Guide to Developing and Implementing a
Municipal Cultural Policy

Step 1 -  INITIAL PLANNING
Before undertaking the development of a municipal cultural policy, a set of guidelines must be created. It is important to define the role played by each stakeholder and to identify specific criteria in order to ensure the coherence of the whole process.

MUNICIPAL COUNCIL
The municipal council plays a major role, as it initiates and launches the process. This decision must be formalized according to the procedure in place in the municipality, whether in the form of a resolution, a mandate, etc. The Council must then exercise its leadership and clearly indicate the importance it attaches to the development and implementation of this policy.

After making this political decision, it is for the Council to specify the framework within which the cultural policy will be drawn up and to ensure its implementation. To do so, it appoints one of its members, who will be responsible for chairing and supervising the cultural committee. The elected representative designated by the Council shall in turn form this committee, whose mandate is to carry out and propose a draft cultural policy. Thus, by its role, the elected official will also act as a communications link between the cultural committee and the municipal council.

The mandate given to the Cultural Committee by the Council must indicate the cultural concerns and expectations of elected officials. It includes both objectives and specific expectations. Thus the Council may wish to:

• 
Identify achievements and strengths;

• 
Find solutions to cultural offerings deemed redundant, too spread out or ineffective;

• 
Explore other avenues of partnership or alternative ways of providing a service;

• 
Measure the impact of the withdrawal of certain activities;
• 
Identify needs and trends;

• 
Position the municipality on a regional scale;

• 
Highlight unique cultural characteristics, innovations, etc.

In entrusting its mandate to the committee, the Council is not, however, relieving itself of the responsibility for the process. On the contrary, it must also take ownership of the cultural policy proposed by the cultural committee. To this end, the Council will closely monitor the work of this committee, in particular by validating certain documents, and will provide it with constant collaboration; providing for the filing of written or verbal reports, participation in workshops, consultation meetings, etc.

THE CULTURAL COMMITTEE
The elected official entrusted with the file on cultural policy must count on a team, each member of which feels invested with the confidence of the municipal council. The latter generally confirms the composition of the cultural committee.

For technical, strategic and political reasons, and for the sake of efficiency, it is important that the cultural committee be representative of the milieu. This is a key element of its success. It should therefore include municipal employees from departments affected by cultural policy as well as major partners in the areas of supply, support, funding or promotion of cultural activities. Competence, experience and personality will also be factors to be taken into account in order to promote a good balance in the composition of the working group. If necessary, the latter may appoint a representative of the Ministry of Culture and Communications or call on the services of a consultant.

Once established, the committee sets its operating rules and determines the functions assigned to each of its members - facilitation, coordination and the secretariat. It also determines its technical and administrative support needs.

PROJECT PLAN
One of the first tasks of the Cultural Committee is to draw up a project plan. This is generally validated by the municipal council.

The project plan covers the entire process of developing the cultural policy. It outlines the key steps, responsibilities, costs and timelines. It also specifies the stages of consultation and validation.

Depending on its complexity, each stage of the project plan can, in turn, be the subject of detailed planning.

	The project plan is a management tool that can measure the scale of tasks, estimate the time required to complete them and allocate responsibilities realistically. As it is updated regularly, the project plan is a useful tool to communicate the committee’s progress to Council as well as to other persons involved in the development of the cultural policy
	A management tool




PLANNING FOR VALIDATION AND CONSULTATION ACTIVITIES
A cultural policy must reflect a global and common vision of the problems encountered and offer solutions that take into account the needs expressed by the population. Its development process must therefore place an important emphasis on the validation of data collected by the committee, through consultation with the main cultural stakeholders, as well as the general population and the various partners.
	Why consult and validate?


	• To disseminate results and preliminary reflections

• To refine, correct, specify and confirm data

• To promote the expression of needs

• To achieve consensus, approval

• In order to be able to confirm an orientation, a choice

• To generate interest and buy-in

• To agree on priorities


Validation and consultation activities should be undertaken throughout the process. They constitute in and of themselves a plan of activities which must be integrated into the overall process of shaping the cultural policy.

