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Executive Summary 
The ACT Writers Centre (the Centre) is a dynamic organisation with strong alliances in both the arts and business sectors.

Successes in the previous triennial funding period include increased self-generated income from entrepreneurial activities, collaboration and sponsorship as well as improved facilities and equipment. For example, the extension of the Invite-A-Writer employment brokering service to include Indemnity insurance has seen the turnover grow from $3,000 to $60,000 per annum and the recently introduced design service, New Territory Press, has produced income of $12,000 in the first six months of operation.

The future of the ACT Writers Centre beyond June 2010 is challenged by a change in Australia Council funding priorities that could result in a loss of up to $34,000 (a 15% reduction) in income. This funding was used specifically for successful local, regional and youth workshop programs. Until the Centre will be notified in December 2010 whether any core funding will be passed on from Writing Australia (the new alliance of state/territory Writers Centres), the Centre must submit a conservative budget which focuses on a user-pays system and leverages maximum opportunities through collaborations.

Over the period 2011-2015 the Centre will focus on six goals concerned with performance and conformance: raising the Centre’s profile; member services; partnership opportunities; staff; governance; and financial sustainability. These activities will be subject to an annual review as part of the Centre’s commitment to ongoing improvement and to providing a centre of excellence for writing in the ACT and surrounding region. 

A key strength of the Centre lies in the skills, creative input, enthusiasm and commitment of its staff. A significant threat to the Centre’s viability is the need to retain existing staff as well as the action of implementing an appropriate succession plan. Since its inception, the number of members has increased from 100 to over 900 while the staffing level has only doubled. It is currently supported by one full time and two part time staff members. The Centre’s current staff are under considerable pressure because of the increased workload. The Centre’s Director is seeking pay parity with Directors in similar fields while the two part time employees are seeking an increase in hours as well as more equitable remuneration. The Centre is seeking a 20% increase in artsACT funding to allow for the retention of staff, increased hours of operation, and to meet demand from the community.

The Centre will continue to build on its relationships with business, cultural, creative and educational organisations in the ACT as well as with organisations in other states/territories. The expected formation of Writing Australia in 2011 will enable the Centre to increase partnerships nationally and overseas.

Purpose

The mission of the ACT Writers Centre is:

‘To assist ACT region writers to achieve their full potential by providing targeted services and opportunities and strengthening the Centre's position as the peak literature organisation in the ACT’
The key aims and objectives of the organisation have always been:

1. to promote writing-based culture and the rights and interests of writers.

2. to act as an information and liaison Centre for writers, literary agents, publishers, writing organisations and educational institutions throughout the ACT and region in pursuit of these aims.

3. to manage a Centre for the promotion of writing in the ACT and region by hosting readings, book launches, workshops, seminars and other related activities and to also collaborate with organisations to present activities by way of association.

4. to seek the co-operation of other Australian Writers' Centres and organisations, both interstate and abroad, so as to facilitate the exchange of literary culture and activity.

5. to provide information about writing and writers to the public through the dissemination of information about services which may be provided by writers and through the publication of a regular magazine providing information about the Centre.

6. to provide a meeting space for writers' groups and literary organisations and for individual writers to meet with each other in pursuit of literary fellowship.

7. to provide a resource centre for writers, offering a library of resource materials, as well as access to workspace, training opportunities, equipment, publishing expertise and advice on professional development.

8. to engage in any business transaction or activity capable of being conducted so as to directly or indirectly benefit the centre in providing services for writers and readers in the ACT and region.

9. to engage in any business transaction or activity capable of being conducted so as to directly or indirectly benefit the centre.

10. to provide equity and access for all writers, pursuing these objectives without political, racial or religious bias. 

11. to ensure the continuing operation of the centre in providing services for writers and readers in the ACT and region.

Context

History

The ACT Writers Centre, a key organisation in the Canberra arts community, celebrated its 15th year as an incorporated body in December 2009. The Centre is a not for profit incorporated association established by a steering committee in 1994. It offered a workshop program to its 100 members, operating from a small room in the old Griffith Library from 1995 and employed its first part-time staff member in 1996.

