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Foreword

THE PROFITABLE ARTIST

The New York Foundation for the Arts (NYFA) believes that an artist, no matter the discipline, needs three components to build a career in his or her field: access to funds, entrepreneurial skills, and an opportunity to showcase work. At NYFA, we create programs to provide all three as our mission is to empower artists at critical stages in their creative lives.

Since our founding in 1971, we have awarded more than $30 million to individual artists and small and mid-size organizations through several key grant programs. Our Fiscal Sponsorship Program is one of the oldest, largest and most respected in the country and, since 1973, has helped artists and emerging arts organizations raise and manage more than $50 million to achieve their dreams. We provide the resources needed to ensure that artists continue to produce and exhibit their work, and that artists have the time, space and materials to facilitate the creative process.

We also advocate for artists to undergo professional development training to cultivate successful careers. Master of Fine Arts (MFA) and Doctor of Fine Arts (DFA) programs frequently overlook the importance of business and professional skills. MFA and DFA students hone their craft in their course of study, but recipients typically graduate with little to no applied knowledge of professional artists’ business practices. Artists may wonder, “How will I pay for my studio space?” “Where can I find money to produce my play?” or “How should I market my book?” These are the same questions emerging artists without advanced degrees also find themselves asking. Therefore, our new publication, The Profitable Artist, compiles a wealth of information gathered by the arts professionals at NYFA and presents a complete “how-to” guide to being a professional and profitable working artist.

The Profitable Artist is unlike similar artist's guidebooks in that it pertains to artists in all disciplines. It is our hope that painters, digital artists, poets, and choreographers will all benefit from an interdisciplinary general guide to building a career in the arts. The approach presented in this book can be applied to all aspects of one's career and all stages.

Addressing the core aspects of artistic entrepreneurship and business skills, The Profitable Artist serves to make artists self-sufficient, to build strong careers in the arts, and to answer questions like: How do I brand myself? Can I start a business? How do I improve and monetize? How do I keep my records?

The Profitable Artist also clarifies more specific concepts, like explaining the most common types of alternative funding—grants, awards, and donations—and the differences between them. Strategic Planning, Finance, Legal Issues, Marketing, Networking, and Fundraising are among the easy-to-follow sections included in the publication.

Helping artists succeed in their creative endeavors benefits not only the artists but also the communities in which they live and work, by supplying new perspectives and innovative ideas, lifting the spirits of citizens, and encouraging them to think differently. No boundaries exist in ways to express oneself creatively; therein lies the innate power of art, the ability to suspend one's disbelief and create that which would otherwise be impossible.

As long as artists create work and evolve their creative practices, NYFA will continue to provide resources like The Profitable Artist to empower them in their creative lives. For more information on The Profitable Artist or any other NYFA programming, visit www.nyfa.org.

Putting this book together took, as they say, a village, and it could not have been done without the leadership of NYFA's Chairman J. Whitney Stevens and its Board of Directors, the expertise and professionalism of the NYFA staff, and the support and encouragement of our many funders. To all of them I owe a great deal of gratitude and thanks for continuing to bring forth new ideas, funding innovative programming, and leading by example. A special thank you to Peter Cobb, Esq, whose generous spirit and guidance made everything come together. This book is dedicated to all the artists who read it and to all the people who foster the creative activities at NYFA.

Michael L. Royce

Executive Director

New York Foundation for the Arts



Introduction

THE PROFITABLE ARTIST AND THE ARTIST'S ROADMAP

What do we mean by “The Profitable Artist”? What is a “profitable” artist? you might ask. Does it mean that you have to turn a profit? That it's all about money? That you should conform your art to fit consumer expectations? Of course not.

Rather, the purpose of this book is to demystify the business of being an artist and to provide a structured framework of information that will help you move toward profitability, stability, and/or sustainability. We recognize that most artists, despite the fact that they are running their own businesses (and often without realizing that is exactly what they are doing), have not had formal business training and are unfamiliar with many of the terms and concepts in the business world. Not only are these terms and concepts unfamiliar they are often confusing and overwhelming.

NYFA believes that artists are not only capable of interweaving art and business, but that they are uniquely qualified to do so. Our premise—based on forty years of observation—is that artists are innately prepared with the skills needed to be “profitable artists.” We know from our observation that artists of all disciplines possess special skills and qualities that they use in their art and can apply to their careers. For example, artists are keen critical thinkers and problem solvers. They combine creativity with ingenuity on a regular basis. They possess a strong work ethic that helps them complete their work, and the emotional fortitude to stick with a project when it becomes difficult. Finally, they are fiercely independent. Any one of these qualities would be highly prized in an entrepreneur; the combination is formidable.

