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This toolkit module allows two or more 

organizations representing both the arts  

and education sectors to follow a step 

by step process for designing, running, 

evaluating and sustaining a program based 

on the ArtsSmarts approach to teaching and 

learning, as outlined in the pages ahead.

An organization that has acquired an 

understanding of our approach and wants to 

advance its use in its community assumes the 

role of lead partner, and becomes the catalyst 

for creating a partnership with one or more 

other organizations. It is this partnership 

that collectively creates a vision of what is 

possible, and collaborates on developing a 

plan, managing a program and sharing those 

outcomes that will build the partnership over 

time, both internally and with others.

Designing  
Your  
ArtssmArts 
ProgrAm 

Please Note: All resource documents have been highlighted in red for ease of 
reference and can be found in electronic format for download from the Toolkit 
Resources section on the ArtsSmarts Open website (www.artssmartsopen.ca). 

For orgAnizAtions

Module One
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ChArACteristiCs oF  
An ArtssmArts ProgrAm

• Empower students, artists and teachers – students are empowered to take 

ownership of their own learning, to be confident in their abilities, to take 

pride in their achievements, and to feel that they belong in their school. 

Artists and educators are empowered through collaboration, sharing 

practices and experiences that enrich their instructional repertoires, and 

through supporting each other in dealing with ongoing challenges in this 

new way of teaching and learning.

• Focus on student engagement – increased student engagement leads to 

deeper understanding and active participation in building new knowledge,  

and is a key outcome of ArtsSmarts programs.

• Focus on 21st century competencies – we have developed a set of six core 

competencies that serves as key outcomes for students participating in 

ArtsSmarts projects. These are to be creative, expressive, active, inquisitive, 

collaborative, and inclusive.

• model and support partnerships – teachers, artists, schools, arts and 

community organizations, universities and government agencies together 

develop new relationships, respect multiple perspectives and knowledge, 

and develop strategies and practices to improve teaching and learning. 

Each organization retains its autonomy and identity while leveraging the 

strengths (skills, expertise, and reputation) of those associated with  

the partnership.

• Enhance professional learning for all – opportunities for professional 

learning are ongoing and embedded in the program design. Programs 

support learning not only for students, but also for artists, teachers  

and organizations. 

• Act as a catalyst – change in teaching and learning comes through shared 

experience-based research. 

• Demonstrate local design and flexibility – using organic process in 

program development and implementation allows participants to adapt 

an ArtsSmarts approach to their environment and needs without the 

imposition of pre-made lesson plans.

• Build capacity and sustainability – present and future success rely on the 

knowledge, practices, products, and experiences developed through the 

planning, implementation, and evaluation of ArtsSmarts projects.
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1 mAP the CommunitY

2 BuiLD the PArtnershiP 

3 DeVeLoP A PLAn

4 mAnAge the ProgrAm

5 shAre the KnowLeDge

stePs to  
Designing  
Your  
ArtssmArts  
ProgrAm:
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Before initiating an artssmarts program, it is helpful to have a clear sense of 

what the needs and priorities are for learners in your school, school districts 

and community, and to consider how an artssmarts program will benefit 

them. mapping the community will help you assess the current situation by 

considering factors both within and outside your own organization in order 

to determine existing community assets and capacity. start by creating a list 

of the arts and learning programs already taking place in the schools in your 

community and see what is currently underway in arts organizations. this list 

will help you to determine what type of support is already available, if there 

are existing collaborations between these organizations and their programs, 

and who the potential partners might be.   

Undertaking one or more of the following steps can help to complete  

your research:

• tap into the knowledge of the key people at the school board level; these 

might include special needs, student achievement or engagement officers, 

equity or arts consultants, and researchers.

• Phone government departments that are addressing arts and/or 21st 

century learning as part of their mandate and find out what activities  

they are involved in, including what partnerships they may have created.

• Contact funding agencies such as arts councils or foundations to see  

if they are supporting learning programs.

• Contact private sector leaders who may have involvement or expertise in 

developing or supporting programs. 

• undertake a search on arts and learning through the internet.

• undertake a search for local arts organizations and review what learning 

programs they may already have in place.

 

Desired outcomes of the mapping:

• an inventory of the existing local creative programming activities  

within arts, education, and within the community.

• a ranking of the most valued aspects of arts and learning in the  

community and the reasons why people place a high value on  

these aspects.

• an inventory of the existing financial and human resources available  

to support a program.

• a roster of potential partners.

Tips and HinTs

Tips & Hints for Mapping  
the Community

•	 Share	your	research.

•	 Test	it	against	diverse	perspectives.

•	 Collect	feedback	and	insights.

•	 Identify	areas	of	common	interest.

•	 Involve	potential	partners	early	in		
the	process.

Key QuesTions

Key Questions to ask When Mapping  
the Community

•	 Who	do	we	already	have?

•	 What	do	we	already	have?

•	 What	are	we	already	doing?

•	 What	is	working	and	where?

•	 What’s	missing?

steP 1

mAP the  
CommunitY
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Tips and HinTs

Tips & Hints on preparing for 
partnership

The merging of differing institutional 
cultures isn’t easy. Here are some tips to 
keep in mind:

•	 Choose	your	partners	carefully.

•	 Ensure	that	all	participating	
organizations	are	clear	about	the	
purpose	of	the	partnership	and	that	
the	purpose	serves	each	participating	
organization’s	interests.

•	 Acknowledge	each	partner’s		
individual	contribution.

•	 Openly	express	any	assumptions		
you	may	have.

•	 Look	for	common	ground.

•	 Stay	open	to	new	ideas.

•	 Articulate	roles	clearly.

