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Executive Summary 
 
SAW Video Association embarked on a strategic planning exercise in the summer and fall 
of 2013 for the three-year period beginning in January 2014. Resources for the initiative 
were provided by the Ontario Arts Council, through its Compass program, and the City of 
Ottawa. SAW Video engaged the services of consultants Kim Lymburner and David Poole 
of Elmside Studios & Arts Ally. Their approach to strategic planning is a holistic one, where 
all aspects of an organization’s governance and operations are examined in the context of 
a changing environment. It is also a values based one, which commits the consultants to 
bringing the greatest possible resource to bear on the project in keeping with their goal to 
“help arts organizations learn, grow and succeed.” The initiative constitutes SAW Video’s 
first formal strategic planning exercise since 2006, when the plan for the period 2007-2010 
was developed and then extended through 2012.  
 
In addition to SAW Video’s desire to build upon its success, increase its capacity to cope 
with change and continue to serve as a leader and vital resource for its community of 
media artists, the organization identified six key preoccupations that would drive the 
strategic planning agenda. These are: 
 
• Financial strength 
• The need for a larger, more visible and more flexible facility 
• Identity, visibility and profile 
• Remaining relevant 
• Succession planning 
• A happy, healthy work environment 
 
Through documentation research and an organizational assessment--including a 
membership survey and a modest environmental scan--along with a series of facilitated 
discussions with Board and staff, the consultants and the strategic planning team identified 
the following priorities for the strategic plan:   
 
• Leadership 
• Facilities 
• Financial capacity 
• Community 
• Profile and visibility  
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Methodology 
 
The consultants worked closely with SAW Video leadership and staff as part of a series of 
evaluative and collaborative planning exercises over the period of four months from July 
through October of 2013. Key components of the planning exercise included: 
 
• Documentation review; 
• A series of facilitated discussions with the Board and staff; 
• Benchmarking exercises, including a strategic planning report card based on SAW 

Video’s performance since the last strategic planning exercise and an online membership 
survey modeled on questions from the 2006 survey; 

• An environmental scan, which investigated practices and challenges at selected artist- 
run centres, compared SAW Video’s funding profile with other media arts operating 
organizations and examined the mission and values of other media arts centres. 

 
The entire SAW Video team took part in the strategic planning exercise, whether through 
facilitated sessions, as members of the strategic planning committee and/or through 
involvement in selected tasks, such as the coordination of the membership survey.  
 
 
Organizational Assessment 
 
In September, the consultants submitted an organizational assessment which served as 
the basis for the new strategic plan. The full organizational assessment, including the 
strategic planning report card, the environmental scan and a report on the 
2013 membership survey, is provided as an annex to this plan. 
 
The organizational assessment examined SAW Video’s 
 
• Capacity to plan and execute plans, 
• Ability to manage/respond to change, 
• Alignment of operations and resources with values and business objectives, 
• Ability to garner support from the community, partners and funders, 
• Outputs, including products, transactions, sales, programming activity, etc., 
• Market share, audience, membership, growth, 
• Financial position and assets, 
• Client/membership satisfaction, 
• Awards and recognition (for the organization itself and the people it serves), 
• Organizational strengths and challenges. 
 
Please note that the scope of the project did not allow for focus groups or an extensive 
environmental scan. 
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Key findings of the organizational assessment 
 
The assessment identified the key strengths of the centre, along with a number of 
challenges to be addressed through the strategic planning exercise. 
 
Organizational strengths 
 
The assessment revealed that SAW Video is a mature and well structured organization that 
does a very good job on almost every operational level, including day-to-day management, 
sustaining a diverse and broad range of activities and services and maintaining a balanced 
budget thanks to a very capable and knowledgeable team.  
 
Among its many strengths are its:  
 
Ability to plan and follow through on business objectives while remaining alert to changes in 
the environment and the needs of membership, which points to a high level of competency 
and dedication on the part of staff and leadership. 
 
Success in garnering support and its capacity for identifying and securing public funding. In 
particular, SAW Video benefits from a strong relationship with the City of Ottawa which has 
resulted in substantial financial support and lease costs well below commercial levels. 
 