If this sounds daunting, just remember, developing yourself and your practice professionally is infinitely easier than developing your art. It boils down to having an awareness—and working knowledge—of practical business information in five main topic areas: strategic planning, financial management, legal rights and obligations, marketing, and fundraising. These are learnable skills, quite different from the innate and inimitable talent that you possess as an artist. If you have trained or focused on your art, you probably haven't had training in law or finance. Why would you? After all, investment bankers rarely sing arias or weld sculptures.

This book aims to bridge the gap between what you know now—your fundamental skill-set—and the day-to-day practicalities of running a business in the arts. To help you bridge, or rather eliminate, that gap and get the most out of this book, we have created the “Artist's Road Map.” NYFA recognizes that it is impossible to create a “one size fits all” document that will take you through every step of your career. How could we? We don't know you individually and we won't pretend that there is a tidy template that answers all of your questions. That said, however, with the Artist's Road Map we give you a series of targeted and often difficult questions that, if answered thoroughly and realistically, will put you in a position to achieve your professional goals as an artist.

The Artist's Road Map tracks the five broad topic areas of strategic planning, financial management, legal rights and obligations, marketing, and fundraising. Each of these sections is in turn broken down into a series of specific questions. By probing each of these topics and exploring their relationship to your art, you will understand what you need to know to make informed decisions on the direction of your career and the viability of a particular project or strategy. The Artist's Road Map is intended both to be a standalone document and a companion to this book. Where a question is addressed by a section of the book, we have provided a reference to the relevant chapter or section. You do not necessarily need to read the book cover to cover. You may be stronger in one area than another: follow the road map, assess your skills, and use the guidance we provide to build strength where you decide it is needed.

One final note: Many books that deal with professional development for artists focus on a single discipline or even a single medium. The Profitable Artist focuses instead on all artists and art forms because we believe that artists share more similarities than differences when it comes to their professional development needs. This is not simply a matter of artists being more likely than non-artists to run into copyright concerns, or having to deal with grant applications more than the average person. Instead, it is a recognition that the fundamental skills that make for artistic success also can lead to professional success, regardless of the discipline. While we cannot possibly cover all of the major topic areas in a few chapters, we can help you to become more aware of the environment in which your business operates. We cover the basics and give you direction in exploring individual topics in greater depth. Reading the book attentively will give you guidance as you hone your skill-set and put it to its best possible use, both professionally and artistically.

Good luck!



The Artist's Roadmap

Instructions: Answer these questions on a separate piece of paper or create a digital document. These answers will ultimately be for you, but write them with the intention that others will see them. You will be collecting this information so that it will be at your fingertips and ready to use or adapt for any opportunity in your professional life. Err on the side of including too much information, as you can always pare down or refine an answer later.

The chapter and page numbers correspond to NYFA's book The Profitable Artist. Where referenced, you will find a definition, discussion, or resources about that particular topic. All of the information you write down will be taken from your own life, and you will provide your own data.

PART I. MISSION

• What is your mission? See pages 5–8.

• Do you have a mission statement? See page 8.

• What is your vision? See pages 5–8.

• Do you have a vision statement? Does it reflect your core personal and artistic values? See page 8.

• Have you identified any important goals or objectives that you believe will help you to achieve your mission? See pages 13–16.

PART II. FINANCES

• What are the costs of your project or practice? See pages 41–45.

• What assets do you have? See pages 24–26.

• What liabilities do you have? See page 26.

• Can you separate your fixed costs from your variable costs? See pages 27–29.

• Do you know which tax forms you will need to fill out for next year? See pages 33–36.

• Do you have income as an employee or independent contractor? See pages 33–34.

• Do you employ others? See pages 33–34.

• Do you have a savings plan? See pages 65–67.

• Do you have a budget? See pages 51–52.

• Do you track your expenses? If so, for how long have you been tracking expenses? See pages 54–58.

• What units of time do you use to track expenses (weeks/months/years)? See page 54.

• What spending patterns do you notice in your art practice, or with prior projects? See pages 58–62.

• Are there certain expenses that repeat again and again? See pages 58–62.

PART III. LEGAL ISSUES

• Identify any contractual relationships that you have. In other words, what professional relationships do you have for which a contract exists? See pages 73–75.

