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NASAA's strategic plan charts NASAA's long-term course. It asserts why state arts agencies (SAAs) matter to America, the goals 
we'll attain and the values that govern our decisions. Annual action plans articulate the specific steps NASAA will take each year 
to strengthen state arts agencies. Four key priorities will take center stage for NASAA in 2021. More details on these priority 
actions—and our other core/ongoing services—are available on the following pages. 
 

 
 

Advocacy  
and Elections 

 

 
Given the uncertain forecast for 

state budgets, state arts 
agencies need to make a 

compelling case for public 
funding of the arts. NASAA will 
supply rigorous evidence, fresh 
messages and advocacy tools 

attuned to today's political 
environment. NASAA also will 

lead postelection efforts to 
welcome, educate and secure 

the support of federal 
policymakers, working in 

coalition with other advocates 
and within our state network. 

 

 

Diversity,  
Equity and  

Inclusion  
 

NASAA applauds the steps state 
arts agencies have taken toward 

greater equity—and we will 
urge and equip them to do 

more. Through models, training 
and leadership by example, 
NASAA will help state arts 

agencies reduce individual and 
institutional biases. These 

activities are integrated across 
all four of NASAA's goals and 

align with our Policy Statement 
on Diversity, Equity and 

Inclusion. 
 

 
 

Strategic  
Adaptations 
 

 
A global pandemic, the 

recessionary economy and long-
standing structural inequities all 

necessitate new solutions for 
sustaining the arts. NASAA's 
research and professional 

development services will help 
members stay abreast of new 

strategies, while custom 
consultations will further help 

state arts agencies address 
these realities in their policies, 

programs and practices. 

 
 

Connection  
and Support 
 

 
Connections with other state 

arts agencies and NASAA 
provide a wealth of information 
as well as a lifeline of support. 

NASAA will ramp up virtual 
learning and offer year-round 
peer group dialogues in 2021. 
Recognizing that the current 
environment will escalate the 

need for fast assistance, NASAA 
also will streamline some 

services to increase flexibility 
for the highest use of our staff 
time: helping members cope 

with the unexpected. 
 

FISCAL YEAR 2021  

ACTION PLAN 

https://nasaa-arts.org/wp-content/uploads/2017/10/strategic-plan.pdf
https://nasaa-arts.org/my_nasaa_resources/nasaa-statement-diversity-equity-inclusion/
https://nasaa-arts.org/my_nasaa_resources/nasaa-statement-diversity-equity-inclusion/
https://nasaa-arts.org/my_nasaa_resources/nasaa-statement-diversity-equity-inclusion/
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GENESIS OF THE ACTION PLAN  
 
NASAA's action plans, built around the architecture of our strategic plan, itemize the near-term actions we'll take to achieve our 
long-term goals. This approach ensures that NASAA's day-to-day priorities align with our strategic vision. It also gives us the agility to 
adjust to emerging needs, new opportunities and unforeseen constraints.  
 
A member-driven process guides the 
development of NASAA action plans. For fiscal 
year 2021, we mined questions members and 
advocates are asking and secured feedback and 
planning input from 89 state and jurisdictional 
executive directors and council chairs during 
Nominating Committee interviews. We also 
listened carefully to peer group dialogues 
convened from April through July 2020. The 
Planning & Budget Committee and staff then 
developed the action plan for review by the 
NASAA board of directors (who hail from 23 
states and jurisdictions) and the Assembly's 
voting membership. 
 
Interviews and planning conversations devoted 
special focus to state arts agency needs in light 
of COVID-19, equity and advocacy.  
 

ACTION PLAN KEY     

     New or expanded activity for FY2021    
 
         Priority area for FY2021 (see Page 1) 
  
 

Member Planning Input, Summer 2020 

https://nasaa-arts.org/wp-content/uploads/2017/10/strategic-plan.pdf
https://nasaa-arts.org/my_nasaa_resources/nasaa-information-services-summary/
https://nasaa-arts.org/my_nasaa_resources/nasaa-information-services-summary/
https://nasaa-arts.org/my_nasaa_resources/nasaa-committees-task-forces-advisory-groups/
https://nasaa-arts.org/about-nasaa/board-of-directors/
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GOAL I. ADVOCATE FOR STATE ARTS AGENCIES.  
 