Since then it has significantly increased in membership, supported by one full time and two part time staff members. The Centre has a higher membership rate per population than any other Writers Centre in Australia. With almost one thousand local and regional members, the Centre has supported writers and promoted writing for 15 years. It has provided employment for around 60 local and interstate writers each year as well as run programs and workshops to assist beginners, experienced writers, adults, youth, regional, indigenous, non-English-speaking-background, persons at risk, incarcerated persons, the aged and people with disabilities.

The Centre provides a diverse range of services, including a specialist library, workshops, manuscript assessments, assistance with self-publishing, and employment opportunities with third parties. It has also hosted festivals, organised pitching sessions with literary agents and publishers as well as benefiting members through alliances with local businesses. The Centre prides itself on being responsive to changing technology and demands.

Since 1998 the Centre has been located in Gorman House alongside other arts organisations, which provides opportunities for collaboration and greater community profile as well as low cost rent. The Centre has received five amounts of triennial funding from both the Australian Government and state/territory funding bodies in addition to raising funds through events, sponsors, and membership.

Market

The Centre's target audience for workshops is anyone interested in writing and books. They are generally well educated and interested in expanding their minds and skills. It is a unique market in that those who are on the supply side (e.g. an established novelist) can also be part of the ‘demand’ side (an audience member for a copyright or digital seminar or reading).
The Centre’s target market is aged 18-80, comes from a range of cultural backgrounds and includes:

· novelists
· poets
· non-fiction writers (auto/biography, memoir, history, essay, guide books etc)
· script writers
· editors
· journalists
· English and creative writing teachers/lecturers
· researchers
· illustrators 

· communications and media personnel.
The audience for the Centre’s literary events and readings is anyone interested in books and writing. They include:
· readers

· bookshop staff, library staff and visitors

· other literary groups and book clubs
· people who like new ideas, to meet authors and attend literary festivals
· visitors to cultural organisations.
In order to increase publishing, income and sponsorship opportunities, the Centre also needs to reach:

· potential advertisers for the Centre’s magazine and e-news bulletin
· literary agents
· bookshops, libraries
· publishers of books and journals
· embassies and cultural attaches.
Competitors

The Centre generally prefers to work in a spirit of collaboration with other organisations rather than create a competitive environment in a relatively small literary community.

This collaboration has been demonstrated with the South Coast Writers Centre and Regional Arts Officers through the Centre’s co-hosted regional programs offered since 2009; with the National Library of Australia (NLA) during the Biography Seminar held in September 2010; with the University of Canberra’s Writing Program through the Centre’s sponsorship of its annual Getting Published award and the First publication as well as the Centre’s annual on-campus visits. In 2009 the Centre co-hosted festivals with the Association for the Study of Australian Literature and the Museum of Australian Democracy. In 2010 we also collaborated with the Canberra Contemporary Arts Space to offer a zine fair, and with Belconnen Arts Centre to offer a Science Week poetry reading, with Tuggeranong Arts Centre to host a stunning artists’ books exhibition, and with the National Museum to offer a workshop for indigenous writers.
The Society of Editors has been approached and is willing to co-host grammar workshops for English teachers who must all now teach this subject as part of a new national curriculum. The Society will provide the tutor and we will provide the venue and employment for that tutor. The Society also has a newly developed national accreditation program for editors but they do not appear to have developmental courses for people who wish to attempt that accreditation. There is an opportunity for the Centre to run a series of workshops to fill this need. The Society could provide the trainers while the Centre could provide the administration in return for a percentage of the proceeds.

The Centre will no longer offer a literary festival of its own due to excessive demands on staff time. Manning Clark House offers the annual Festival of Ideas which features many writers, and the Centre has offered to assist with the organisation and promotion of this event.

The Centre will continue to collaborate with venues such as the Tuggeranong and Belconnen Arts Centres and national institutions. It is intended that the Centre will also work with ArtSound FM to broadcast the work of the Centre’s award-wining and shortlisted authors. 
On the other hand, the Centre may be in competition with the Canberra Continuing Education Centre (CCEC) which runs short courses in non-fiction and business writing. These are generally aimed at professionals whose employer is paying the fee. The Centre would like to have a role in this premium market and believe it can do so for a lower cost than the CCEC’s $495 per day fee. The Centre will host 1-2 writing workshops for public servants each year.
Previous Planning Period

Some highlights from the implementation of the Centre's last three year Business Plan include:

· 15% increase in self-generated income through the extension of the Invite-a-Writer employment brokering program to cover Indemnity insurance; the creation of New Territory Press (self-publishing and design assistance since the ACT has no local publishers); the introduction of Book Launch packages for writers; as well as attracting new sponsors for the Centre’s awards, for festival venue, equipment, accommodation, catering and media coverage 
· increased member and Centre profile through hosting six literary festivals with wide media coverage
· retaining valuable employees through increased skills training and increased job satisfaction due to an increase in working hours - generated through self-funded activities (e.g. New Territory Press, the Book Launch Package)

· upgraded software and equipment (Windows 7, laptop purchased, broadband internet to, data projector and screen installed in workshop room) a well as accommodation improvements provided by the Centre and Gorman House (three freshly painted offices, instant hot water system in kitchen, carpet and air-conditioning in workshop room) 

· Saturday opening hours 
· increased servicing of the Canberra region through collaboration with the South Coast Writers Centre and the Regional Arts Officers

· increase in communication with members and non-members (electronic magazines, weekly e-news and the new jobs bulletin) in an environmentally-friendly manner and at a reduced cost
· successful pilot of the Before I forget project for dementia patients in nursing homes

· successful pilot of the Artists’ Books exhibition with 60 entries from around the world and over 1,000 visitors
· successful implementation of ongoing fortnightly cartooning workshop for people with mixed abilities
· crucial involvement in the development of an EOI for, and auspicing of, Writing Australia, to ensure continued core funding for state/territory writers centres.
SWOT Analysis

A SWOT analysis undertaken in June 2010 underpins the development of this Business Plan. The following points were raised:

Strengths:

· staff expertise, commitment and enthusiasm
· reputation of the Centre and its programs
· Gorman House (proximity to city centre, other arts organisations, and fixed rent)
· existing alliances
· proximity to government and politicians

· Board skill sets and experience

· alliances with other states/territories
· multiyear funding from state/territory funding body

· database of 940 current and 1,400 lapsed members

· access to a range of quality workshop presenters

· being a states/territories writers centre

· inexpensive airfares between Canberra and other capital cities and New Zealand for 

travel by tutors and other participants.
Weaknesses:

· understaffed (2.6 staff is not enough to meet demand, complete tasks, cover leave, sickness and offsite meetings)
· reliance on grant funding
· size of workshop room limiting workshop income
· range of workshops limited by funding
· lack of tutor funding to support travel for the best tutors

· reduced Australia Council funds forcing reduction in services

· lack of available venues in Gorman House for the Centre’s events (due to markets and regular outside hirers) which forces us to host events offsite.
Opportunities:

· collaboration with other arts organisations (e.g. ArtSound) and tenants (e.g. Canberra Contemporary Arts Space) 
· collaboration with new partners such as bookshops, universities, wine producers, media and printers
· income from hire of the Centre’s facilities, space and equipment
· increase in bequests and donations

· fundraising events

· generation 'Y' seeking participation and unique experiences rather than spectator events
· proximity to embassies allows for co-hosting of events to showcase international writers
· emergence of new technology to host online courses, blogs, social networking, publishing and forums as well as to send e-news and media releases

· the size of the city allows for networking

· well educated population interested in books, ideas, libraries, film and writing

· publishers touring well-known authors nationally throughout the year

· possible participation in Writing Australia’s online courses
· centralised information provided by Writing Australia

· the Centenary project ‘showcase website’ will require a host organisation after 2013 and authors could be charged a fee
· larger premises available through the Centre’s partners for large workshops and events

· improvement/increase in nearby residential housing could generate more interest in the Centre’s activities and increase membership base
· collaborations with other Gorman House tenants to harness market audiences
· the Australia Arts Council’s three future strategies (increase reading by children, digital future, increase overseas markets) may provide project funding for the states/territories
· other funding sources (e.g. the Copyright Agency Limited is emerging as an alternative funding source for literature)
· increase use of volunteers and interns, (e.g. creative writing student from the University of Canberra).
Threats:

· loss of staff expertise

· change of government policies in relation to literature funding/loss of funding
· institutions with large budgets bringing in overseas and interstate writers for activities

· increase in online writing courses offered directly by interstate writers or organisations

· Canberra Continuing Education short courses under $200
· landlord becoming financially unstable or the premises not being maintained

· the speed of changes to printing and book industry 

· changes to free advertising/editorial policies in local papers/radio

· people opting to use leisure time differently.
Future

The aim for 2011-12 is consolidation to increase the Centre’s reserves.
The aim for 2013-15 is growth – in both income and membership. The Centre will aggressively explore additional value-add opportunities for additional sources of income through leveraged alliances, targeted fundraising, new sponsorship benefits, donations, bequests and more tailored classes of membership. The Centre will introduce strategies targeting opportunities unique to the ACT: the Embassies and High Commissions’ cultural spending and the varied political promotional opportunities.

