportunities and challenges presented by the current arts and culture 

environment in the valley;   
V their collective vision for arts and culture in the Cowichan Valley. 
V how CVAC could best contribute to achieving that vision; and 
V specific goals and objectives for CVAC. 

 
This first session provided the framework for discussion and consultation with members and 
stakeholders1 to gather input and advice, and to identify priority actions.  The resulting 
framework is presented below. 

 

                                                 
1
 Stakeholder refers to a person, group or organization who ŀŦŦŜŎǘǎ ƻǊ Ŏŀƴ ōŜ ŀŦŦŜŎǘŜŘ ōȅ ŀƴ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ŀŎǘƛƻƴǎΦ  

For CVAC stakeholders are a broad and diverse group that includes: CVAC members, individuals, businesses, 
organizations, and government agencies whose work relates to arts, culture and heritage; and  others who are 

interested in arts, culture and heritage in the Cowichan Valley.    
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 STRATEGIC FRAMEWORK 
 
 
 
A VISION FOR ARTS AND CULTURE IN THE COWICHAN VALLEY AND THE ROLE OF CVAC 
 
We propose the following vision for arts and culture in Cowichan Valley. 

 
Vision: The Cowichan Valley cultural community is cohesive, multi-faceted, active and 
inspired.  It is highly valued by local residents and recognized widely for its excellence 
ς provincially, nationally and internationally. 
 
 
The purpose of CVAC stated in its current constitution is  
 

to educate and increase the understanding and appreciation of the arts among residents 
within the region known as the Cowichan Valley Regional District by working with the 

community to improve the standards, quantity and range of local artistic expression and 
to encourage more people to participate in artistic activities. 

 
Planning sŜǎǎƛƻƴ ǇŀǊǘƛŎƛǇŀƴǘǎ ƘŀŘ ŀ ŦǳƭǎƻƳŜ ŘƛǎŎǳǎǎƛƻƴ ŀƴŘ ǊŜŀŎƘŜŘ ŎƻƴǎŜƴǎǳǎ ƻƴ ǿƘŀǘ /±!/Ωǎ 
ǊƻƭŜ ǎƘƻǳƭŘ ōŜ ŀƴŘ Ƙƻǿ ǘƘŀǘ ŘƛŦŦŜǊŜŘ ŦǊƻƳ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǎǘŀǘŜŘ Ƴƛǎǎƛƻƴ ŀƴŘ ŎǳǊǊŜƴǘ ŦƻŎǳǎΦ  
It was affirmed that CVAC should: 

ã encompass all genres of arts and culture2, 
ã serve artists and residents throughout the whole Cowichan Valley area, and 
ã focus on: 

Á providing information about and connections to arts and culture 
opportunities, 

Á advocating for a strong arts and culture community, and 
Á enhancing exposure to arts and culture in the valley. 

 
Based on the above role it is proposed that CVAC consider revising its mission as follows. 

 
Mission: The purpose of the Cowichan Valley Arts Council is to encourage and foster 
appreciation of the broad spectrum of arts and culture in the Cowichan Valley Region 
(CVRD), by serving artists and residents through advocacy, by building connections 
and partnerships and by enhancing both exposure to and participation in arts and 
culture.  
 
 

                                                 
2
 Arts are defined broadly to include but not be limited to; dance, media, arts, publishing, literary arts, 

creative writing, theatre, performance art, music, heritage sites, museums, community-engaged arts, visual 
arts, arts administration, arts training, culinary arts etc. 
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GUIDING VALUES 
 
CVAC is committed to and guided by eight core values. 
 

Values: Creative Excellence, Sustainability, Diversity; Inclusiveness; Accessibility; 
Collaboration; Volunteerism; Accountability 
 
 

Å Creative Excellence ς We encourage creative ideas and approaches and recognize 
that innovation and learning foster energy, excitement and excellence - critical 
ingredients for a strong arts and culture community. 

 
Å Sustainability ς We recognize the importance of sound financial planning; and realistic 

and sustainable revenues to support our programs. 
 
Å Diversity ς We recognize and value the diversity of the region that we serve.  

 
Å Inclusiveness - We respect, embrace and actively 

encourage the whole community to participate and 
benefit fully from arts and culture.  

 
Å Accessibilityς We are visible in the community and 

actively reach out to the community to understand 
needs and ensure programs are appropriate and 
accessible. 

 
Å Collaboration ς We connect, cooperate, compliment 

and partner with artists, other arts and culture 
organizations, arts and culture-related businesses, local government, volunteers, and 
other agencies and service providers in the arts and culture field. 

 
Å Volunteerism: We appreciate, encourage, and effectively utilize our community 

volunteers. 
 
Å Accountability ς We ensure transparency, clear delineation of responsibilities and best 

practices in all our activities. 
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KEY ISSUES 
 
 
The key opportunities and challenges faced by CVAC are summarized below. 