•	 Set	reasonable	expectations.

steP 2

BuiLD the  
PArtnershiP

artssmarts partnerships are an important vehicle for building a culture of  

shared resources among diverse sectors to support and sustain your artssmarts 

program. the basis for these partnerships is collaboration, or the belief that 

working together is more effective than working in isolation. this approach  

allows local and provincial arts organizations and other government, private  

sector, and community partners to develop stable, long-term relationships with 

schools, school districts, and ministries to effect transformative and sustainable 

change in public education. this section lays out a step-by-step process for 

building an effective and sustainable partnership within your community.

 The following characteristics define ArtsSmarts partnerships:

• Partners have shared goals that ultimately result in enhanced student  

learning – different members of the partnerships may have complementary  

or subordinate goals, but improved student learning is the essential  

measure of good partnerships and a good program.

• individual partners’ own goals are met – successful partnerships serve  

each organization’s interests.

• Partners respect each other’s organizational cultures – diversity of experience, 

resources, and ways of working can enrich the collaborative initiative.

• Partners assume a shared sense of ownership in the program – while each 

partner’s intensity of engagement will vary over time, each partner needs  

to feel that the program belongs to them. 

• leadership is shared – sometimes multiple leaders are required to  

assume specific aspects of large projects. often leadership evolves to  

reflect changes in the program’s priorities or fluctuations in the capacity  

of partners to take a leading role.

• The partnership is creative – partners think outside the box, combine  

existing resources in innovative ways, and create learning opportunities  

that did not previously exist. 

• The partnership is resilient – when the foundations of the partnership are  

built on shared values and goals, agreements are written, communications  

are frequent, problems are confronted, and the focus is kept upon the  

students’ well-being.

• Partner institutions learn and change – in the best partnerships  

participating schools and agencies learn new skills, acquire new creative 

vocabularies, think more like artists, and are changed as a result.

Forming ArtsSmarts partnerships will benefit your organization by:

• increasing access to funding.

• establishing communication with diverse organizations, sectors or competitors.

• expanding your network of professional contacts and colleagues.

• maximizing the efficiency and effectiveness of human and financial  

resources within your organization.

• improving satisfaction among your program participants.
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stePs to BuiLDing  
A PArtnershiP:

i. iDentiFY PArtners

ii. mAKe the Commitment

iii. CreAte A Vision together

iV. ALign Your AgenDAs

V. iDentiFY gAPs AnD 
BArriers

Vi. Determine roLes AnD 
resPonsiBiLities

Vii. estABLish A memorAnDum 
oF unDerstAnDing

i. iDentiFY PArtners
once you have mapped your community and identified potential partners, it is time to hold one or more exploratory 

meetings to determine with which organizations you should build a partnership. 

•	 Invite	diverse	
groups

•	 Clarify	the	purpose	
of	meeting

•	 Offer	an	open	space	
for	discussion

•	 Conduct	a		
mapping	exercise

•	 Align	agendas
•	 Ask	critical	questions
•	 Get	buy	in
•	 Determine	roles		

and	responsibilities

•	 Lead	Partners	
identified

•	 MOU	between	
partners	created

•	 Shared	vision		
is	defined

HosT a  
MeeTing

aT THe  
MeeTing

desired 
ouTCoMes
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in planning your meeting, consider… 

• inviting 8-15 people from different sectors who have different 

backgrounds, interests, and abilities. 

• including youth, artists, and educators who the partnership will  

effect directly. 

• Picking people with a commitment to the idea of partnering and  

those who can make a contribution. 

When thinking of the people you’d like to gather around the table,  

consider inviting the following representatives: 

Desired outcomes of the Exploratory meeting: 

• intentions, assumptions, levels of commitment, and individual goals  

are expressed.

• Committed partners are identified.

• lead partner is selected.

• dates are set for meeting and collaborating on the next steps in both  

defining the partnership and developing the program.

inFlUEncErS

+ 
imPlEmEnTErS

+
inSTrUcTionAl  
lEADErS

+
BEnEFiciAriES

Key QuesTions

Key Questions to ask When  
identifying partners 

Consider asking some of the  
following questions during your 
exploratory meeting(s): 

•	 What	is	each	potential	partner’s	
primary	goal	or	reason	for	being	part	
of	the	initiative?	

•	 How	important	is	this	initiative	to		
you	and	to	your	organization?

•	 What	would	be	the	function	and	
structure	of	the	partnership?

•	 Could	we	actually	work	together		
as	organizations	and	as	individuals?

•	 Is	there	a	willingness	to	share	
authority,	credit,	and	responsibility?

•	 Who	might	own	which	part	of		
the	endeavor?	

•	 Is	there	interest	in	contributing	
resources	to	the	partnership?	If	so,	
what	type?

•	 What	are	the	possible	sources	of	
funding	to	support	the	program?

•	 Do	we	need	to	include	all	the	potential	
partners	for	this	endeavor	to	happen?	

•	 Are	we	missing	key	people		
or	organizations?

•	 Who	will	assume	the	responsibility		
of	lead	partner?
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Key QuesTions

Key Questions to ask Before 
Committing to a partnership

•	 Are	you	prepared	to	share	the	risks,	
responsibilities,	and	benefits	of		
the	partnership?

•	 Do	the	benefits	of	partnership	out	
weight	the	risks?

•	 Should	the	partnership	proceed,	do	
you	have	the	necessary	financial	and	
human	resources	to	contribute?

•	 How	will	you	ensure	that	power		
is	equally	distributed?

•	 Do	partners	represent	more	than		
one	sector?

Tips and HinTs

Tips & Hints for Creating a Vision

•	 Engage	a	professional	facilitator		
to	lead	your	visioning	exercise.