The Board will undertake further strategic planning for the Centre’s longer term vision. 

Goals

The Centre's goals aim to build stability in the next two years, through strengthening its financial reserves and ensuring good governance, in order to provide a platform for longer term growth. In five years’ time, the Centre aims to be a dynamic organisation that meets the needs of its stakeholders and is recognised as the peak literary organisation for the ACT region.

Goal one:  Profile

Goal: To become the peak organisation for literature in the ACT region. 

Strategies

1. Expand distribution of membership and services information
2. Maximise print exposure through provision of information to the updated media list

3. Maximise radio exposure through broadcast of writers’ works on ArtSound
4. Ensure the Centre participates in discussions about literature, curriculum, and literacy

5. Increase profile through the Centre’s own and co-hosted public events
6. Ensure consistent branding (stationery, online, magazine, and signage).
Further details of the above strategies are outlined in the Marketing Plan at Attachment 7.

Key Performance Indicators

	Measure (KPI)
	2011
	2012
	2013
	2014
	2015

	Membership numbers
	5% increase
	5% increase
	5% increase
	5% increase
	5% increase

	Print media coverage 
	40 listings
	40 listings
	40 listings
	40 listings
	40 listings

	Radio coverage 
	10
	10
	10
	10
	10

	Consult with and provide advice to external organisations
	20
	20
	20
	20
	20

	Involvement in public events 
	10
	10
	10
	10
	10

	Stationery, signage, website, magazine
	New external sign
	New website
	Take over the ACT Writers’ showcase centenary website
	20th birthday edition of magazine
	Improve corporate logo and designs


Goal two: Member Services 
Goal: Enhance member services to better meet the needs of members (as per attachment Survey results and analysis).
Strategies

1. Maintain existing 12 user-pays services (monthly workshops, monthly FAW meetings and events, monthly magazine, weekly e-news, provision of meeting space for member groups, New Territory Press design service, manuscript assessment service, resource library, Invite-a-writer employment brokering, Book Launch service, and annual literary awards in five categories)
2. Introduce new services and events utilising the Centre’s existing facilities (such as the Writer in Residence Scheme where any established Australian writer can apply to be selected to stay in the Gorman House ArtSit for seven nights at the Centre’s expense in return for conducting a minimum two-hour Saturday workshop; or a visual poetry exhibition)
3. Introduce a new Research Award, valued at $400, the Centre’s annual array of literary awards (this would enable ACT regional writers who wish to conduct research in one of the major institutions in Canberra to pay a $10 entry fee to apply to be selected for a one week residency in the Gorman House ArtSit as well as having access to the Writers Centre’s library for workspace. The Gorman House Board would be approached to provide the free use of the ArtSit
4. Introduce new user-pays services (commercial hire of meeting room and facilities; writers’ studio space for hire; Research Residencies where writers can be accommodated in the Gorman House ArtSit; corporate workshops aimed at government, teachers and editors, etc)
5. Increase publication and/or broadcast of selected works by harnessing existing sponsor services and goodwill along with existing award-winning fiction and poetry (e.g. short fiction on toilet doors and in B2B magazine; poetry on bookmarks in bookshops; poetry on beer coasters in the Centre’s sponsor hotels; and fiction and poetry broadcast on ArtSound FM)
6. Seek and collect member feedback (through course evaluation forms, emails, and a biennial survey).
Key Performance Indicators

	Measure (KPI)
	2011
	2012
	2013
	2014
	2015

	Diversity of member programs
	maintained
	maintained
	maintained
	maintained
	maintained

	Workshop uptake (compared to no. places avail)
	85%
	85%
	85%
	85%
	85%

	Use of New Territory Press design service
	10 per year
	10 per year
	10 per year
	10 per year
	10 per year