The choice of whether to use validation or consultation is dependent upon needs and context. 
	Consultation or validation?


	Consultation is carried out when one wants to secure the consent of individuals, groups or partners for a decision. This consultation may, for example, focus on the choice of priorities, policy directions or objectives.

Validation is used to confirm certain steps or to confirm facts. The cultural committee could have the Council validate its consultation program or it could meet with a target group to validate a current situation.


The consultation and validation activities plan could include:

• 
The applicability of consulting or validation;
• 
The methods used;
• 
Targeted groups / persons;
• 
The level of participation of elected officials;
• 
Meeting types; public hearings, closed committees, public hearings, briefings or oral presentations;
• 
Steps that result in consultation or validation and the targeted objectives.

Once all these points have been clarified, the cultural committee has all the elements necessary to undertake its task.
Step 2 – Defining the Current Situation, Diagnosis and Areas of Focus

This step is crucial in the process of shaping a cultural policy. Indeed, it is impossible to conceive of a coherent policy adapted to the community’s needs if one does not have a thorough knowledge and understanding of the situation. Thus, it is in the cultural committee’s best interest to look at what has been done in the past, what is being done now, and to analyze this information in order to make an accurate diagnosis.

THE CULTURAL HISTORY OF THE MUNICIPALITY
A brief look at the history of municipal involvement in the cultural field highlights the nature of the municipality's commitment, the contribution of certain individuals or organizations, the niches that have developed and the reasons behind the involvement of the municipality. This history could document:

•
Individual initiatives prior to municipal involvement, such as those of the clergy and parish associations;

• 
The emergence of secular associations, committees, organizations;

• 
The evolution of municipal concerns and the needs expressed by the population;

• 
The creation of cultural entities and/or structures aligned with the Recreation department;

• 
Establishment of cultural facilities;

• 
Stages of consolidation;

• 
Developments in training, facilitation, dissemination, conservation and living environment;

• 
Cultural practices in previous years;

• 
Hosting cultural activities such as festivals;

• 
The influence of cultural leaders;

• 
Agreements for collaboration, exchange of services, partnership;

• 
The adoption of planning, integration, conservation, development and cultural support measures.

THE CURRENT SITUATION
Municipal involvement
The first step is to take stock of the role currently played by the municipality. Here are some of the elements that could be used to paint this picture:

Roles and Structure

• 
The direct and indirect roles played by the municipality (defined as 'Municipal Cultural Involvement’ – see end of this document for definition); 
• 
The administrative organization of the municipality: mandate, composition, resources, functioning, and relationships between the other departments and with the municipal council;

• 
The relationship between the municipality and the cultural organizations as well as the links between these organizations;
• 
Involvement of private business.
Budget Allowance; Resource Envelope

•
The relative importance of cultural spending in the municipal budget and the trend observed over the last five years;

• 
The budget allocated to the dissemination and production of cultural activities and to the training and / or support of cultural organizations of the municipality;
• 
The evolution of grants paid to the municipality by the various levels of government;

• 
The distribution of financial support; operating assistance, project assistance, scholarships, awards, sponsorships, foundations, assistance programs, preferential rates, ticket purchases, etc.;

• 
Cultural spending and income (over 3 years);

• 
The distribution of expenditure by area of activity and by cultural function (over 3 years)

Human Resources, Services and Equipment

• 
Existing human resources for consultation, implementation, maintenance, administrative services, technical services;

• 
Technical services provided; photocopying, mailing, liability insurance, furniture, loan of exhibition equipment;
• 
Equipment and infrastructure; loan of premises, equipment, heating, electricity;

• 
Promotion and information activities; purchase of advertising, sponsorship, weekly newspaper, customer information services.
Municipal, Regional and National Context