 
Opportunities ς Diverse Arts Community; Aboriginal Art and Culture; CVAC Members; 
Board; Our Gallery; Shows; Independence; Partnerships 
 
 
There are a number of factors that make CVAC an effective organization and one that has 
operated for over thirty-five years.  There are also external factors that can be viewed as key 
opportunities for building the organiȊŀǘƛƻƴΩǎ ŎƻƴǘƛƴǳŜŘ ǎǳŎŎŜǎǎΦ 
 
Diverse Arts CommunityςThere is a critical mass and diverse array of artists working and living 
in the valley.  As a result art and culture in the Cowichan Valley is exciting and the potential to 
build on the existing talent is enormous.  
 
Aboriginal Art and Culture ςTraditional and contemporary Cowichan art and culture are special 
and unique features of the Cowichan Valley and are becoming widely recognized and respected. 
 
CVAC Members ς There is an opportunity to expand the membership base.  In addition, 
members are talented, passionate, enthusiastic, dedicated and willing to volunteer.  
 
Board ς The board is respectful and willing to listen and change to meet the needs of the 
community.  The Board is committed to developing and following through with a strategic plan.  
There is also an opportunity to expand the Board. 
 
Our Galleryς CVAC has an inviting downtown gallery space with a warm, relaxed atmosphere.   
 
Shows ς CVAC has successfully showcased local artists.  Shows such as SASSe, Verse and Vision 
and Teeny Tiny have been notable successes.  There is an opportunity for greater promotion and 
encouragement of a greater variety of arts and culture.  
 
Independence ς As a non-government agency CVAC has considerable freedom to be flexible, 
responsive and creative in the way we develop and deliver programs.  Our independence 
strengthens our advocacy role in the community.  
 
Partnerships ς CVAC is open and well positioned to work collaboratively with local 
governments, other community groups and artists to build bridges, address community needs 
and reap benefits.   
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Challenges ς Funding; Profile; Cohesiveness; Appreciation of Benefits; Staffing; 
Volunteers; Board Development 
 
 
CVAC has a number of key challenges that it must address if the organization is to successfully 
contribute to a strong arts and culture community over the long term.  The key challenges 
include: 
 
Funding ς CVAC has operated on a tight budget for many years.  It has relied heavily on 
government grants as a source of funding.  As a result funding has been uncertain and 
inadequate.  In particular, as a small organization under current conditions, CVAC anticipates 
that it may be difficult to adequately cover facility (gallery) and administrative needs in the next 
two or three years.   
 
Profile ς CVAC has a low profile in the community at large.  Some programs such as SASSe for 
ŜȄŀƳǇƭŜΣ ŀǊŜ ǊŜƭŀǘƛǾŜƭȅ ǿŜƭƭ ƪƴƻǿƴ ōǳǘ ŀǊŜ ƴƻǘ ƴŜŎŜǎǎŀǊƛƭȅ ƭƛƴƪŜŘ ǘƻ ǘƘŜ ƻǊƎŀƴƛȊŀǘƛƻƴΩǎ ǿƻǊƪ ŀǎ ŀ 
whole.  CVAC has lacked a disciplined/planned ongoing approach to building relationships with 
its stakeholders and communicating with the community at large. 
 
Cohesivenessς By nature the arts, culture and heritage sectors are independent and 
fragmented.  It is challenging to build cohesion among individuals and groups in those sectors.  
The cultural diversity of the Cowichan Valley perhaps makes it particularly challenging.  
However, the benefits and synergies will be great if the arts and culture community can work 
together on a regional basis to leverage resources, fill critical needs and develop complementary 
programming. 
 
Appreciation of Benefits ς The social and economic benefits of a vibrant arts and culture 
presence in a community are not widely understood nor appreciated by the public or decision 
makers.   
 
Staffing ς CVAC lacks adequate staff resources.  Currently the office manager position is being 
funded for two half days per week.  The heavy reliance on volunteers for both 
management/administration and program delivery (keeping the doors open) without fulltime 
support and coordination is not sustainable.  
  
Volunteers ς Volunteerism is in decline in many communities.  To review and maintain a strong 
base of volunteers CVAC will have to work hard at demonstrating the value of volunteering in 
support of arts and culture in the community and making its volunteers feel valuable and 
valued. 
 
Board Development ς The Board is challenged to continually renew itself to ensure that it:  

V includes the skills and abilities to support good governance;  
V reflects the community interests it serves; and  
V is energized to actively address the strategic needs of the organization. 

 



9 
 

  

LOOKING AHEAD 

 
Based on the challenges and opportunities identified CVAC needs to make three key strategic 
shifts in implementing this strategic plan.  The shifts are: 
 

1. From relatively unknown - to well known.  CVAC must build and nurture a strong 
identity and strong connections within the Cowichan Valley community.  It needs to be 
recognized for its strong understanding of, and connections to the arts and culture 
community and for the excellent services that it provides. 