•	 Give	yourself	ample	time	for	the	
exercise	(at	least	3	hours).

•	 Create	a	safe	and	sharing	environment.

•	 Spend	time	only	with	the	questions	
that	are	meaningful	to	your	team.

•	 Pull	out	common	themes.

•	 Provide	everyone	with	an		
opportunity	to	tackle	questions	and	
share	responses.

ii. mAKe the Commitment
once partners are identified through an exploratory meeting, they will 

need to make a commitment to working together. People become and stay 

involved in partnerships when they:

• understand and support the cause/purpose of the partnership.

• Can see how they can benefit and/or help.

• trust the motivation of all the members involved.

• understand how their organization will participate.

• understand how the partnership will be supported by their organization.

• Feel they have skills to contribute.

• Have the time, interest, and desire to participate.

iii. CreAte A Vision together
a shared vision provides the focus and incentive that will compel individuals 

and organizations to move forward on an idea together. a visioning 

exercise provides the starting point for a partnership to formally consider 

its goals and vision for a program and gives each partner an opportunity to 

contribute to how this program is shaped. Formulating a vision statement is 

the primary purpose of this shared brainstorming exercise. Working through 

the following questions will help you articulate your vision:

• What do we want to achieve? in the short-term? and in the long-term?

• What is our unique contribution to this work?

• Who affects the direction of our work and how will we work with them?

• What goals and objectives can we set to move us towards fulfilling  

this vision?

• Who are our communities and how do we work with them?

• Who are our leaders and collaborators? 

• Who is going to use this vision and how?

• What is each individuals’ and organizations’ role in achieving this vision?

• What are our collective values that support this vision?
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after having agreed on a simple statement that captures your  

partnership’s vision, you will need to assess how close you are already  

to achieving this vision.

For example, the artssmarts vision reads as follows:

 “ArtsSmarts will transform the state  
of Canadian public education so that  
all young people are equipped with the  
creative capacities and competencies  
they need to experience ongoing success  
in learning and life in the 21st century”.
For further reading on vision setting see Peter senge’s The Fifth Discipline 
Fieldbook (Crown Business, 1994).

Key QuesTions

Key Questions to Help you assess your 
position in relation to your Vision

•	 What	is	our	partnership’s	role	in	
creating	and	achieving	this	vision?

•	 What	forces	are	currently	affecting	our	
ability	to	achieve	this	vision?		
What	changes	are	we	going	through?

•	 Who	or	what	influences	what		
we	value?

•	 What	aspects	of	our	partnership	
empower	people	to	act	towards	the	
vision?	What	aspects	might	hinder	
people	in	achieving	the	vision?

•	 What	do	we	know?	What	don’t	we	
know?	And	what	do	we	need	to	know?



10   artssmarts toolkit: module one

iV. ALign Your AgenDAs
once you have created a frame for what an artssmarts program will look like 

in your community, it is time to start work on aligning the various agendas 

present in your partnership. some useful steps to achieve this task are to:

• discuss individual partner hopes and expectations for the partnership.

• determine where partner agendas overlap and diverge.

• unify overlapping agenda items by using common language.

• identify strategies to address concerns and divergent agenda items.

• agree on what agenda items will remain part of the partnership and  

which will remain outside the partnership. 

• articulate desired outcomes.

Key QuesTions

Key Questions to ask When aligning 
your agendas

•	 What	does	each	of	us	hope	to	get	out		
of	this	partnership	for	ourselves	and	
our	organizations?

•	 Where	are	the	commonalities	between	
these	hopes	and	expectations?	Where	
are	the	differences?	

•	 What	language	will	help	express	our	
common	expectations	in	a	unified	
manner?	What	words	and	phrases		
can	we	use?	

•	 How	critical	are	the	divergent	hopes	
and	expectations	to	our	selves	and	our	
organizations?	Is	it	important	that	the	
partnership	address	them?	If	yes,	how	
will	we	address	these	concerns?	

•	 How	do	we	take	these	common	hopes	
and	expectations	and	translate	them	
into	a	set	of	desired	outcomes	for		
the	partnership?

Tips and HinTs

Tips & Hints for aligning your agendas

•	 Engage	a	professional	facilitator	to	
assist	you	with	this	task.

•	 Create	a	safe	and	sharing	environment.	

•	 Provide	everyone	with	an		
opportunity	to	tackle	questions	and	
share	responses.

•	 Keep	focused	on	the	task	and	the	
issues	–	avoid	making	the	
	discussion	personal.

•	 Keep	the	vision	in	mind	as	you	move	
through	this	task.	Let	it	help	guide		
the	discussion.

•	 Recognize	that	the	partnership	and		
the	program	won’t	solve	every	problem	
for	every	partner	–	some	agenda	items		
will	be	better	served	outside		
the	partnership.
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V. iDentiFY gAPs AnD BArriers
the next step in building the partnership is to identify any potential 

limitations and roadblocks as well as solutions for how these can be bridged.

steps to be taken here are to: 

• Prioritize gaps and barriers.

• determine potential interventions based on existing resources.

• Brainstorm how to coordinate and distribute resources and responsibilities.

• determine what to let go.

Vi. Determine roLes AnD 
resPonsiBiLities
effective artssmarts programs and partnerships require a structure and 

process with clear roles and responsibilities. When you are discussing roles 

and responsibilities, it may be helpful to determine the various levels of 

engagement that your partners will have in the program. 

the table below identifies four key levels of engagement.

Key QuesTions

Key Questions to ask When  
identifying gaps and Barriers

•	 How	close	is	our	current	situation	to	
our	vision	and	agenda?	What	elements	
of	the	situation	align	with	our	vision	
and	agenda?	And	which	ones	are		
not	aligned?	