Cultural practices do not take place in a vacuum. They are renewed, are subject to constraints, benefit from gained experiences and spin-offs. They exert an influence and are themselves influenced in particular by the dynamism of the leaders of the cultural life and the interests of the users. They are often linked to the cultural life of the region and to the nation as a whole.
In making its cultural choices, the municipality (and by extension, the culture committee) will have to take into account not only the trends observed in its territory, but also what is happening elsewhere. It may seek to know how it compares with the cultural practices observed in the region and throughout the province. Many points of comparison can be established, such as participation in open-air shows, reading habits, the proportional importance of cultural spending and the improvement of the living environment, specific policies adopted – ex: for the acquisition of works of art, etc.

In some cases, valuable lessons can be drawn from comparisons with other municipalities which, because of their proximity or similarity in size, issues or vocation, offer interesting points of reference. Some geographical, demographic or socioeconomic data may support this comparison:

• 
Geographical location (proximity to surrounding municipalities, situation in the region, area);

• 
The regional context (belonging to an RCM, a metropolitan community), inter-municipal or regional services agreements, specific role in relation to surrounding municipalities, use of equipment outside the municipality, agreements between the municipality and the school board, regulatory framework (Including the development plan), regional guidance documents;

• 
Special topographic features (wooded, watercourses, etc.)

• 
Occupation of the territory (percentage of the urbanized territory, average property values);

• 
Demographic data and trends (total population, demographic trend, age distribution, number of households vs unattached individuals);

• 
Socio-economic data and trends (average income, distribution by education, labour force);

• 
Trends in cultural behaviour.

The collection of information regarding cultural practices 
In order to adopt good guidelines, it is essential to understand the cultural situation of the municipality, both in terms of supply and needs. The method is simple; information is gathered, which is then analyzed to determine a diagnosis.

The municipality usually has very relevant information regarding the cultural offer that is directly related to it. However, it will have to supplement its data by listing all the cultural activities taking place on its territory. Information can be gathered from several sources;

• 
Consulting with cultural and recreational organizations, committees and interest groups;

• 
Browsing the press kits;

• 
Consulting government statistics and documents;

• 
Through questionnaires, sampling, inquiries or surveys;

• 
Checking the utilization rate of the equipment and the user clientele;

• 
Reviewing applications to Municipal Council;

• 
By reviewing any pertinent complaints.
The collection of information makes it possible to identify both the supply and the needs. It should be approached in its broadest sense and include the following:

Suppliers:

Who are they: not-for-profit organizations, private institutions, patrons, associations, cultural workers, municipal services, other municipalities, external stakeholders, other public bodies? What are the links between them, with the municipality? How do they integrate into the environment? What is their influence?

What is offered and what is available:

Types of services and facilities, quality and quantity, specialties, events and spontaneous activities, context of the offer, seniority, cultural functions (training, creation, dissemination, etc.), capacity, cost-benefit ratio, outreach.

‘Health’ of cultural offerings:

Suitability, quality and quantity, quantity and qualification of human resources, condition of equipment (safety, obsolescence, potential for expansion), availability, specialties, location.

The users:
Clientele served, profile of this clientele, age, gender, characteristics, origin, satisfaction rate, trends.
The needs of suppliers and customers:
In terms of services, technical and logistical support; In terms of funding, dissemination and consultation.

In order to be able to detect trends, it would be good to have data covering a period of three to five years.

	IN SUMMARY
	During this stage, information is gathered without analyzing it and taking care to group it according to the aspects to be addressed


An exhaustive portrait of the situation is then created with regards to the suppliers, the distribution of the activities offered by area of activity, the clientele served, and the material, human and financial resources available.

The use of a summary graph is particularly helpful for representing quantitative data.

DATA ANALYSIS, DIAGNOSIS, IDENTIFICATION AND VALIDATION OF AREAS OF FOCUS
Once all relevant data has been collected, a comprehensive and integrated analysis is then carried out. A first step is to describe the situation according to cultural functions (ex: training, dissemination, creation, practices), then by major areas of activity (visual arts, performing arts, letters, heritage, etc.)