 
2. From reactive - to proactive and strategic.  CVAC must implement its plan in a 

disciplined and thorough manner.  The organization must build and nurture strong 
relationships with other stakeholders and remain outwardly focused, anticipating, 
influencing and addressing new opportunities and challenges that arise while remaining 
focused on its long term goals.  

 
3. From resource poor - to sufficient, sustainable resources. CVAC must acquire additional 

resources to address facility and staffing shortfalls that are impacting the sustainability 
of its programs and operations.  
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GOALS AND OBJECTIVES 
 
 
GOAL 1 ς A Community Engaged in Arts and Culture ςEnhanced exposure of local 
artists and opportunities for residents to appreciate and participate in arts and culture 
in the Cowichan Valley. 

 
Objectives 
 
1. CVAC offers multi-faceted annual programming to showcase local artists, engage 

the community and foster appreciation of arts and culture.  
 

2. CVAC has a visible, permanent, physical space to operate from. 
 

3. CVAC supports the unique role of aboriginal artists and First Nations people in 
Cowichan Valley arts and culture. 
 
 
 

GOAL 2 - Indispensable Information Resource ς Improved access to comprehensive 
information about arts and culture resources and opportunities in the Cowichan Valley.  

 
Objectives 
 
1. An up-to-date, comprehensive directory of artists and arts and cultural 

organizations and services in the Cowichan Valley is maintained and available. 
 

2. CVAC is recognized as the one-stop information source for arts and culture. 
 

3. Our website is an up-to-date, ŎƻƳǇǊŜƘŜƴǎƛǾŜ ŀƴŘ Ŝŀǎȅ ǘƻ ǳǎŜ ΨƎƻ ǘƻΩ ǎƛǘŜΦ 
 

4. (and 3.3) CVAC has strong relationships and communicates on an ongoing basis 
with the media, potential funders and other arts and culture service agencies. 
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GOAL 3 - Trusted Advocate ς Steadfast supporter and constructive advisor regarding 
the needs of the arts and culture community, the arts and culture needs of the 
community as a whole and the funding and services to meet those needs. 

 
Objectives 
 

1. CVAC has a clear understanding of service and resource needs in the arts and culture 
community and the evolving needs of the community as a whole. 

 
2. CVAC has strong advisory relationships and communicates on an  ongoing basis with 

local governments (e.g., Cowichan Tribes, CVRD, City of Duncan etc.) and the province 
and BC Arts Council  

 
3. (and 2.4) CVAC has strong relationships and communicates on an ongoing basis with 

the media, potential funders and other arts and culture service agencies and 
community groups. 

 
 
GOAL 4 - Organizational Excellence ς A sustainable, effective organization that values 
people, collaboration and continuous improvement. 

 
Objectives 
 
1. Financially prudent and sustainable 

 
2. Strong and deep membership 

 
3. Effective Board that is representative of the arts and culture community and 

community as a whole. 
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ACTIONS AND TARGETS 
 

 

GOAL 1 - A Community Engaged in Arts and Culture ð Enhanced exposure of local artists and opportunities for residents to appreciate and 
participate in arts and culture in the Cowichan Valley. 

Objective Strategy/Actions Targets/Measures 

1.1 CVAC offers multi-faceted 
annual programming to 
showcase local artists, 
engage the community and 
foster appreciation of arts 
and culture.  
 

a. By March 31, 2011 review current community programming, consult with stakeholders and 
develop three year plan with the primary goal of óshowcasingô local artists.  Exposure to high 
caliber national and international artists will be pursued opportunistically.  

 
b. Implement initial community programming involving CVAC and community members in art and 

culture experiences in the PORTALS centre. 
 

 
  
To be developed 

1.2 CVAC has a visible, 
permanent, physical space 
to operate from. 
 

 

a. By September 25, 2010 Board meeting set a doable time frame/action plan for exploring space 
options while maintaining current space. 

 
b. By September 25, 2010 identify space requirement criteria and options for obtaining that space. 
Á Examples of space criteria to consider: 

 Accessibility 

 Visibility 

 Atmosphere conducive to gathering ï warm, heartfelt 

 Attractiveness 

 Display and office space 

 Revenue generating space (e.g., coffee, gifts etc.) 
 
c. By September 25, 2010 approach Island Savings Commission re space option 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

1.3 CVAC supports the unique 
role of aboriginal artists and 
First Nations people in 
Cowichan Valley arts and 
culture. 

a. By, June 1, 2011 invite participation of local, aboriginal artist member(s) to Board  
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GOAL 2 - Indispensable Information Resource ð Improved access to comprehensive information about arts and culture resources and opportunities 
in the Cowichan Valley.  