Success as a collaborator: SAW Video engages in a variety of timely and successful 
collaborations with organizations of all types, allowing SAW Video to broaden its reach for 
the benefit of its membership and strengthen its profile within the media arts community. 
 
Service focus: The results from the membership survey confirmed that with few exceptions 
members are very satisfied with the service, expert help and support they receive from the 
SAW Video team. 
 
Organizational gaps and challenges 
 
Financial: SAW Video typically concludes each fiscal year with a small surplus or deficit. 
The likelihood of diminishing public funding and support from other sources is an ever 
present risk, and the anticipated move into a new and larger facility may put significant 
financial stress on the organization. 
 
Human resource: The Director’s position, in particular, is challenged to fulfill its many roles. 
The organizational structure can be adjusted to allow the Director to spend more time on 
strategic activity, including partnerships, collaborations, and business development.   
 
Outreach and audience development - The resources currently directed specifically at 
outreach and audience development are modest. The organization will benefit from a more 
focused effort in this area. 

4 



SAW Video Strategic Plan November 2013 

 
Board composition: The Board’s knowledge of the subject matter is a natural strength of 
artist-run centres. However, there may be some skills and expertise of interest to the 
organization which are not represented by the current Board composition. Areas that may 
require shoring up include business development and legal expertise and the Board 
recruitment process overall. 
 
Brand, identity and visibility: SAW Video visibility will almost certainly  improve if plans for a 
new facility go ahead. In the interim, the organization may investigate a number of 
strategies to shore up its brand, including a study to determine costs and benefits of 
renaming/rebranding. 
 
 

Challenges and Opportunities 
 
Key factors driving change 
 
Through the organizational assessment and consultations with Board and staff, the 
consultants identified a number of internal and external factors driving change. These 
include  
 
• The growth and success of the centre since the last strategic planning exercise, which 

has fueled the centre’s need for an expanded, more flexible and visible facility; 
• The city’s plans to transform Arts Court as part of the Arts Court Redevelopment project, 

coupled with the uncertainty surrounding the project. 
• The ongoing and rapid pace of technological changes affecting the media arts discipline 

including high-end tools for post production and access to affordable consumer and pro-
sumer products. 

• The critical need to expand resources to support the organization's operations.  This need 
was heightened by the discontinuance of a grant from the Adobe Foundation Fund of 
Tides Canada in October 2013, along with potential reductions in operating grants from 
public funders.  

 
 
Opportunities 
 
Despite the challenges, SAW Video looks to capitalize on a number of potential 
opportunities over the next three years. These include possible new sources of public 
funding from the Province of Ontario, such as the Culture Development fund, a new change 
management grant from the Canada Council for the Arts and the Cultural Spaces program 
of Heritage Canada. Despite current setbacks related to the City’s plans to redevelop the 
Arts Court property, the City’s continued commitment to the project announced in its 2014 
budget is encouraging. In 2013-14, SAW Video will develop new funding sources with the 
aid of a Development/Marketing intern to support the Director's ongoing fundraising efforts. 
New online platforms for raising funds, like KickStarter Canada, IndieGoGo and others will 
provide access to new sources of revenue for special initiatives. SAW Video’s 35th 
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anniversary in the third year of the strategic plan will provide hooks for building audiences, 
fostering collaborations and securing sponsorships and other investments. These and other 
factors, along with the centre’s proven track record in managing change, will provide 
opportunities for SAW Video to strengthen its operations and reinforce its profile as a 
leader in the arts community. 
 
Key Preoccupations and Priorities 
 
Through the organizational assessment and a series of meetings and consultations with 
Board members and staff, the strategic planning team identified the following key 
preoccupations for SAW Video over the next three years: 
 
• SAW Video’s financial position in the light of the need for a larger, more flexible and more 

visible facility and the need to mitigate risks associated with the resulting increase in 
operating costs. 

• The need for a larger, more flexible and more visible facility. 
• SAW Video’s identity in the public eye and in the eyes of the media arts community and 

the need to ensure that the centre is more highly reflects the distinct and dynamic nature 
of the centre. 