	Use of Manuscript Assessment
	12 per year
	12 per year
	12 per year
	12 per year
	12 per year

	Use of Invite-a-writer employment brokering by employers
	10 per year
	10 per year
	10 per year
	10 per year
	10 per year

	Use of Book Launch package (catering, book sales and venue hire and insurance)
	5 per year
	5 per year
	5 per year
	5 per year
	5 per year

	New services introduced (including Research Residencies)
	2
	1
	1
	1
	1

	Publication achieved (including an annual anthology of members’ works)
	Poetry on toilet doors, B2B mag
	Anthology of winning entries
	100 word short fiction for Centenary year 
	Bookmark, drink coasters
	Anthology of winning entries

	Workshop course evaluation
	Collected and analysed
	Collected
	Collected
	Collected
	Collected and analysed

	Member feedback

(1) emails (2) member survey
	Collected
	Collected,

survey conducted
	Collected
	Collected, survey conducted
	Collected

	Membership growth
	5%
	5%
	5%
	5%
	5%


Goal three: Partnerships
Goal: Develop business sponsorships and community alliances in order to maximise audiences, gain mutually enhanced profile, leverage resources, and expand opportunities for members.

Strategies

1. Service and build on existing business sponsorships (e.g. Blue Star Print Group, Olims Hotel, Paperchain Bookstore, Z4 Wines, The Canberra Times)
2. Service and build on existing alliances and partnerships (e.g. University of Canberra, Canberra Contemporary Art Space, Gorman House, Belconnen and Tuggeranong Arts Centres, National Library)

3. Explore new partnerships and business alliances (e.g. ArtSound, Manning Clark House, Jane Austen Festival, Australian National University English Department, University of Third Age)
4. As a member of Writing Australia, formalise relationships with other Writers Centres regarding best practice, joint programs and annual meetings.
5. Utilise partnerships to implement new events and services (such as the Poetry on toilet doors project (where we collaborate with Blue Star Print Group and Gorman House; the Poetry on drink coasters project where we collaborate with Blue Star Print Group  and Olims and Diamant Hotel  and the Literature on Bookmarks project where we collaborate with Blue Star Print Group and local independent bookshops to produce book marks with a poem or short story on one side and the Centre's and Blue Star’s details on the other side.
Key Performance Indicators

	Measure (KPI)
	2011
	2012
	2013
	2014
	2015

	Number of existing business partnerships
	5
	6
	7
	8
	9

	Number of existing alliances/partnerships
	3
	4
	5
	6
	7

	Number of new sponsorships and partnerships
	1,1
	1,1
	1,1
	1,1
	1,1

	Number of partnered events (e.g. art exhibition, publication, workshops)
	5
	6
	7
	8
	9

	Benefit of alliances
	Analyse quantity and quality
	Analyse quantity and quality
	Analyse quantity and quality
	Analyse quantity and quality
	Analyse quantity and quality

	Value of sponsorships (cash and in-kind)
	$8,000
	$9,000
	$10,000
	$11,000
	$12,000

	Number of new projects (such as Poetry on coasters)
	1
	1
	1
	1
	1


Goal four: Staff 

Goal: To retain staff, ensure current and future staff members have appropriate skills, and provide succession planning

Strategies

1. Secure funding to ensure adequate staffing to meet growth in membership and demand for services 
2. Secure funding to pay staff, commensurate with responsibilities and awards

3. Ensure Human Resources policies and documents are current (including selection criteria, duty statements, recruitment processes, succession planning, contracts, awards, staff induction, performance reviews, Procedures Manual, etc).
Key Performance Indicators

	Measure (KPI)
	2011
	2012
	2013
	2014
	2015

	No staff resignations due to dissatisfaction with positions or wages
	0
	0
	0
	0
	0

	Reasons for staff turnover (wage, satisfaction, etc)
	Analyse and address
	Analyse
and address
	Analyse
and address
	Analyse
and address
	Analyse
and address

	Meet weekly demand for enquiries, bookings for workshops/seminars/literary events, memberships and sales 
	10 in person 100 online
20 postal
20 phone
	10 person
100 online
20 postal
20 phone
	10 person
100 online
20 postal
20 phone
	10 person
100 online
20 postal
20 phone
	10 in person 100 online
20 postal
20 phone

	Current duty statements, selection criteria, Procedures Manual 
	updated
	updated
	updated
	updated
	updated

	Performance appraisals for all staff
	annual
	annual
	annual
	annual
	annual

	Succession planning (including use of volunteers)
	update as required
	update as required
	update as required
	update as required
	update as required


Goal five: Governance

Goal: Demonstrate best practice governance through management practices, supporting documents and compliance.