• Are your contractual relationships written or verbal? See pages 74–77.

• Do you understand the terms of each contract to which you are a party? See pages 77–79.

• What intellectual property do you own? See pages 81–82.

• If you own copyrights or trademarks, have you registered them? See pages 89 and 93–94.

• Have you licensed your intellectual property to anyone? See pages 89–91.

• Are you using the intellectual property of another? See pages 89–91.

• Do you have a license for the use of others’ intellectual property? If not, is it in the public domain or do you believe that it is “fair use”? See pages 89–92.

• Do you have a legal business entity other than a sole proprietorship? If so, what kind? See pages 99–105.

PART IV. MARKETING AND NETWORKING

• How would you define your art to the outside world? See pages 117–118.

• Is this definition consistent with your mission and vision? See pages 5–8 and 124–125.

• Are you part of a specific genre or are there any particular categories that fit your work? See pages 117–120.

• What other artists do similar work to you? See pages 118–119.

• What sources will you use for your market research? See pages 119–121.

• Can you identify your target market and some key demographics within that market? See pages 119–120 and 145–147.

• Do you have a brand? If so, what is it? See pages 123–124.

• Is there a slogan, icon, or simply a descriptive phrase of your brand? See pages 124–126.

• What kinds of promotional tools will you use or develop? See pages 129–145.

• Will you create press releases? A website? A media kit? See pages 129–138 and 139.

• Will you use advertising? If so, will it be paid or unpaid? See pages 138–139.

• How does your advertising relate to your market research? See pages 119–120, 138–139, and 145–147.

• What kinds of social media will you use, if any? See pages 143–147.

• Email? See pages 139–143.

• Blogs? See pages 144–147.

• Do you have a pricing structure for your work or services? See pages 150–156.

• Do you have a system for customers or clients to pay you? See pages 149–150.

• Do you use specific networking sites? List those sites and resources. See pages 143–147.

• Do your promotional materials and social media presence align with your brand if you have one? See pages 123–126 and 129–145.

• Can you list those people whom you believe to be part of your network? See pages 157–159.

• What do you consider to be your greatest strength in networking? See pages 159–163.

• What do you consider to be your greatest weakness in networking? See pages 159–163.

PART V. FUNDRAISING

• Have you identified those costs associated with your project or practice for which you are looking to fundraise? See pages 41–45, 169–170, and 183–185.

• Which of these costs require cash as opposed to in-kind donations or other forms of funding? See pages 185–187.

• Are there areas of your project or practice that you believe are a good fit for collaborations or partnerships? See page 176.

• What companies, organizations, or individuals might be interested in sponsoring your project or practice? See pages 176–177.

• Have you identified a list of grants, awards, scholarships, or residencies for which you want to apply? See pages 171–175, 177–179, and 188–193.

• Do you have the deadlines and requirements written down for these grants? If so, how are you tracking them? See pages 188–193 and 196.

• Have you developed a set of materials that you can use as a template for applications? See pages 198–206.

• What funding have you received in the past? Be as inclusive as possible, making sure to include alternative sources of fundraising. See pages 200–201.
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Introduction to
Strategic Planning

Any artist seeking to improve or professionalize his or her practice—or a specific project—inevitably faces one daunting question: Where do I begin? And the only thing worse than not knowing the right answer to this is recognizing that there may not be a right answer. The sheer number of possibilities can overwhelm any one of us.

The need to plan a course of action, to move toward a specific goal rather than just move, has dominated the thinking of business strategists for years and has spawned a sizable body of literature on the subject. Your directional difficulties as an artist are not only shared by many of your peers, but keep CEOs of Fortune 500 companies up nights, too.

The planning process does not need to be paralyzing or mysterious. There is no right way to make a decision, and no one formula to make a plan. In this section of The Profitable Artist, we will examine one form of decision-making known as strategic planning. Because formal strategic planning is mostly used by large organizations rather than individuals, we will give an overview of the theory and then turn to how artists can make use of different elements of the planning process to shape their careers in a logical manner. Briefly, these elements are (1) defining your mission (or vision) and goals; (2) assessing the environment in which you work—your strengths and weaknesses as well as the opportunities and challenges you face in realizing your goals; and (3) setting specific objectives to achieve the goals and mapping the course to reach them.