A. Advocate for a robust and well-funded National Endowment for the Arts. 
 1 Educate members of Congress about the public value of the arts and the National Endowment for the Arts. 

 
2 Advocate for the House and Senate appropriations committees, and Congress as a whole, to sustain Arts 

Endowment funding.  

 3 Maintain the federal policy language reserving 40% of Arts Endowment grant funds for Partnership Agreements. 

 4 Represent the interests of state arts agencies to the Arts Endowment on programmatic and policy issues, 
particularly around collaborative initiatives and preserving the flexibility of Partnership Agreement funds for state 
arts agencies. 

 5 Issue timely advocacy alerts and mobilize members around calls to action.  

 6 Produce federal arts funding talking points and fact sheets to support member advocacy on Capitol Hill.  

 7 Participate in coalition advocacy efforts through the Cultural Advocacy Group. 

   
8 Disseminate framing research and values-driven messaging tools that appeal across the political spectrum to 

assert government arts funding as a necessity, rather than a nicety.  
 

B. Develop other federal resources and relationships beneficial to state arts agencies.  

  
1 Advocate for the arts within relief and recovery programs administered by federal agencies such as the Small 

Business Administration, the Department of Labor, the Economic Development Administration, the Federal 
Emergency Mananagement Agency, etc. 

      
2 Release a new guide to federal resources (beyond the Arts Endowment) that state arts agencies and their allies can 

tap to support creative placemaking and arts based community development initiatives. Conduct a workshop to 
support use of the new resource. 

 

C. Strengthen state level advocacy practices. 

    
1 Provide confidential, customized guidance to individual state arts agencies to manage legislative crises or develop 

new advocacy strategies. 
 2 Monitor state legislation relating to the arts and alert members to key trends affecting state arts agencies.  

 3 Supply talking points and customized “return on investment” fact sheets to support state level advocacy. 

     
4 Propagate advocacy best practices through the Practical Advocate series and through online training for citizen 

advocacy groups, state arts agency council members and state arts agency grantees. 
 5 Communicate regularly with members of the State Arts Action Network (SAAN) and consult with Americans for the 

Arts on shared advocacy activities and alignment between SAAN members and state arts agencies.  
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D. Foster cross-sector support and strategic partnerships to benefit state arts agencies. 
  
 

1 Commission new research—in collaboration with Indiana University and the Western States Arts Federation and 
the Arts Endowment—to quantify how the arts contribute to postrecession economic recovery. Promote this 
research to key policy influencers such as the National Governors Association, the National Conference of State 
Legislatures, Chambers of Commerce and state networks of economic and community development leaders. 

 
2 Sustain ongoing consultation with the National Governors Association Center for Best Practices to elevate 

recognition of the arts as an economic development, entrepreneurship and rural development asset. 
 3 Cooperate with rural coalition partners—including the Rural Policy Research Institute, Art of the Rural, the Center 

for Rural Strategies, First Peoples Fund and Springboard for the Arts—to promote the arts as an integral part of 
rural economic development policy.  

 4 Partner with ArtPlace America to help state arts agencies develop equitable and inclusive placemaking practices.  

 5 Collaborate with the National Alliance of Community Economic Development Associations to facilitate 
connections between state arts agencies and their community development counterparts, such as statewide 
networks of community development corporations. 

 

6 Partner with Aroha Philanthropies and organizations such as ADvancing States (the association of state 
departments on aging), the National Association of Area Agencies on Aging, the U.S. Administration for 
Community Living and other aging allies to provide support for state arts agency creative aging initiatives. Project 
components will include a new funding stream to provide grants to state arts agencies as well as grants and 
professional development opportunities. [Activity contingent upon finalizing foundation support.]  