•	 For	the	elements	that	don’t	align	
with	our	vision	and	agenda,	how	
important	is	it	that	we	address	them?	
Will	not	addressing	them	stop	us	from	
achieving	our	vision,	hopes,	
and	expectations?	

•	 For	those	elements	that	we	define	
as	important	to	address	(our	gaps	
and	barriers),	which	ones	are	the	
most	important?	Which	ones	are	less	
important?	Which	ones	are	the		
least	important?	

•	 What	actions	do	we	need	to	take	
to	address	each	of	these	gaps	and	
barriers?	Who	will	address	them?	
With	what	resources?	

•	 How	will	we	know	when	the	gap	
or	barrier	has	been	adequately	
eliminated?	What	does	a	successful	
result	look	like?	

Key QuesTions

Key Questions to ask in setting roles 
and responsibilities

•	 If	an	activity	does	not	have	at	least		
one	responsible	role,	how	does	the	
work	get	done?	

•	 If	there	is	more	than	one	person	
responsible,	is	there	an	overlap		
of	work?

•	 Will	there	be	delays	in	decision-
making	because	too	many	people	are	
accountable	for	or	consulted	on	a	
particular	issue?	

•	 If	there	are	no	consulted	roles,	does	
this	then	leave	the	decision	making	in	
the	hands	of	one	person?

RESPONSIBLE Those	who	do	the	work	to	achieve	the	goals	set		
out	for	the	program.

ACCOUNTABLE Those	who	are	ultimately	answerable	for	the	program;	
usually	those	with	fiduciary	responsibility.

CONSULTED Those	whose	opinions	are	sought	and	with	whom		
there	is	two-way	communication;	typically	subject		
matter	experts.

INFORMED Those	who	are	kept	up-to-date	on	progress,	often		
only	on	completion	of	the	program	deliverables,	and		
with	whom	there	is	only	one-way	communication.
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The role of the lead Partner: 

although all partners should take ownership of the program, the lead 

Partner’s role is to lay the groundwork and communicate with others to  

build a common vision for action. the lead Partner must be capable of:

• Holding fiduciary responsibility and being accountable to funders.

• Coordinating the partners and resources that are needed to plan and 

implement an artssmarts program.

• operating across the range of competencies outlined in the memorandum 

of understanding (mou – described in the next step).

• Helping individuals keep focused on the big picture.

• remaining positive and not getting discouraged by potential setbacks  

and the unexpected.

• identifying and building on community capacity.

• making difficult, strategic decisions when necessary.

• timing actions so that they support and reinforce rather than compete.

• keeping community members motivated and connected.

• ensuring community ownership remains strong by communicating and 

celebrating results.

• letting go as interest, energy, and awareness is generated and others  

step forward to take on more of the work.

• making sure that the program belongs to the whole partnership, not  

to just one individual or organization.

• Collecting assessments and related documentation to evaluate programs 

across the partnership. 

remember…

• You do not have to be the source of all knowledge, skills and abilities.

• You do have to take initiative while being open to the ideas and  

talents of others.

• this leadership role may change over time.

• all partners should take ownership for the program.

Key QuesTions

Key Questions a Lead partner should 
ask Themself to prepare for their role

•	 What	strengths	do	I	and	others		
bring	to	the	role?

•	 What	challenges	may	be	faced	in	
carrying	out	this	responsibility?		
Can	I	respond	to	them?	How?

•	 What	is	needed	to	prepare	for		
a	program?

•	 What	are	the	expectations	of	the	
partnership	in	terms	of		
delivering	results?

•	 Is	my	organization	willing	to	accept	
fiduciary	responsibility	for	an	
ArtsSmarts	program?	If	so,	are	there	
adequate	financial	and	administrative	
systems	and	supports	in	place?	If	not,	
what	other	possibilities	are	there	in	
my	community?
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Key QuesTions

Key Questions to ask When Creating a 
Memorandum of understanding

•	 Does	the	MOU	state	how	the	
partnership	will	be	structured?

•	 Does	the	MOU	cover,	at	a	minimum,	
the	purpose	of	the	partnership,	
membership	criteria	and	rights,	and	
the	decision-making	processes	that	
will	be	used?

•	 Are	the	partners	familiar	and	
comfortable	with	the	contents	of	the	
MOU,	or	was	it	drawn	up	to	satisfy	
some	external	demand,	such	as	a		
grant	requirement?

•	 Have	the	boards	of	directors	and	the	
executive	directors	of	the	partner	
organizations	approved	the	MOU?		
If	not,	why	not?

Tips and HinTs

Tips & Hints for Creating a 
Memorandum of understanding

•	 You	don’t	have	to	start	from	scratch	
(See	the	example Memorandum  
of understanding).

•	 You	don’t	have	to	use	very	formal	or	
legal	language.	The	MOU	is	an	internal	
agreement	among	the	partners	and	
should	be	expressed	in	clear,	
simple	language	that	everyone		
can	understand.

•	 Do	be	thorough.	Think	through	every	
right,	responsibility	and	eventuality;	
be	detailed	in	describing	your	decision	
making	process.	

•	 Answer	the	question	“what	do	we	do	
when	it	all	goes	wrong?”	Be	prepared	
to	include	a	clause	that	addresses	
conflict	resolution.

•	 Your	MOU	can	be	time	dependent	(e.g.	
last	for	only	one	school	year)	or	open-
ended.	Either	way,	be	sure	to	review	
the	document	on	a	regular	basis	to	
ensure	it	is	still	relevant	and	enacted.