Other syntheses may sometimes be useful. For example, an analysis can be made of the situation of suppliers (profile, projects, and needs), consumers (preferences, trends, new needs, complaints) or the state of resources (material, human, financial or logistical).

Diagnosis is made by observing indicators. Several of these have been grouped together in Annex 2 at the end of this document.
In addition, the cultural development of the municipality is or will be conditioned or influenced by a certain number of weaknesses and threats but also strengths and assets detected during this stage. This is why it is important to understand all these aspects in order to arrive at a diagnosis. The aim is to highlight:

Strengths:

Potential, successes and those factors leading to success, achievements, capacity-building, economies of scale, the presence of cultural professionals practicing in the area.
Weaknesses:

Deficiencies and shortcomings in equipment and premises, the involvement of socio-economic actors, the visibility of cultural workers, the attendance at the library, etc.

Threats and sources of discontent:

Exodus of cultural workers, decreased financial assistance, vandalism of equipment and in public places.
Assets:
The presence or establishment of large companies, the financial health of the municipality, the education level of the population, the increase in the practice of certain cultural activities, the tourism attraction of festivals, unique personalities and characteristics, individual contributions.
Document 4 provides a template for the analysis of a municipality’s cultural strengths, weaknesses, threats and assets.  NOTE: Document 4 is not included in the French version so is not available to us.
	THE DIAGNOSIS


	The diagnosis should highlight solid gains, areas of similarity and divergence between supply and demand. It can also identify trends, complementary offerings as well as sources of dissatisfaction and success factors.


It is essential to validate this interpretation or diagnosis of the situation before drawing up guidelines. At this stage of the process, the use of control groups is often used by municipalities.

The objective of validation is to verify the accuracy of the data collected, to qualify, to correct or to contextualize certain perceptions or to improve the understanding of the situation. 
The validation of the current situation and the diagnosis completed, the cultural committee is able to provide guidance. Conceived as a starting point for discussion, these guidelines should be submitted to the municipal council before being presented for public consultation.

The work of the cultural committee then consists in making choices according to the strengths, assets, but also the weaknesses and threats identified beforehand. It must propose priorities and avenues of intervention. As a result of these discussions, the results will be submitted to public consultation.

Step 3 - Public Consultation on Areas of Focus

	PURPOSE OF PUBLIC CONSULTATION
	The purpose of the public consultation is to reach consensus, highlight differences of opinion, highlight the interest of potential partners and mobilize stakeholders


This step is crucial, since it is on the basis of the results of this consultation that the draft cultural policy will be created.

Let us recall some rules that contribute to the success of consultation efforts:

• 
The political context must be favorable;

• 
Information should be widely disseminated;

• 
The objectives and rules of the consultation must be specified;

• 
The groups and individuals most likely to move the policy forward should be invited;

• 
The working group should be open to opinions and proposed solutions;

• 
The people consulted must be made aware of the constraints existing in terms of human, financial and material resources;

• 
The results of the consultation should be disseminated.

Public consultation brings together a broader range of stakeholders, from ordinary citizens, to members, to representatives of organizations and partners. During these meetings, it is generally relevant to present the outline of the situation and the findings resulting from the diagnosis in order to share a common understanding of the cultural issue before them.

Whether addressed to a small group or a large assembly, consultation sessions need to be carefully prepared, both to ensure transparency and to make the most of these exchanges.

Definitions:

MUNICIPAL INVOLVEMENT IN CULTURE

Types of involvement
1. MUNICIPALITY as FACILITATOR

According to this first type, the municipality is defined as a 'service center', the impulse of cultural intervention coming from the population, users and cultural organizations involved in one or more cultural sectors.
2. MUNICIPALITY as SPONSOR
Under this second type, the municipality provides financial support to cultural organizations that receive annual subsidies for the implementation of their programs of activities and services. The municipality does not intervene at all or intervenes very little.