The first element—defining your mission and vision—is a fundamental issue facing any artist. The answers to several basic questions (and more) comprise your vision. Who are you as an artist? What do you want out of your artistic life? How does that coexist with your personal life? What are your ultimate dreams and do you know what you can accept and what you must avoid? For some, developing a vision will be simple and for others almost unfathomably complex, but this initial process will guide all your subsequent choices.

The second element—assessing your strengths and weaknesses, opportunities and challenges—the environment in which you practice—is daunting for most of us. In short, where are you now vis-à-vis where you want to be when you achieve your goals. The difficulty lies not so much with making a dispassionate, objective analysis of your project or practice, but rather with the amount of information with which you must make that analysis. Just as few of us can dance, sculpt, sing, and write poetry equally well, we are rarely equipped to analyze financial, legal, marketing, and fundraising issues comprehensively either. As we discussed earlier, that is one of the functions of this book and of the Artist's Road Map, which corresponds to the different sections of the book and provides guidance (prompts and hints) that will help you ask hard questions about your project or practice.

Finally, we will examine the third element of setting objectives that will help you to reach your goals and thereby fulfill your mission. How are you going to get where you want to be? What is the course or map that you will follow?

A QUICK NOTE ON TERMINOLOGY

We use the term “project or practice” repeatedly throughout this book because the phrase includes almost every type of artist reading this book. An artist's practice might include her entire professional or artistic life. For example, a printmaker looking to quit her day-job in an unrelated field and find more studio time might be looking to improve her practice (i.e., the interaction of her artistic life with her personal and other professional lives). An actor searching for ways to land more (and higher-paying) roles might also be addressing his practice. Conversely, an opera singer who wants to open a school for aspiring vocalists has a specific project in mind, as does a dancer who wants to create his own company to perform his choreography.

From a planning perspective, there is no significant difference among any of these artists. The disciplines may vary, and the end results most certainly will, but the process that each undertakes to achieve his or her goals will adhere to the same basic principles. Likewise, the substantive issues that each will face along the way—legal, financial, promotional, strategic—can be tackled by the same strategies and will draw from similar pools of information.
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Organizational Strategic
Planning and Artists

Strategic Planning on an organizational level is an art, not a science. There are a variety of models in existence, all of which may be appropriate depending on the size, history, resources, field, or character of the company or organization in question. Despite the absence of one dominant model, strategic plans tend to have certain basic common characteristics. Most embody a top-down structure, beginning with defining the mission and values of the organization, along with a long-term goal or vision. These are known as a mission statement and a vision statement. Strategic plans then enter an informational stage, where the organization surveys the environment in which it operates and begins to classify some of that information. This is often accomplished through what are known as an “environmental scan” and a SWOT (Strengths, Weaknesses, Opportunities, and Threats) analysis. Finally, the organization uses that information to plan specific goals and objectives that are defined in the context of its vision and the internal and external data gathering (environmental scan) and assessments (SWOT analysis). Let's look at these steps in more detail and see how they can be applied to your art career.

A MISSION STATEMENT AND VISION STATEMENT

While mission statements and vision statements are sometimes combined, they have distinct roles. A mission statement is typically a short pithy phrase that answers the following questions: What does the company/organization do? What is its reason for being, its fundamental purpose or direction? To be able to accomplish this in less than two dozen words is ideal, but very challenging. For example, NYFA's mission is “to empower artists at critical stages in their creative lives.”

A mission statement can also spell out the large, long-range goal of the organization. The statement's primary audience is internal—it serves to give direction and purpose to those working at every level of the organization, as well as other stakeholders (board of directors, volunteers, members, etc.).

A vision statement can take different forms. One, it may be aligned with the current strategic plan, stating that, for example, by 20xx (the terminus of the plan) the organization will be, and do, whatever goals are stated in the plan. More commonly the vision statement lays out the organization's core values and answers the questions: What is the organization committed to, and what will it refuse to sacrifice under any circumstances (the “nonnegotiable”)? Sometimes the vision statement is referred to as a values statement insofar as it is the lens through which all other decisions are filtered. In other words, if a product, service, or activity does not align with the organization's vision, it should not be undertaken. For example, a funder offers a handsome sum to start a new project that is only tangentially related to the core mission of the organization. In this case, the mission and vision provide a litmus test for assessing the efficacy of accepting the gift.