•	 Your	MOU	is	a	living	document.	It	can	
be	revised	and	amended	as	necessary.	
Just	be	sure	that	all	the	relevant	
partners,	their	board,	and	their	staff		
are	aware	and	involved	in	the		
revision	process.	

Vii. estABLish A memorAnDum  
oF unDerstAnDing (mou)
the development of a memorandum of understanding (mou) is a significant 

step in the partnership’s development. it states the commitment of the 

parties to work together. 

the most important sections of any mou include:

• rights and responsibilities of the partners.

• naming of a lead partner, if any. 

• Process for making major decisions.

• Criteria for including additional partners.
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now that you have established a solid partnership, with one or more other 

organizations, created a vision for the program, and signed a memorandum 

of understanding, you are ready to develop a realistic plan for action. a 

program plan clearly identifies and charts the relationships among needs and 

program activities, expected outcomes, and expected impacts (goals), and 

will help guide the set-up, implementation, and evaluation of the program. 

Your program plan is your path towards achieving a long-term impact.  

the program’s scope and scale is the framework that determines the 

program activities. together they constitute the steps that should lead you 

to your ultimate goal. the short-term outcomes are check points along the 

way that help you measure your success towards achieving your vision. 

i. Determine Your neeDs
although the primary goal of all artssmarts programs is to improve student 

learning, you will be designing your program according to the needs of both 

the learners in your community and those of your partners. the mapping 

exercise at the beginning of this module should have helped you determine 

common needs, hopes, and expectations within your community and partner 

organizations. once the partnership has agreed upon these needs, hopes, 

and expectations and their priority, you can begin addressing them through 

program activities. these activities will lead you to achieve your outcomes 

and ultimately create the desired long-term impact. 

For example, an existing artssmarts partnership in ontario is operating 

in an area with a high immigrant population, where issues of equity and 

inclusion are on the agendas of various organizations and within the school 

community. this partnership therefore decided to focus their program and 

support on student-led and artist-teacher facilitated inquiries concerning 

race and cultural diversity. the partnership is composed of the municipality, 

the school board, various arts institutions and organizations, as well as a 

multicultural centre. 

steP 3

DeVeLoP A 
ProgrAm PLAn 

stePs to DeVeLoPing  
A ProgrAm PLAn: 

i. Determine the neeDs 

or ConDitions thAt You 

intenD to ADDress

ii. iDentiFY the Long-term 

goALs You hoPe  

to AChieVe

iii. sPeCiFY whAt short-term 

outComes wiLL oCCur 

As A resuLt oF Your 

ProgrAm

iV. Determine the  

sCoPe AnD sCALe oF 

ProgrAm ACtiVitY
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ii. iDentiFY Your Long-term goALs 
the goal of all artssmarts programs is to improve student engagement  

and the acquisition of 21st century skills. in addition to this over-arching 

goal, you will need to identify the desired long-term impacts of your specific 

program. ideally, your program should be striving to resolve, mitigate or 

bring greater understanding to issues identified in your mapping exercise, 

way back at step 1 of this module. 

keep in mind that your outcomes should be s.m.a.r.t. (specific, measurable, 

attainable, realistic, and timely).

examples of s.m.a.r.t. outcomes include:

• 50% increase in student engagement within three years.

• 30 % reduction of incidences of disruptive behaviour within  

three years.

• 15 % reduction in dropout rates within three years.

• 20% increase in community participation in school activity  

within three years.

• 50% increase in teacher-artist team comfort levels with  

addressing disruptive behavioral issues in the classroom by  

the end of the program.

iii. set short-term outComes
now that you have articulated your long-term goals, you will need to identify 

short-term outcomes (or milestones) to be achieved during the unfolding of 

an artssmarts program. these milestones should be designed to help you 

maintain and evaluate your progress towards the long-term program goals, 

and will help determine how you can adapt your program plan accordingly 

as you go. once you have identified these milestones,  

you can plan the activities that will lead you there. 

For example, if one of your long-term goals is to increase community 

participation in school activity, a milestone might include a fixed attendance 

target for a school exhibition and performance of student work created 

within an artssmarts program, and a series of steady increases year over 

year until you reach your desired target rate of participation.

iV. Determine the sCoPe AnD  
sCALe oF ProgrAm ACtiVitY
the scope and scale of your program will be determined by a number of 

factors, including the intensity of need in your community, the expression  

of your long-term goals, the resources available to the partnership, the 

make-up of your partnership, and where your partnership falls on the 

artssmarts Program scale. the broader your level of questioning, the 

broader your scope and scale will be. in the initial phases of a partnership, 

program activity may be limited to a few pilot projects in select schools. 

as partners become familiar working within the artssmarts approach, the 

scope and scale of their projects grow and programs expand to more than 

one school district in a community, engaging entire schools, and involving 

multiple artists in multi-year programming. 
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ArtssmArts ProgrAm sCALe 

Pilot	projects	in	selected	
schools
Open	call	to	arts,	education	
and	community	
Organizations	apply	
for	support	to	carry	out	
projects	in	a	few	schools

Program	expands	to	more	
than	one	school	district		
in	a	community	
Open	call	to	arts	
education	and	community	
organizations 

System-wide	program	that	
is	integrated	into	school	
district	improvement	plans
Program	is	managed	within	
the	ministry	of	education	
or	culture	as	one	of	the	
strategies	to	improve	
student	learning
Program	is	an	adopted	
approach	to	learning	for	
arts	organizations
Program	is	an	adopted	
strategy	for	21st	century	
teaching	and	learning

example 1
the lead partner and initiator of an artssmarts program is a local arts 

organization, whose program scope is focused on under-serviced schools. 