 7 Through the Education Commission of the States and the Arts Education Partnership (AEP), encourage the 
adoption of state policies and practices that strengthen arts learning. Chair the AEP Equity Working Group to 
embed diversity, equity and inclusion practices into the work of AEP and its partners.  

 
8 Consult with the University of Florida Arts in Medicine program to integrate the arts into its COVID-19 response 

recommendations and resources. 

 
9 Participate in the National Coalition for Arts' Preparedness and Emergency Response steering committee and 

circulate related resources on the topics of COVID-19 and readiness for other crises.  
 10 Collaborate with NASAA members, the Arts Endowment and regional arts organizations to envision a new 

regional strategy to assist NASAA's territory/jurisdiction members. 
 11 Represent state arts agencies in influential networks such as Grantmakers in the Arts, the American Academy of 

Arts and Sciences and others. 

 
 
 

https://www.nga.org/bestpractices/
https://www.ncsl.org/
https://www.ncsl.org/
https://www.nga.org/bestpractices/
https://www.nga.org/ruralarts/
http://www.rupri.org/
http://artoftherural.org/
https://www.ruralstrategies.org/
https://www.ruralstrategies.org/
https://www.firstpeoplesfund.org/
https://springboardforthearts.org/
https://nasaa-arts.org/nasaa_research/strengthening-the-state-arts-agency-support-system-for-creative-placemaking/
https://www.naceda.org/
https://www.arohaphilanthropies.org/
http://www.advancingstates.org/
https://www.n4a.org/
https://acl.gov/
https://acl.gov/
https://www.ecs.org/
https://www.aep-arts.org/
https://arts.ufl.edu/academics/center-for-arts-in-medicine/
https://covid.response.arts.ufl.edu/
https://www.ncaper.org/
https://www.giarts.org/
https://www.amacad.org/project/commission-arts
https://www.amacad.org/project/commission-arts
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GOAL II. HONE THE KNOWLEDGE AND SKILLS OF STATE ARTS AGENCIES. 
 

A. Supply authoritative facts about state arts agencies. 

 
1 Supply timely and comprehensive information about state arts agency budget trends, revenue sources and 

dedicated/supplemental revenue streams. 

 
2 Furnish authoritative information on the structure of state arts agencies and the effects of shifts on state arts 

agency placement within state government. 
 3 Provide data on state arts agency grant-making outlays as well as agency policies and guidelines. 

 4 Maintain public clearinghouses of seminal state arts agency policy documents, such as strategic plans, 
authorizing statutes and the Interactive Database of State Creative Economy Studies. 

 
5 Collaborate with the Arts Endowment Office of Research & Analysis to visualize state level employment and GDP 

data from the U.S. Bureau of Economic Analysis's Arts and Cultural Production Satellite Account. 

 
6 Produce state-by-state maps of federal, state and private arts funding that illustrate the distinctive role fulfilled by 

public funding within the arts ecosystem.  

 7 In cooperation with the Arts Endowment, analyze the distribution and impact of state and regional deployment of 
CARES Act arts relief funds. 

 8 Contribute expertise and information to arts research initiatives (such as the National Center for Arts Research, 
the Cultural Research Network and projects led by the Arts Endowment, regional arts organizations, Americans 
for the Arts, Grantmakers in the Arts, etc.) around topics of importance to state arts agencies.  

 

B. Catalyze state arts agency innovation, improvement and change.  
 1 Harness the power of research to advance diversity, equity and inclusion (DEI) among state arts agencies by:  

  Promoting continued use of the Visualizing Equity in Grant Making service for all state arts agencies, 
providing grants analytics linked to state demographics and populations served; 

  Initiating a new grant-making review service that invites state arts agencies to opt into an evaluation of their 
grant guidelines, adjudication criteria and award systems, and using assessment results to spur changes in 
state arts agency policy and practice to attain greater equity in how public arts resources are deployed; 
[Activity contingent upon securing foundation support.] 