A strategic plan will ultimately spell out how to achieve the company's mission statement, in accordance with the core values set forth in the vision statement. For example, an organization whose mission is dedicated to supporting artists working in photography and engaging audiences through creation, discovery, and education, will use that mission as a filter when setting programmatic goals to be accomplished during the three- to five-year span of a strategic plan, which means that they are highly unlikely to (or should not) plan to develop a ceramics or jewelry program.

For an artist, establishing a plan for your project or practice begins with your mission and vision statement. Before you can set goals and benchmarks, or make plans to reach these, you need to have a clear understanding of who you are and what you want. Depending on where you are in your life or career, you could begin with identifying either your mission or your vision. If you have a project in mind or a clear long-term goal, it makes sense to start with your mission. If you are at the beginning of your career, or more focused on your overall practice, clarifying your vision may help you to discover your mission. If you are having trouble differentiating the two, think of your vision statement as those core values and principles upon which you will base your project or practice.

ADDING SUBSTANCE TO YOUR VISION

Recognizing your mission and vision is a great start. However, you still need to generate both a written mission and vision statement. These must be clear enough both to guide you and to communicate your mission and vision to the outside world. Think of this as your response to a stranger or a family member asking what you do and why. This is sometimes referred to as the “elevator speech.”

That is where the practice of writing a statement (or multiple statements) becomes essential. As we will discuss throughout this book, having the ability to summarize your mission, vision, artistic approach, methodology, and anything else related to your project or practice both verbally and in writing, is vitally important. Different kinds of statements are required (or are at least useful) in different contexts. Most visual artists have encountered the term “Artist Statement” at some point, and any artist who has worked with a business or not-for-profit organization has likely come across a “Mission Statement.” As we will discuss in later chapters of this book, a statement is a necessary tool for taking advantage of opportunities like grants, jobs in the field, marketing and branding efforts, and even certain legal requirements. Whether it is for art, business, marketing, or fundraising, writing a statement that coherently communicates your message is vitally important!

In terms of the actual nuts and bolts of statement-writing, we would recommend keeping it simple, clear, and removing any unnecessary words. You do not want the reader (including yourself) to be confused—try to avoid “art speak.” Most muddy statements reflect muddy thinking, so if you have carefully thought through your mission and vision you will have an easier starting point. One technique is to start with making sure your verbal statement is clear: sit down with several friends or acquaintances and describe both your mission and vision. Give them a few minutes, then ask them to repeat both back to you. When you start to hear consistent results that reflect your thinking, you have gotten it right. You may even want to note some of the language that your friends use—if a phrase or term sticks with several people who are not intimately familiar with your project or practice, there's a good chance that phrase is powerful.

[image: image]

A strong vision and proper planning can turn even the most complex projects into reality. Dave Schroeder (Director, Jazz and Contemporary Studies, New York University), The NYU Steinhardt Jazz Interview Series at Barnes & Noble, 2010.
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Exercise #1: Writing a Mission Statement and Vision Statement

Using the space below, draft (1) the mission statement for your project or practice, and (2) the vision statement for your project or practice. Use additional sheets if necessary, and be prepared to revise.

Mission Statement:

________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________

Vision Statement:

________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________


AN ENVIRONMENTAL SCAN AND SWOT ANALYSIS

The next step in the organizational strategic planning process is to do an environmental scan and a SWOT analysis. This allows the organization to gather and filter the information it needs to make good decisions about achieving its long-term goals. Without having done these analyses, it is very difficult to set both the shorter-term objectives and the most efficient ways to reach them, which are at the heart of the planning process. Artists will benefit from undertaking the same process. Let's examine the definitions of each:

ENVIRONMENTAL SCANNING

An environmental scan is a fancy way of saying, “Take a look around you.” Defined in the business world as gathering and analyzing information about the environment in which an organization operates, environmental scanning emphasizes a thorough and dispassionate analysis. In a comprehensive scan, an organization would examine the political climate and the makeup of the government, all regulations that affect the organization's industry (as well as those that might be under consideration), consumer trends, technological developments, the labor market, aspects of the larger economy like interest rates, and virtually anything else that could affect the organization.

The scan should consider internal issues as well, such as the finances, staff, and even infrastructure. If the organization has done strategic plans in the past, these should be considered as well, if for no other reason than to see how well the organization sticks to a plan.

For an artist, just how comprehensive an environmental scan you are able to do is a question of resources. Most individual artists won't have the time to account for every relevant factor in their environment. However, an environmental scan can take place on a limited basis and still be effective for an artist, provided she analyzes those factors which have the greatest impact on her project or practice.