in consideration of its available resources, partner interests and time 

constraints, the organization has chosen to limit the scale of the program 

to implementation at only a few under-serviced schools in its region. 

alternately, the partnership could increase the scale of the program by 

working with one or more school boards, with whom they would collaborate 

on professional learning and research leading to program development for 

implementation by the boards at a larger number of under-serviced schools. 

example 2 

the lead partner is a school board, whose program scope is students in 

grades 7 to 12, who are at risk for dropping out of school. in this case the 

school board may want to scale up the program over time, starting with 

one or two schools to test and develop a successful program. in subsequent 

years, it may implement the program in all the alternative high schools in  

the board. 

example 3
Programs led by provincial arts organizations or ministries have the capacity 

to be broader in scope and scale. For example, in nova scotia, the art 

Gallery of nova scotia (aGns) works in partnership with the nova scotia 

department of tourism, Culture & Heritage, the nova scotia department of 

education and the office of african nova scotian affairs under the name 

artssmarts nova scotia. the program scope is primarily rural residents 

who have not had sufficient opportunities to access the activities of their 

provincial gallery. the scale is province-wide, facilitated by a network of 

regional partners. 

artssmarts has developed the Program Planning and documentation Guide to 
help you work through your plan. to help you articulate your long-term impact, 
gauge where you are now and where you want to be in program planning, use the 
organizational Planning and evaluation rubric.

Key QuesTions

Key Questions to Consider When 
determining scope and scale

•	 What	is	the	level	and	intensity	of		
need	for	our	program?	

•	 What	are	our	long-term	goals	and	how	
do	they	address	this	need?	Are	our	
vision	and	long-term	goals	expressed	
in	a	broad	manner,	or	are	they		
targeted	and	focused?	

•	 What	resources	(time,	funds,	people,	
expertize)	can	our	partners	bring	at	
this	time	to	meet	this	need?	

•	 How	aligned	are	we	in	our	partnership	
agenda	and	vision?	Do	we	need	time	
to	test	our	partnership	on	a	smaller	
program?	Or	are	we	confident	we	can	
work	together	successfully	on	a		
larger	program?

•	 How	far	does	our	partnership	reach?	
Can	we	reasonably	cover	the	areas	that	
we	want	to	address?	Or	do	we	need	to	
scale	back	our	ambitions?	Do	we	need	
to	look	at	adding	another	partner	to	
help	us	extend	our	scope	or	scale	up?	
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once you have developed your program plan, set out the goals, and  

determined your scale and scope of work, you are ready to undertake  

the program operation and management. 

i. iDentiFY An ArtssmArts  
ProgrAm CoorDinAtor 

successful artssmarts programs dedicate a person from one of the partnership 

organizations to be responsible for coordinating the artssmarts program. if  

no existing staff person within the partnership members is identified as having 

the skill set and time to take on this role, a new person must be hired, usually  

on a part-time basis to start. this person is ideally a creative professional with:

• three years of experience working in the cultural sector.

• a deep understanding of arts-based learning, reflective practice, inquiry-

based learning and the notion of students as co-constructors of learning.

• experience teaching and learning across the curriculum.

• extensive knowledge of the local creative and cultural sector.

• experience developing long-term partnerships.

role of the Artssmarts Coordinator:
the artssmarts Program Coordinator administrates and manages the 

partnership and program plan, and functions as a resource and catalyst  

for multiple artssmarts projects. He/she is responsible for:

• managing budgets and funding proposals.

• managing the selection of projects.

• liaising between artists-teacher teams and the program.

• Coordinating training sessions for the use of artssmarts research and 

assessment tools.

• soliciting and compiling student evaluations and other data.

• reporting to their partnership, and sharing documentation and research  

with the artssmarts national office and larger artssmarts network.

• attending and presenting research at the annual artssmarts  

knowledge exchange. 

• advising schools interested in designing projects.

• seeking out collaboration and engaging dynamically in partnerships  

with a wide range of creative partners.

• introducing new and possibly contentious ideas that push teachers  

and artists out of their comfort zone to challenge and question  

established practices.

• identifying and coordinating professional development opportunities  

for teachers and artists.

• encouraging the active involvement of teachers in the use of a broad  

range of research tools.

• leading and influencing practice as part of a national networked  

learning community.

steP 4

mAnAging  
the ProgrAm 

stePs to setting 
uP the ProgrAm 
oPerAtions AnD 
mAnAgement:

i. iDentiFY An 

ArtssmArts ProgrAm 

CoorDinAtor

ii. seCure FunDing

iii. CreAte oPPortunities 

For ProFessionAL 

DeVeLoPment

iV. eVALuAte imPACt
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ii. seCure FunDing 
most funding for artssmarts programs is found locally, beginning with 

resources available through the various program partners. Provincial 

ministries can be a source of funding through initiatives aimed at school 

improvement, stay-in-school strategies, and violence prevention. school 

boards have their own foundations that might be able to provide funding. 

Funds from government, private foundations, local businesses and 

corporations, and other community organizations may also be available. 

return to the results of your community mapping for ideas and inspiration  

of where to seek funds.

You might consider approaching school districts as well as Parent advisory 

Committees at individual schools to inquire about funding opportunities. 

additional sources of funding might include the Curriculum Foundation, 

the lowe’s toolbox for education as well as your local arts Council; rotary, 

lions, kiwanis or women’s club; Chamber of Commerce or awesome 

Foundation. Visit their websites for application details. 

there are many models of funding programs; each differ according to 

community and partnership resources. You will need to identify and 

implement a program funding model that works for your partnership – both 

at the start-up phase, and as you move towards long-term sustainability. 

what You should include in Your Application for Funding:
• the artssmarts mission and vision.