  Sharing models of DEI policies, assessment strategies and program development tools used by other 
networks. 

  See Goal II, Objective D, and Goal III, Objective B, for DEI related professional development activities. 

       
2 Showcase state arts agencies' program and policy ingenuity as well as exemplary practices through State to State, 

special reports and NASAA communications. Priority will be placed on programs that address DEI and strategic 
adaptations to systems of arts support following COVID-19. 

https://nasaa-arts.org/nasaa_research/visualizing-equity-in-grant-making/
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3 Curate and circulate research from non-NASAA sources that inform members about trends, data and evaluation 

methods relevant to the work of state arts agencies. Priority will be placed on research that addresses DEI and 
strategic adaptations to systems of arts support following COVID-19. 

 

C. Facilitate members' use of information for planning, decision making and case making. 
 1 Fulfill member information requests, providing prompt and customized responses to state arts agency inquiries. 

 2 Develop online maps, data visualizations and interactive tools that facilitate state arts agency benchmarking and 
help members understand and communicate information. Expand NASAA's use of Policy Map to conduct analysis 
and data visualization to serve members and the Arts Endowment. 

 3 Provide research consulting services to support individual members' strategic planning and evaluation efforts. 
[This is a fee-based custom service.] 

 4 In cooperation with the Arts Endowment, provide technical assistance and documentation to help states and 
regions fulfill federal reporting requirements. 

 

D. Deliver educational programs that boost members'  
knowledge and leadership skills.  
 

     1 Deliver online professional development for state 
arts agency staff and council members. Priority 
content will focus on DEI (including antibias 
training and equity strategies), shifting support 
structures for the arts, and panpartisan advocacy. 
This work began in 2020 and will continue through 
2021. 

 

2 Deliver a creative placemaking Virtual Convocation 
for state arts agency community development 
staff. The curriculum will focus on strategies for 
equitable community development and cross-
sector collaborations. 

 

3 Cooperate with the Arts Endowment to deliver the 
online 2020 State Arts Agency Arts Education 
Managers Professional Development Institute 
(PDI) to help state arts agencies reimagine 
sustainable, equitable and resilient arts education 
systems. Develop the agenda and learning 
outcomes for the 2021 PDI.   

 
WHERE'S THE 2021 LEADERSHIP INSTITUTE? 

 

Recognizing that public health and state budget conditions will 
prevent many state arts agencies from attending in-person and 
out-of-state convenings, NASAA will pivot our 2021 conference 
to a virtual format. Members will receive robust online 
professional development (Goal II, Objectives D1-4) combined 
with frequent virtual peer group dialogues (Goal III, Objective 
B1) facilitated by NASAA. This pivot benefits members by: 
 

 making learning opportunities accessible to all, 
regardless of ability to travel; 

 providing year-round connections for all peer groups 
(rather than once at the end of 2021 for senior leaders 
only); 

 allowing greater flexibility in NASAA staff time to 
respond to unexpected member needs. 

 

NASAA has reserved limited funds in our budget to support a 
small in-person convening (perhaps for new executive directors) 
if conditions allow. The best deployment of these funds will be 
determined in  the spring of 2021. 

https://nasaa-arts.org/my_nasaa_resources/nasaa-information-services-summary/
https://nasaa-arts.org/shifting-policy-practice/
https://www.nasaacdn.org/
https://nasaa-arts.org/meetings/2020-state-arts-agency-arts-education-managers-professional-development-institute-virtual/
https://nasaa-arts.org/meetings/2020-state-arts-agency-arts-education-managers-professional-development-institute-virtual/
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 4 Cooperate with the Arts Endowment to support virtual gatherings of state folk and traditional arts staffers in late 
2020 and early 2021. Inform those convenings with a field survey addressing the demographics of the state 
folklife network. 

 5 Convene newly appointed executive directors online to support their orientation and onboarding as well as to 
establish peer connections among new leaders in our field. The agenda will be tailored to the needs of the 
2020/2021 cohort. See Goal III, Objective C for additional services targeted to agencies undergoing leadership 
transitions. 