This might seem like something of a catch-22—it is impractical for most artists to undertake a complete environmental scan, but they would have to do a complete environmental scan in order to know which factors they can effectively ignore. While there may be some truth to this, most artists face similar kinds of challenges regardless of their discipline or project. NYFA has observed that certain universal issues arise time and time again for artists and their businesses, and an artist can organize a basic scan around these issues.

The difficulty, as we noted in the introduction, lies with the lack of familiarity that many artists have with certain financial, legal, and other business-related topics. Not only is it difficult to understand every issue deeply, but it is often impossible to be aware of issues that may impact you if you don't have a framework to recognize them. And that is one of the main functions of this book, to give you the information you need to understand how your project or practice intersects with the practical realities of an arts business. We cannot cover every detail—and those will vary depending on your situation—but we can give you an overview, help you ask more targeted questions, and point you toward resources that will get you the answers you need. This is one of the main functions of the Artist's Road Map.

SWOT ANALYSIS

SWOT is an acronym that stands for Strengths, Weaknesses, Opportunities, and Threats (or, to use a more positive word, challenges). A SWOT analysis follows the business's environmental scan and serves to put to use all of the information that you gathered during the environmental scan in a well-informed analysis.

A SWOT analysis involves examining each of the four categories as they relate to the business, with the first two categories relating to the internal analysis and the second two categories representing an external analysis.

As artists, you will examine each category as it relates to your project or practice. If you are analyzing your entire practice as opposed to a discrete project, you may want to focus on the present and up to no more than three to five years in the future. The farther in advance you plan, the more speculative it becomes. Furthermore, your strengths and weaknesses will evolve over time. Anecdotal evidence works just fine to give a general sense of the scene.

Below are analyses of the categories as they relate to both organizations and artists.

Strengths

An organization will begin with those things that it does best, as well as any other resources at its disposal. The organization's ability to adapt quickly (the time between conception and implementation), or its ability to complete projects under budget are both examples of strengths.

Strengths can also include significant resources. This might include a recognizable brand, a well-developed infrastructure to carry out a new task, or even good staff morale.

While many artists will instinctively list those skills related to their art, it's very possible that you have talents and abilities outside of your discipline or the arts in general. Perhaps you are a singer who happens to write well, or a visual artist with excellent public-speaking skills. Both can ultimately be put to use in service of your project or practice. Management/organizational skills are always an asset. Some people are just better than others at certain things, hence the value of collaboration.

Another point to consider is whether you have a background, training, or a degree in another field. For example, someone with an MBA in marketing may also be a fiction writer. Due to economic and sometimes social pressures, many artists spend considerable time away from their art practices and working in another field. But if that artist has gained a new skill set in the process, those skills will go down as strengths. The point of this process is not necessarily to connect strengths to a larger plan, but just to see what is there.

Finally, you will want to look at what resources you have that can be put to good use. These might include savings, grant awards, a well-documented library of intellectual property, or goodwill.

As a first step to analyzing your strengths, you may want to create several lists. The first will be a list of capabilities that you have. Remember to list everything, no matter how unrelated it may seem. Then make a similar list of your resources. The most effective SWOT analyses are those that do not leave out any potential elements from a category, as that may ultimately lead to an unrealistic strategic assessment.

Weaknesses

Weaknesses are usually the absence of a resource or skill, rather than a fundamental flaw. If an organization is seeking to expand its services into a new market that is dominated by a different language, then the absence of language skills could be a weakness. Similarly, a lack of expertise with an important form of technology in that industry might be seen as a weakness as well.

For many artists, a major weakness has to do with finances: usually a lack of capital to fund their art, an absence of the financial know-how to manage effectively those resources they do have, or even a lack of funds to learn new skills that would correct something identified as a weakness. Another weakness may be time management or not having a sufficiently flexible schedule to achieve their artistic goals. For others, weaknesses may be more specific, such as a lack of computer skills for a project that involves heavy use of the Internet, or no experience with grant writing for a project that requires soliciting external funds. As you did with your strengths analysis, you may want to make lists of both the capabilities and resources that you feel that you lack or that represent a weakness.

Opportunities

The opportunities analysis typically focuses on external factors, some of which may have led to the need for a plan in the first place. A significant opportunity could be a change in regulations affecting the organization's industry that allows for new activities, or a treaty that allows for trade with a new country or region. An opportunity could also be a development in technology that reduces the organization's costs in a particular area.