• organization/school name.

• Contact person’s name with telephone number and email address.

• organization/school address, telephone number, email address, and  

website address.

• Project description – about 2 pages; if it is requested, keep to the  

required word count:
o Brief description of the project.
o Project timeline.
o number of students, teachers, and artists involved.
o Grade level of students.
o discipline(s) artist(s) will be working in.
o description of a past artssmarts project, Big (inquiry) Question, 

curriculum connections, and/or student/teacher/artist testimonials.  
o description of barriers to learning in your organization.
o identify if your school is in a designated at-risk community or  

priority neighbourhood.
o Project costs, other sources of support, and contingency plans  

if you do not receive the requested funding. 
o Plans for managing the budget.

our friends at art reach toronto have done a good job at describing 

effective fundraising. Visit http://www.artreachtoronto.ca/toolkits/the-goal-

toolkits/fundraising-101/ for further information.

Tips and HinTs

Tips & Hints for securing Funding

•	 Promote	your	ArtsSmarts	partnership	
on	your	website	(this	will	increase	
your	credibility	in	the	eyes	of	funders).

•	 Conduct	research	into	who	is	funding	
similar	initiatives	on	a	local	level.

•	 Cast	your	net	wide	and	target	arts	
friendly	foundations	in	both	the	public	
and	private	sector.

•	 Think	creatively	(host	a	dinner	party	
or	a	bake	sale).

•	 Ask	for	in-kind	support	of	materials	–	
in-kind	is	just	as	good	as	cash!		

•	 Print	your	application	on	plain	white	
paper,	single	spaced,	and	in	a	10pt/11pt	
Sans	Serif	font.	

•	 Include	a	realistic	and	balanced	
budget	(i.e.	revenues	=	expenses),	a	
cover	letter,	letters	of	support	and	an	
example	of	students’	past	work.

•	 Ensure	that	you	meet	the	application	
deadline	as	donors	will	not	
retroactively	fund	projects.	Most	
decisions	are	made	three	or	four	times	
a	year	and	some	only	once	a	year.

•	 Proof	read	your	application	and	keep		
a	copy	for	your	files.

•	 Submit	your	funding	application	in	
person	if	possible.

•	 If	you	receive	funding,	invite	the	
donors	to	the	final	presentation	
and	publicly	thank	them	for	their	
support.	Consider	asking	students	to	
write	a	thank-you	note	or	including	a	
thank	you	on	social	media,	websites,	
newsletters,	etc.	

•	 If	you	do	not	receive	funding,	contact	
the	donor	and	ask	why.	Feedback	will	
allow	you	to	craft	a	stronger	and	more	
compelling	application.	If	there	was	
information	missing	which	impacted	
the	decision,	ask	if	you	can	provide		
the	information	and	re-submit		
your	application.
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iii. CreAte oPPortunities For 
ProFessionAL DeVeLoPment 
artssmarts programs support learning for artists, educators, and 

organizations. While the very nature of the artssmarts approach requires 

teachers and artists to reflect upon and expand their understanding of 

teaching and learning, your professional development program should 

prepare artist-teacher teams to address the needs, hopes, expectations,  

and long-term goals specific to your partnership.

the following artssmarts partnerships have developed particularly 

successful professional development programs:

example 1
the newfoundland and labrador arts Council identified artist learning as 

one of its desired long-term program impacts. to meet this goal, an artist 

mentorship program was developed, whereby artists wanting to participate 

in an artssmarts project can shadow a senior artist with at least five years’ 

artssmarts experience. 

example 2
the durham district school Board in ontario trains teachers on how to 

develop and propose artssmarts projects, and provides dedicated sessions 

for teachers to deliver their proposal, evaluate the progress of their project, 

and reflect upon its outcomes when it is completed. 

Visit the artssmarts open website to learn more about specific professional 

development opportunities available online. this site will provide training, 

instruction and tools for artists, teachers, and students.

Key QuesTions

Key Questions to ask When Creating 
professional development

•	 How	will	you	introduce	the	ArtsSmarts	
approach	to	artist-teacher	teams?

•	 How	will	you	prepare	artist-teacher	
teams	for	collaboration?	

•	 What	do	artists	need	to	know	about	
working	in	classrooms?

•	 What	do	teachers	need	to	know	about	
working	with	artists?

•	 How	can	professional	development	
opportunities	be	extended	to	families	
as	a	means	of	engaging	them	in	their	
children’s	learning?
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iV. eVALuAte imPACt
artssmarts is committed to generating experience-based research through 

ongoing collaborative inquiries, in an effort to test and refine our approach  

to learning. the inroads made by artssmarts to date can, in part, be 

attributed to its continuous and rigorous attention to documenting and 

reflecting upon the impact made by programs across Canada. in turn, this 

collection of evidence provides a foundation for factual case-making to 

support policy changes and practice acceptance by decision-makers and, 

ultimately, the general public. effective partnerships measure their results 

with program evaluation and student assessment. 

the Benefits of evaluation:
• evaluation allows you to clarify the links between participants, program 

activities, and intended outcomes.

• results from an evaluation can be used to justify program expenditures, 

maintain the commitment of existing funding sources, and leverage  

additional resources from the community.

• the information you collect can help you determine which program  

operation strategies are most effective and to identify areas where  

improvement is needed.

• information on program outcomes and results can be shared with your 

colleagues, network partners, and other agencies in order to help promote 

and advance effective practices and programs, as well as to advance  

useful evaluation methods. 

• documented results help sustain partner efforts. it allows you to revisit  

the agreed-upon program plan and vision, to see how and if the work 

undertaken has helped to achieve the goals and priorities laid out.  

knowledge and learning gleaned from the evaluation process should  

inform the next steps in the program and should be incorporated into  

the program activity planning for the subsequent year.