• Succession planning to ensure that the centre can continue to succeed and grow despite 
potential changes to its maturing workforce and Board (and a smooth transition) 

• A happy, healthy work environment for staff that fosters empowerment, development and 
retention. 

• Remaining relevant to members, collaborators, funders and audiences in a highly 
competitive and evolving artistic milieu. 

• The strategic planning process also brought to light the need for SAW Video to have a 
better understanding of and stronger connections with its current and potential audiences. 

 
In response to these concerns, the strategic planning team identified the following priorities 
as levers to address key challenges for the three-year period beginning 1 January 2014. 
 
• Leadership 
• Facilities 
• Financial 
• Community 
• Profile and visibility 

 
Mission and Values 
 
The strategic planning team also tackled some unfinished business with the refinement and 
adoption of the following mission statement and values intended to help guide SAW Video 
through its new strategic planning period. 
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Mission 
 
Our mission is to support a diverse community of media artists empowered by technology, 
programming and the exchange of ideas. 
 
 
Introductory statement 
 
SAW Video is a not-for-profit, artist-run media art centre that fosters the 
growth and development of artists through access to equipment, training, 
mentorship, and programming.  
 
Values 
 
SAW Video’s core principles are independence of expression, affordable access to all, and 
paying artists for their work. SAW Video values diversity and actively promotes equity for all 
artists regardless of race, age, class, gender, sexual orientation, language, or ability. 
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Goals and Objectives 
 
GOAL  #1: LEADERSHIP 
A strong and responsive leader artistically and organizationally 
 
Objective 1 - Deliver programming that is dynamic and challenging. 
 
• Review potential impact of Media Art Gallery on current programming practices and on 

centre as a whole. 
• Review role of programming committee in shaping artistic direction of centre. 
• Deepen programming experience for audiences through collaborations, master classes, 

residencies, etc. 
• Identify additional resources to support increased critical dialogue and innovative 

programming strategies. 
 
Objective 2 - Build upon and intensify collaborations and partnerships. 
 
• Detail protocol for working with collaborators. 
• Conduct review of past and current partnerships, identifying gaps and areas for 

improvement. 
• Cultivate a better understanding of corporate relationship among staff and board. 
• Seek out new collaborations. 
• Strengthen sponsorships and corporate friends by developing consistency and on-going 

follow up. 
 
Objective 3 - Strengthen governance, management, and organizational structure to 
respond to change and growth. 
 
• Bolster the Director’s position by creating a second-in-command or assistant Director 

function. 
• Develop a comprehensive succession plan for Board, management and staff. 
• Increase Board capacity through recruitment and professional development. 
• Identify opportunities for ambassadorship and spokesperson roles within the organization. 
• Review and strengthen SAW Video HR structure, policies, roles and responsibilities. 
• Review staff job descriptions to improve program delivery and maximize interaction with 

artists. 
• Continue to improve the way SAW Video rewards, evaluates, and develops its staff. 
• Identify opportunities for staff and board recognition. 
 
Objective 4 - Safeguard SAW Video’s audio visual legacy. 
 
• Integrate a digital archive into the existing operations. 
• Implement recommendations set out in 2013 Collections assessment. 
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GOAL # 2: FACILITIES  
A re-imagined and flexible facility that provides maximum benefits for its 
members, stakeholders and audiences 
 
Objective 1 - Prepare SAW Video to be in the best possible position to transform its 
facilities. 
 
• Identify and secure funding opportunities to support improvements to facilities. 
• Work closely with the city and other Arts Court organizations, within the context of the 

current Arts Court redevelopment plans. 
• Foster collaborations with potential partners in facility development and programming. 
• Design facility to encourage higher end production and presentation of members’ works. 
• Update the current facilities plan to identify priorities and build in flexibility to allow SAW 

Video to move forward within a changing environment. 
 
 
GOAL #3: FINANCIAL 
A strengthened financial position that increases SAW Video’s capacity  to 
capitalize on opportunities and mitigate risk 
 
Objective 1 - Increase annual operating revenues and reserves. 
 