For an artist, this could be as large as the emergence of some new form of technology that lowers the costs of your medium, or a new interest in your medium from the general public (perhaps another artist who does work similar to yours has just been in the news for some reason). It could also be that a new grant or other source of funding becomes available for artists in your situation. Sometimes it is a specific opportunity that led to the new project which initially prompted the SWOT analysis. As with strengths and weaknesses, make a list of opportunities that you have identified.

Threats (Challenges)

The second part of the external SWOT analysis focuses on threats or challenges that the organization faces. Many threats are economic, and if an organization is dependent on using a particular resource, any event that raises the cost of that resource would be a threat. Changes in the job market could be a threat as well—if the organization depends on staff with certain training, and changes in another industry draw from the same pool of eligible workers, that would be a threat to the organization.

Very generally, this includes anything in the environment that could jeopardize the success of your project or practice. For artists focusing on work with mass market appeal, this could include shifts in taste, or for others it could mean that some event has occurred to raise the costs associated with an important raw material used by the artist. NYFA does not consider competition from other artists to be a threat—it is our belief that every artist's work is sufficiently unique to sustain its own market. As we will discuss in the chapter on Networking, we feel that you should look to your fellow artists as resources, sources of inspiration, collaborators, and potential models. The competition among you for exhibitions, performances, grants, and awards is a reality of the world you are in, not a threat.

Exercise #2: Perform Your Own SWOT Analysis

Reexamine your environmental scan in light of the discussion on the SWOT analysis. Try to classify those elements you identified in the scan as either a strength, weakness, opportunity, or threat/challenge.

Strengths:

________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________


Weaknesses:

________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________

Opportunities:

________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________


Threats/challenges:

________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________
________________________________________________________


SETTING GOALS: S.M.A.R.T.

Setting goals or objectives is the nitty-gritty of strategic planning and involves testing against the mission, vision, and the well-informed internal and external analyses. If a company has a well-defined mission, a good sense of its vision and values, and a comprehensive grasp on how internal and external environmental factors affect the organization's current and future options, then setting goals should be a logical process. Developing the goals within this context ensures that they are both unique to the organization and aspirational, but also realistic and grounded in fact. When an organization considers a goal or objective, it will need to confirm that the objective furthers its mission. Having surveyed and categorized the organization's strengths, the objective will draw on the strengths, avoid the weaknesses, respond to the opportunities, and factor in the threats. Finally, in order to be a viable choice, any specific objectives will have to align with the organization's vision and values.

There is a widely used mnemonic device for setting goals known as SMART. This stands for Specific, Measurable, Achievable, Realistic, and Timely. A substantive and useful goal will have each of these qualities. If an organization's goal meets these criteria and filters through the lens of the organization's mission—against the backdrop of the environmental scan and SWOT analysis—the goal is appropriate for the organization to pursue and is set on a course to succeed.

For artists, the same conditions apply. The goals (or objectives) you select will ultimately plot the course of your practice or guide your project. Remember that goals can be benchmarks, tasks, measuring points, and sometimes an end in and of themselves.

Good goal setting and strategic planning is identifying which of those types of goals most closely align with your vision, and then choosing the most efficient route to get there.

SMART GOAL SETTING

Following are components of an effective goal—one that describes performance standards that will “tell us what good behavior looks like.” The SMART acronym can help us remember these components.



	Specific

	The goal should identify a specific action or event that will take place.




	Measurable

	The goal and its benefits should be quantifiable.




	Achievable

	The goal should be attainable given available resources.




	Realistic

	The goal should require you to stretch some, but allow the likelihood of success. Your ultimate goal is to succeed at whatever you set out to do!




	Timely

	The goal should state the time period in which it will be accomplished.






Here are some tips that can help you set effective goals:

• Develop several goals. A list of maximum five to seven items gives you several things to work on over a period of time. Too many portends failure.

• Attach a date to each goal. State what you intend to accomplish and by when. A good list should include some short-term and some long-term objectives. You may want a few objectives for the year, and some for two- or three-month intervals.

• Be specific. “To find a job” is too general; “to find and research five job openings before the end of the month” is better. Sometimes a more general goal can become the new long-term mission, and you can identify some more specific objectives to take you there.

• Write down your objectives and put them where you will see them. The more often you read your list, the more results you get.

• Review and revise your list. Experiment with different ways of stating your goals. Goal-setting improves with practice, so play around with it.
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