Key QuesTions

Key Questions to ask When  
evaluating impact

Program assessment goes beyond  
project evaluation. Use the list of key 
questions below, to help you evaluate  
how you are doing:

•	 Do	we	need	to	recruit	new	partners	
or	do	we	need	new	or	additional	
resources,	skills,	or	connections?

•	 Should	we	scale	back	or	scale	up?	

•	 How	stable	is	our	funding?	

•	 Do	we	need	more	staff?

•	 Has	our	plan	for	making	major	
decisions	been	effective?	

•	 Has	communication	between		
partners,	with	project	participants,		
and	the	larger	ArtsSmarts	network	
been	effective?

•	 Are	we	meeting	our	objectives	and,	
if	not,	how	will	we	need	to	revise	our	
program	plan	to	meet	them?

•	 Is	there	a	need	to	revise	our	goals		
or	objectives?
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referring back to the Program Planning and documentation Guide and the 
organizational Planning and evaluation rubric can help you through an evaluation of 
the program.

Artssmarts reporting requirements
each year artssmarts collects key statistics from our partners to paint a 

picture of our combined impact across Canada. this information is critical to 

communicating our combined success. the information you provide will be 

shared across the partner network, appear on the artssmarts website and  

other communications materials, and will be used in a variety of reports and 

materials to help generate support for artssmarts in your local community.

artssmarts requests the following information from partners. While we  

prefer electronic submission, paper based submission is  

also accepted. 

• Partner report – to be completed by the lead partner by the end of each 

school year.

• Student Behaviour checklist – to be completed by participating teachers 

before and after an artssmarts project.

• Student Experience Sampling Questionnaire – to be completed by 

students within the first two weeks of the project, midway through the 

project and within the last two weeks of the project.

additionally, we ask that lead partners to send us any supporting 

documentation they may have complied during the school following the 

submission of the Partner report. this could include photo, audio or video 

documentation of projects; project descriptions; and testimonials from 

artists, teachers, and students.
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artssmarts seeks to establish new links between partners, resources, 

professional growth opportunities, and special project opportunities. Your 

programs and partnerships play a crucial role in contributing to the creation 

and development of new knowledge on the artssmarts approach as a  

whole, and also inform the direction and leadership of artssmarts at the 

national level. 

As a partnership developing a program, we require your input and effort to:

• share practice-based learning.

• identify emerging trends and innovations.

• make links between partners and programs with common interests.

• engage in discussion with the national network, the artssmarts 

organization, and its stakeholder groups.

There are many ways for you to contribute to and learn from the 

ArtsSmarts network:

• Post successful lesson plans and showcase exemplary projects on the 

artssmarts open website.

• Work with another artssmarts partnership.

• Present at the annual knowledge exchange.

• Present your artssmarts learning at other conferences.

• Publish your artssmarts projects in educational journals.

• Contribute to the artssmarts research agenda by publishing reports. 

For examples of research reports written to date visit the resources  

section on the artssmarts open website.

steP 5

shAre the 
KnowLeDge 
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resourCes 

•	 Example	Memorandum	of	Understanding	
•	 Organizational	Planning	and	Evaluation	Rubric
•	 Program	Planning	and	Documentation	Guide	
•	 Student	Behaviour	Checklist	
•	 Student	Experience	Sampling	Questionnaire	



24   artssmarts toolkit: module one



desiGninG Your artssmarts ProGram   25

CreAtiVe*eXPressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe

CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXPressiVe*

inQuisitiVe*in
CLusiVe*CoLLABorAtiVe*ACtiVe*in

QuisitiVe*CreAtiVe

*eXPressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXP

ressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe

CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXPressiVe*

inQuisitiVe*in
CLusiVe*CoLLABorAtiVe*ACtiVe*in

QuisitiVe*CreAtiVe

*eXPressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXP

ressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe

CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXPressiVe*

inQuisitiVe*in
CLusiVe*CoLLABorAtiVe*ACtiVe*in

QuisitiVe*CreAtiVe

*eXPressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXP

ressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe

CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXPressiVe*

inQuisitiVe*in
CLusiVe*CoLLABorAtiVe*ACtiVe*in

QuisitiVe*CreAtiVe

*eXPressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXP

ressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CoLLABorAtiVe*AC

tiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXPressiVe*

inQuisitiVe*in
CLusiVe*CoLLABorAtiVe*ACtiVe*in

QuisitiVe*CreAtiVe

*eXPressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXP

ressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe

CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXPressiVe*

inQuisitiVe*in
CLusiVe*CoLLABorAtiVe*ACtiVe*in

QuisitiVe*CreAtiVe

*eXPressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXP

ressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe

CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXPressiVe*

inQuisitiVe*in
CLusiVe*CoLLABorAtiVe*ACtiVe*in

QuisitiVe*CreAtiVe

*eXPressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXP

ressiVe*CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe

CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe*CreAtiVe*eXPressiVe*

inQuisitiVe*in
CLusiVe*CoLLABorAtiVe*ACtiVe*in

QuisitiVe*CreAtiVe

*eXPressiVe* CoLLABorAtiVe*ACtiVe*in
QuisitiVe*in

CLusiVe

*

ArtssmArts.CA



1   artssmarts toolkit: module one

ArtsSmarts
340 Gerrard street east
toronto, ontario m5a 2G7
Canada

T +416.848.1882
F +416.848.1882
E info@artssmarts.ca
www.artssmarts.ca
Charitable no. 80421 3551 rr0001

Photos: Justin Wonnacott (unless otherwise noted)