 6 Reposition NASAA's webinars into shorter and more agile “virtual briefing sessions” featuring timely topics, 
innovative state programs or new research.  

 7 Commence planning for the next in-person Assembly. 

 
GOAL III. CONNECT STATE ARTS AGENCIES.  

 

A. Keep state arts agencies informed through timely, relevant and accessible communications. 
 1 Distribute systematic communications to members through timely e-mail messages, our monthly newsletter, 

Report to Councils and NASAA's social media channels.  
 2 Maintain the currency and accessibility of the NASAA website. 

 3 Maintain media monitoring systems to track coverage of state arts agencies, NASAA and the Arts Endowment. 
 

B. Facilitate peer-to-peer networking.  
 1 Coordinate year-round peer group conversations and networking for job-alike groups. Provide virtual platforms, 

coordinate logistics and recruit volunteers to lead peer-driven discussions.  
 2 Maintain listservs to facilitate rapid information sharing for state arts agency executive directors, deputy 

directors, arts education managers, grants officers, public information officers, community arts managers, 
traditional arts managers, accessibility coordinators and other interest groups. 

 3 Cultivate a state arts agency community of practice around DEI by: 

  Sustaining an affinity group for state arts agency staff and council members of color; 

  Supporting a listserv and online resource hub for the People of Color Affinity Group ; 

  Elevating DEI leadership in the state arts agency field by presenting NASAA's inaugural DEI awards; 

  Continuing a mentorship program for state arts agency staff and council members of color; 

  Supporting the Arts Education Working Group's Diversity, Equity and Inclusion + Access Committee and its 
linkages to the arts education peer group as a whole; 

  Infusing discussions about DEI into dialogues among all peer groups. 
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 4 In cooperation with the Arts Endowment, maintain orientation and mentorship systems for new arts education 
managers. 

 5 Participate in quarterly conference calls of community development coordinators.  
 

C. Promote the understanding and use of NASAA services. 
 1 Initiate outreach to all 56 member agencies throughout the year, with an emphasis on states that use NASAA 

services less frequently. 
 2 Support newly appointed executive directors by: 

  Conducting onboarding calls, 

  Tailoring follow-up resources to new directors' near-term priorities, 

  Maintaining continuity of contact through regular check-in communications, 

  Coordinating peer-to-peer welcome calls and support networks. 

 3 Offer video conference briefings/presentations about NASAA services for state arts agency council meetings. 

 4 Institute year-round communications from the NASAA board to the membership at large. 
 

D. Engage members in the governance, planning and advocacy work of the Assembly. 
 1 Sustain a member-driven governance model, reaching out to every member state and jurisdiction through 

NASAA's annual nominations process to recruit leadership for NASAA's board.  
 2 Cultivate a robust pipeline of state arts agency candidates for future NASAA leadership roles, with an emphasis 

on racial/ethnic, geographic, age, gender and political diversity.  
 3 Engage state arts agencies in NASAA's annual action planning through the Planning & Budget Committee and 

ongoing member feedback loops. 
 4 Engage the membership in NASAA's fund development through the involvement of the board, the Development 

Committee and donors.  
 5 Involve the board and membership in NASAA's financial oversight through participation in the Audit Committee. 

 6 Market NASAA's convenings to achieve 100% member participation in virtual professional development. 

 7 Monitor member engagement in NASAA by tracking volunteer service, event attendance, use of information 
services, donations and in-kind contributions. 
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GOAL IV. BUILD NASAA'S CAPACITY.  
 

A. Develop and diversify NASAA's revenues. 
 1 Manage NASAA's financial assets and cash flow for short- and long-term stability. 

 2 Sustain Arts Endowment Partnership grant and cooperative agreement support for NASAA. 

 3 Implement the fourth year of NASAA's FY2018-2022 dues plan with a temporary suspension of annual 2% 
escalations. Prepare the next plan for membership approval.  