Strategies

1. Strengthen Board skills (and enable the Centre to leverage these skills)
2. New members of Board given Induction Package and encouraged to attend any relevant governance seminars
3. Compliance with all legal and financial responsibilities of incorporated associations 

4. Compliance with all funding body requirements
5. Review and revise key governance documents annually
6. Board to plan, monitor and manage the Centre, its staff, finances and programs
7. Conduct an annual audit and comply with taxation requirements (e.g. maintain accurate accounts, maintain staff timesheets and entitlement records, maintain asset register, allow for depreciation, lodge Business Activity Statements, Group Certificates and superannuation, etc).
Key Performance Indicators

	Measure (KPI)
	2011
	2012
	2013
	2014
	2015

	Board composition 
	As per artsACT guidelines 
	As per artsACT guidelines
	As per artsACT guidelines
	As per artsACT guidelines
	As per artsACT guidelines

	Skills and knowledge of new Board members
	Induction package
	Induction package
	Induction package
	Induction package
	Induction package

	Constitutional and incorporated association requirements
	comply
	comply
	comply
	comply
	comply

	Funding body requirements
	Seek requirements and comply
	Seek requirements and comply
	Seek requirements and comply
	Seek requirements and comply
	Seek requirements and comply

	Governance documents 
	Annual review 
	Annual review
	Annual review
	Annual review
	Annual review

	Staff performance, financial reserves
	Annual review 
	Annual review
	Annual review
	Annual review
	Annual review

	Board meetings, staff and financial reports
	Bi-monthly 
	Bi-monthly
	Bi-monthly
	Bi-monthly
	Bi-monthly

	Compliance with taxation and audit requirements
	Annual audit and Group Certificates, quarterly BAS and super
	Annual audit and Group Certificates quarterly BAS and super
	Annual audit and Group Certificates, quarterly BAS and super
	Annual audit and Group Certificates quarterly BAS and super
	Annual audit and Group Certificates quarterly BAS and super


Goal Six: Financial Viability
Goal: To have sufficient funding from grants and other revenue sources to ensure the Centre’s continued ability to serve its membership in a changing landscape.

Strategies

1. Secure operational grant funding for next five years (from artsACT and from Writing Australia)
2. Build reserves of 20% of annual turnover

3. Increase income from membership through charging appropriate fees and restructuring membership levels
4. Harness appropriate opportunities for expanding and diversifying income sources (e.g. other grants, hire of facilities, advertising, sponsorship, donations, bequests, corporate workshops, partnerships, Invite-A-writer employment brokering, New Territory Press design service, online webinars and publications, product sales).
Further details of the above strategies are outlined in the Marketing Plan at Attachment 7.

Key Performance Indicators

	Measure (KPI)
	2011
	2012
	2013
	2014
	2015

	Total grant funding (Fed and state total of $152,000 in 2010)
	Around $185,000
	Around $190,000
	Around $195,000
	Around $200,000
	Around $200,000

	Cash reserves (e.g. $12,500 would be 5% of our current annual turnover of $250,000)

	5% of annual turnover
	8% of annual turnover
	10% of annual turnover
	15% of annual turnover
	20% of annual turnover 

	Revenue from membership (e.g. $36,000 in membership fees would be 14% of our current $250,000 turnover)
	14% of total income
	15% of total income
	16% of total income
	17% of total income
	18% of total income

	Diversity and value of self-generated income sources (e.g. $80,000 of self-generated income is 32% of our current annual turnover of $250,000)
	28% of total income
	30%
	35%
	40%
	45%


Attachments

1. Artistic Program

See Artistic Program 2011
2. Marketing Plan

See Marketing Plan 2011-2015
3. Financial Plan

See Budget 2011 (including Draft Budget 2012-2015)
4. Management

See Governance Strategies and Policies
5. Risk Management

See Risk Management Strategy
6. Member Survey

See Survey Results and Analysis document
7. Stakeholders
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