3. MUNICIPALITY as ARCHITECT

According to this third type, the municipality defines the objectives, the orientations and the main axes of development of the cultural intervention. Cultural organizations remain free to choose their own choices and the means to achieve these ends.

4. MUNICIPALITY as PROMOTER
According to this fourth type, the municipality has important means to ensure the cultural development of its territory: equipment, policies, programs, human resources, services, etc. It directly supports a large part of the cultural offer.

ANNEX 2

HELPFUL INDICATORS WHEN ESTABLISHING A DIAGNOSIS

• 
The change in the number of registrations (due to abandonment, dissatisfaction, disinterestedness, displacement of the clientele);
• 
The increase or decrease in the number of requests for material resources: either that the supply responds to demand, that demand decreases or that other possibilities are found elsewhere ...);
• 
The provision of certain services or activities by municipalities or organizations outside the municipal territory;
• 
The absence of activities in a field of intervention; There is no offer, the offer is poorly structured, there are no premises, poor distribution, services are offered outside the municipality, there is a lack of awareness of the population;
• 
The establishment of some professional workers; may be due to certain facilities, a ripple effect, an exceptional potential (living environment);
• 
The level of consultation among cultural stakeholders; there are natural groupings according to affinities, there is already pooling of resources among groups, there is complementarity of activities and resources, competition or duplication of services;
• 
The influence and attraction exerted by certain organizations, certain activities;
• 
Dependence on technical or financial support from the municipality;
• 
Accessibility in physical terms: architectural constraints, available hours, costs, location, access by public transport;
• 
Availability of specialized premises or equipment for specific clientele (visually handicapped, young public, artistic productions);
• 
Lower participation in activities due to lack of publicity, less interest, no need, and dissatisfaction, poorly conceived offer;
•
Underutilization of services, premises (poorly adapted, not accessible, not known);
• 
The quality of executive boards and human resources (dynamism, renewal, collaborations, visibility, recognition, competence, deficiencies, versatility);
• 
The existence or application of municipal standards, policies and by-laws in certain areas. For example: protection of built heritage, policy regarding acquisition of works of art, policy of cultural events promotion, or accessibility;
• 
The image that the municipality wants to project, for example, development where culture and nature are present, resort for artists, municipality where culture is an attractive element for the establishment of companies;
• 
The existence of several means of communication on the territory; Private and community radio and television networks, print media, newsletters, municipal bulletins
• 
Openness and accessibility to new technologies (Internet)

ANNEX 3

IN PREPARATION FOR CONSULTATION
PRIOR TO THE CONSULTATION SESSION:

· Set the objectives of the consultation session;

· Agree on the consultation format (general assembly, sectoral tables, submission of briefs, etc.);

· Target organizations and individuals to be involved;

· Send a letter of invitation (Annex 4);

· Inform attendees of the topic to be discussed;

· Determine the day, date, time, place;

· Establish the form of representation (in the case of working groups);

· Produce and distribute the document being consulted (it may be advisable to send it to the organizations beforehand so that they can consult their members and prepare a brief);

· Ensure attendance and participation of Municipal Council members;

· Determine who will fill the following positions, their mandate, and responsibilities;
· Leaders of the consultation sessions or discussion tables;

· Facilitators (in this regard, several municipalities suggest using people familiar with the municipal and cultural issues but not directly linked to the municipality in order to promote neutrality during discussions)

· Secretaries of meetings;

· Resource-persons;
· Plan for follow-up sessions after the discussions;

· Establish the logistics of the activity (rotation of topics, personnel, travel, break, etc.)

DURING THE CONSULTATION:

· Brief participants on the procedure of the session;

· Review the objectives of the meeting, the constraints and imperatives to be taken into account (urgency, spillover effects, financial, material and human resources available);

· Conclude and announce the planned follow-up activities and next steps.
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