 4 Secure foundation funding for NASAA's work, with special attention to opportunities for support of NASAA's 
advocacy, diversity and leadership development programs. 

 5 Encourage individual giving to NASAA by engaging our donor base and sustaining the Annual Fund and Signature 
Society programs.  

 

B. Develop NASAA's human resources.  
  1 Dedicate time and resources to staff professional 

development that supports staff growth and 
productivity, strengthening the delivery of services. 

 2 Embody NASAA's diversity, equity and inclusion 
principles in our recruitment practices and 
organizational culture. 

 3 Adopt policies and management practices that 
intentionally foster staff morale, cohesion and well-
being in a virtual work environment.  

 4 Conduct personnel evaluations in alignment with 
NASAA's annual work plans and employee 
performance standards. 

 

C. Improve NASAA's operations and technology.  
 1 Complete the system transition and training for 

Salesforce. Develop new procedures to maintain the 
currency of NASAA's membership contact data.  

 2 Use technology to support remote work and enhance 
connectivity between staff and members. 

 3 Manage NASAA's administrative systems and physical 
plant to support staff productivity and effective 
service delivery to members. 

 

HOW ARE NASAA  
OPERATIONS CHANGING? 

 

While ensuring continuity of service to members, 
NASAA also must safeguard the health of NASAA's staff, 
board and membership—and must economize in 
anticipation of reduced revenues. To this end, we'll make 
judicious management adjustments: 

 

 Board meetings and other convenings will be 
conducted virtually until public health and financial 
conditions shift. 

 NASAA will continue remote work options to support 
staff health, flexibility and well-being. 

 We will scale back travel to essential trips only. 

 NASAA will examine our physical office space 
needs in light of new health and safety requirements 
as well as an expanded remote workforce. 

 

Central to NASAA's mission is maintaining a vigorous 
presence in the nation's capital. We will continue to 
find effective ways of doing that while protecting the 
safety of our team and our partners.  
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 4 In anticipation of reopening NASAA's office (as of this writing, slated for January 2021), develop policies and 
procedures to protect staff health and comply with COVID-19 workplace guidelines. 

 5 Assess NASAA's future physical space needs and alternatives in light of COVID-19 requirements and a growth in 
remote working. 

 6 Maintain NASAA's accountability standards, federal reporting, internal controls and risk management procedures. 
 

D. Evaluate our work and learn from the results.  
 1 Continue internal management protocols (including frequent staff dialogues, intentional project planning and 

leadership-check-ins) that align day-to-day activities with strategic priorities while also catalyzing tactical 
adjustments as conditions change.  

 2 Use reflective practice methods to drive improvement of NASAA's programs and services. Record lessons learned 
from NASAA's COVID-19 adaptations so those insights can be applied to future management decisions. 

 3 Report to the membership through Action Plan Highlights that summarize NASAA's progress and recent 
accomplishments. 

 4 Conduct phone interviews (in conjunction with the Nominating Committee process) of every state and jurisdiction 
to collect feedback on member satisfaction and member needs. Use the information to shape NASAA's action 
planning. 

 5 Use website analytics, social media metrics and e-mail delivery data to guide NASAA's communications.  

 6 Track information requests and mine the data to inform NASAA's research services and technical assistance. 

 7 Monitor NASAA's organizational performance metrics as indicators of management fitness. 

 8 Conduct an annual financial and compliance audit to maintain high standards of accountability. 

 9 Conduct an annual employee survey to monitor staff satisfaction and working conditions. Adopt management 
practices that respond to staff concerns and foster a productive, rewarding workplace.  

 

https://nasaa-arts.org/my_nasaa_resources/nasaa-action-plan-highlights/
https://nasaa-arts.org/my_nasaa_resources/nominating-committee-interview-findings/
https://nasaa-arts.org/my_nasaa_resources/nasaa-information-services-summary/
https://nasaa-arts.org/my_nasaa_resources/performance-metrics-report/