• Identify additional or larger funding sources, revenue sources, resources or increase 

existing revenue streams. 
• Triple charitable donations by 2015. 
• Build reserve fund to 10% of total operating budget by 2016. 
• Increase annual operating revenues by up to 20% by 2016. 
• Review fundraising history and develop long-term fundraising plan. 
• Improve sponsorship framework through better implementation and integration within 

operations and within the roles of staff and Board members. 
 
Objective 2 - Review costs of programs and operations in order to reallocate 
resources to support strategic objectives. 
 
• Introduce annual program review and identify operational efficiencies. 
 
Objective 3 – Enhance SAW Video’s internal processes in order to ensure 
transparent and consistent reporting practices and to support and sustain funding    
 
• Increase Board and staff involvement in financial planning, budget review, and decision 

making. 
• Improve financial management processes. 
• Improve performance measurement and tracking practices 
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GOAL #4: COMMUNITY 
A vital artist-run centre that fosters strong connections with and among 
members and the community 
 
Objective 1 - Enrich the SAW Video membership experience. 
 
• Enhance and promote membership benefits. 
• Increase opportunities for emerging and established artists to connect, socialize, 

exchange and network. 
• Provide accessible, open-ended or informal activities to attract new members. 
• Highlight and deepen opportunities for emerging artists and video makers to access 

existing programs. 
• Review programs and grants at SAW to ensure that those programs and grants are 

supporting the current SAW Membership and attracting new members. 
 
Objective 2 - Provide greater opportunities for artistic development. 
 
• Provide digital cinema tools to attract and retain more experienced and established 

artists. 
• Foster the development of members through training, mentorship, sharing of expertise 

and opportunities to exhibit. 
• Investigate new ways to stimulate the production of new works (e.g., residencies, 

commissioning, sponsorship). 
 
Objective 3 – Identify and cultivate connections with communities. 
 
• Focus outreach efforts to communities that remain underrepresented at the centre. 
• Deepen and strengthen existing ties with aboriginal communities. 
• Work with organizations from diverse communities to increase collaborations. 
 
 
GOAL #5: PROFILE AND VISIBILITY 
A distinct and dynamic presence that sets SAW Video apart 
 
Objective 1 - Raise the profile and visibility of SAW Video within the community and 
in the eyes of our supporters. 
 
• Review SAW Video visual identity and brand. 
• Develop consistent marketing tools. 
• Reach out more effectively to funders, politicians, policy makers, decision makers. 
• Identify prizes and other vehicles for bringing greater recognition to SAW Video. 
• Identify and promote award winning or highly acclaimed artists whose works were 

produced at SAW Video. 
• Review website and other promotional tools with a view to making SAW Video events and 

activities more visible. 
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Objective 2 - Increase audiences and audience awareness and participation. 
 
• Improve the database to better track relationships. 
• Identify and define audiences for SAW Video programming and intensify outreach and 

promotion efforts to these audiences. 
• Increase SAW Video’s connections with secondary and post-secondary schools. 
• Optimize marketing and advertising efforts. 
 
 
 

Conclusion 
 
SAW Video Association, the largest and most productive media arts centre in Eastern 
Ontario, is a vital and successful organization that is clearly valued by its members, its 
collaborators and public funders. Overall, SAW’s operations are aligned with its values, 
mission, and business objectives as borne out by, among other things, the results of the 
most recent membership survey, SAW’s ability to carry through with strategic plans and 
objectives, and the continued support of funders. 
 
Like other artist run centres, SAW Video faces its share of challenges in sustaining its 
operations, delivering on its mission, managing growth and change and reinforcing its role 
as a leader in the artistic discipline. Despite the challenges and unlike many other artist run 
centres, SAW Video’s strong track record, its ability to execute its business plans, its ties 
with members and its profile as a centre worthy of continued support from public funders, 
will give SAW Video more than a fighting chance of realizing the goals and objectives 
articulated in its strategic plans for 2014 through 2016. 
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