Objective Strategy/Actions Targets/Measures 
2.1 An up-to-date, comprehensive 

directory of artists and arts and 
cultural organizations and 
services in the Cowichan Valley 
is maintained and available. 
 

a By, January 15, 2011 discuss cultural ñmappingò project plans with CVRD to determine 
options/partnering opportunities for expediting directory. 
Also use ñmappingò to assess gaps in cultural access, opportunities and services.  

 

V Directory and a 
process for 
maintaining it are in 
place 

 

2.2 CVAC is recognized as the one-
stop information source for arts 
and culture by CVAC members 
and community residents 

 

a. By June 2016 access all plans in light of this goal. V Number of requests 
for information 
(track requests if 
possible by 
category)  

2.3 Our website is an up-to-date, 
comprehensive and easy to use 
ógo toô site  

 

a. By  March 31, 2011 survey users to identify ways to improve the website. 
 
b. Monitor and classify website hits in an ongoing basis and report monthly to the Board.  

V Upward trend and 
substantive user 
count for website 
use 

2.4 (and 3.3) CVAC has strong 
relationships and communicates 
on an ongoing basis with the 
media, potential funders and 
other arts and culture service 
agencies. 

a.    By January 1, 2011 set up a monthly schedule   
       and assign responsibilities for the year for meeting    
       with and contacting key stakeholders. 
 
b. By January 31, 2011 develop marketing/advertising plan targeted at programs and audiences 

outside the valley  (include branding). 
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GOAL 3 - Trusted Advocate ð Steadfast supporter and constructive advisor regarding the needs of the arts and culture community, the arts and culture 
needs of the community as a whole and the funding and services to meet those needs. 

Objective Strategy/Actions Targets/Measures 
3.1 CVAC has a clear 

understanding of service and 
resource needs in the arts and 
culture community and the 
evolving needs of the 
community as a whole. 
 

a. SEE 2.1 a  and update directory annually  
b. By December 2011, develop a feedback mechanism with community to assess needs to 

complement the directory/mapping project 

V #/month of regular 
promotional 
activities 

 
V # people potentially 

reached 

4. CVAC has strong advisory 
relationships and 
communicates on an ongoing 
basis with local governments 
(e.g., Cowichan Tribes, CVRD, 
City of Duncan etc.) and the 
province and BC Arts Council. 

 

a.  By January 15, 2011 set up a schedule and assign responsibilities for the year for meeting 
with/contacting government officials/staff. 

V % scheduled 
meetings/contacts 
completed 

3.3 (SEE 2.4) CVAC has strong 
relationships and communicates 
on an ongoing basis with the 
media, potential funders and 
other arts and culture service 
agencies and community 
groups. 
 

LINKS TO 2.4 
 

To be developed 
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GOAL 4 -  Organizational Excellence ð A sustainable, effective organization that values people, collaboration and continuous improvement. 

Objective Strategy/Actions Targets/Measures 

5. Strong and deep membership 
and volunteers 

 
 
 
 
 
 
 

a. By January, 2011 establish a committee to plan for and report on wellbeing of membership and 
volunteers 

 
b. By December, 2010 review membership categories and benefits 
 
c. By March 1, 2011 annual membership drive 
 
d. By March 1, 2011 annual volunteer drive 

V Annual 
donor/volunteer 
appreciation ñeventò 

 
V Volunteer thank you 

notes sent as and 
when appropriate 

 

4.2 Financially prudent and 
sustainable 

 
 

a. By February 28,  2011 review membership fees and benefits (as per 4.2)  
 
b. By January 15, 2011 review/identify grant opportunities consistent with plan 
 
c. By December 31, 2010 explore revenue generating activities that can piggyback on PORTALS 

programs. 
 
d. By, March 1, 2011 review and develop fundraising/òfriend-raisingò plan to attract members, 

donations and sponsorships (individuals and corporate) 
 

e. By March 31, 2011 develop a three year financial plan/priorities and an interim budget to 
transition the organization to full plan implementation 

 

V Annual balanced 
budget including a 
contingency fund 
and adequate 
provision for full 
time staff person 

 
V Donor thank you 

notes sent within 
two days of receipt 
of donation 

 
 

4.3 Effective Board that is 
representative of the arts and 
culture community and of the 
community as a whole. 

 
 

a. By May 1, 2011 Board Meeting identify gaps in knowledge/skills/representation and identify and 
target recruitment efforts to fill those ñgapsò on the Board AGM in June, 2011.   
 

b. By March , 2011 board meeting adopt the strategic plan; discuss implementation steps and 
review status of plan & funding monthly 

 
c. By March, 2011, review/develop Board governance document (memberôs expectation doc) and 

constitution and by-laws; Consider: creating a past president position 

V Full Board 
compliment by 2011 
and 2 new recruits 
annually 

 
V Up-to-date 

governance, 
document s by 2011  
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