2018-2021 Strategic Plan

Mission:
To bring people together
and inspire creativity
through the power of art

Dear Friends,
As Hickory Museum of Art enters its 75th Anniversary year, our team could not be more excited about
all that the future holds. In preparation for this important milestone, we embarked in the summer of
2017 on the process of creating a road map for the next three years. The method we undertook was
rigorous and marked by collaboration, questioning, and a desire to look beyond ourselves. As a group
of people working together with our community, board, and volunteers, we were driven by our shared
belief in the transformative power of art and the museum. We are so pleased now to share the 20182021 strategic plan, which we hope will inspire readers to connect and engage with HMA!
We feel so fortunate that many people contributed their time, ideas, and perspective to this foundationally
important project. Beginning with a need to transcend our own biases and assumptions about the museum,
we invited a diverse array of internal and external stakeholders to speak into their perceptions and
understanding of Hickory Museum of Art’s role in the community. At the same time, we surveyed the state
of the museum world and challenged ourselves to create a plan that exceeds industry standards, while
providing a roadmap for our team’s success within our region. We also explored broader cultural and
social trends that inform how audiences process their experience of the museum, in light of the waves our
world is riding. This wide ranging dataset of insights was then processed into a Discovery Phase report that
focused our view on the core concepts and big ideas derived from this examination of context.
The synthesis of findings also included recommendations for brand drivers and operational thought
starters. We used these generative concepts as the jumping off point for the collaborative brainstorming,
which ultimately yielded our new brand assets (mission, vision, core values, position, and brand story), as
well as the four strategic focus areas that make up our operational plan. For the latter, our team is most
energized by the cross-departmental nature of each category: Operational Health, Art, Community, and
Financial Growth.
We are so grateful to Medium Rare Strategy for their guidance throughout the crafting of these materials.
Their commitment to providing our museum with a meaningful set of tools to drive innovation and
growth is observable not only in these documents, but also in the countless hours they contributed in
getting the job done. We would like to recognize our Board’s Strategic Planning Chair, Clise Plant, whose
dedication and ability to connect with people opened many new doors for HMA. We also give enormous
thanks to our board and stakeholders for their collaboration throughout the ten months that went
into this finished product. The generous financial support of the L.B. Lane Family Foundation, Shurtape
Technologies LLC, Jeff Bronnenberg, and Brian Hargreaves, enabled the investment of time and resources
necessary to have an exemplary end result. Last, but certainly not least, we would like to share our
appreciation of our members and audiences, whose enthusiasm and love for the museum fuels our work.
Already this strategic plan is making an impact on how our team works with one another and the
community. On the eve of the 75th Anniversary of the museum’s founding, we believe that our visionary
first Director, Paul Whitener, would be proud of our efforts. As he did in 1944, our new mission
statement projects that we strive each day:
To bring people together and inspire creativity through the power of art
Great art unlocks new conversations and ways of seeing the world. At a time that demands rapid fire
ideas and solutions to increasingly complex problems, we believe that the museum should be a stage for
all people to connect with one another, share their experiences, and learn together. We are certain that
our community grows stronger every single time this happens.
We look forward to welcoming you to the museum soon!

Jon Carfagno, Executive Director

Our Story:
From the very beginning, the Unifour Region has been a community
of creative minds: entrepreneurs, innovators, and risk-takers. Those
creative minds built furniture better than the world had ever seen.
They made wagons that were sent worldwide and protected our military.
They took revolutionary approaches to fighting the polio epidemic.
They formed a community of people willing to dig in their heels and
fight for one another. Those minds knew that survival depended on a
network and collaboration—more than one plumber, woodworker, and
doctor, but also with more than one painter, photographer and writer.
Simply put, the arts were viewed as essential to the strength of the
community. Though its forms have varied drastically, art has helped the
creative minds of the Unifour Region build a community that has risen
to nearly every challenge it has faced.
Hickory Museum of Art’s visionary Founding Director, Paul Whitener was one
of those creative minds. Faced with the challenge of bringing art to Hickory,
Paul connected with artists in their various forms and started the museum
we know today. This museum brings together people from all walks of life and
inspires creativity in a way that launches this community forward as a leader in
innovation and culture.
Just like in our region’s earlier days, we find ourselves surrounded by a community
of creative minds. Creativity of any kind is what makes us human. It is what
brings us together, it is what creates and drives change. Hickory Museum of Art
continues on the pursuit of inspiration, imagination, and creativity. We keep
meeting challenges head-on: to continue fostering important conversations, to
continue being a catalyst for positive change, and to keep shaping our future,
today and every day.

Vision:
To become a catalyst for a future
where creative exploration, inclusivity
and community create the foundation
for a more perfect world.

Mantra:
Productivity. Positivity. Proactivity.

COre belIefS

The POwer Of ArT

lIfelOng leArnIng

• We know that art has the power to engage,
inspire and transform audiences of all
backgrounds.

• We believe in lifelong learning and the potential
of curiosity.

• We unlock this power through purposeful
programming, intentional design and diverse
experiences.

• We aim to inspire everyone to make the world a
better place.

• We believe in upholding the highest standards
in interpretation, collections management and
conservation.

COMPleTe InCluSIVITy
• We believe in the need for no-strings-attached
inclusivity.
• We strive to foster a welcoming, nurturing, and
empathetic environment.
• We celebrate that everyone has creativity within
them.
• We pursue a world in which everyone can share
their imagination.

The CreATIVe PrOCeSS
• We believe in the process of creativity.
• We know that innovation comes from boldly
daring to take calculated risks and that there is
always an opportunity for growth.
• So, we believe in experimenting and in solving
problems with a purpose.

• We are educators and optimists.

• We strive to lead by example, by perpetually
asking questions and tracking/measuring impact
to continuously better ourselves.

COMMunICATIVe COllAbOrATIOn
• We believe in the power of communicative
collaboration.
• No great work of art is created or enjoyed in
solitude; likewise, no great team is led by only
one hero.
• We believe that transparency and effective
communication fuel passion. And that passion
fuels people.
• We know that when people are passionate, they
can create incredible things together.

SuSTAInAble grOwTh
• We believe in creating a sustainable environment
for our staff, our guests, and our future.
• We deeply value our roots and our community.
• We strive to make a long-term positive impact
for all people.

Organizational
Commitment:
We commit to the mission of bringing
people together and inspiring creativity
through the power of art. We believe in
productivity, positivity, and proactivity,
as well as the core beliefs that
guide our work. We will further our
impact by striving for a framework
of sustainability created by four
focus areas: Operational Health, Art,
Community, and Financial Growth. As a
team, along with our Board, volunteers,
and audiences, we will channel our
efforts to fulfill these commitments
through continuous collaboration
and become a catalyst of creative
exploration and foundation for a more
perfect Unifour region.

STrATegIC
fOCuS AreAS

STrATegIC fOCuS AreA:

Operational health
––––––––––––

We will strive to craft the clarity and
alignment among volunteers, staff, and
board that creates an integrated growthoriented culture and utilizes strategic hiring/
recruitment to achieve a diverse network
of people contributing to HMA’s efforts
to impact the Unifour Region. We will
continue developing frameworks that yield
actionable data and provide the sustainable
model which allows the museum to be
responsive to trends and proactive about
seizing opportunities as they emerge.

STrATegIC fOCuS AreA:

Operational health

InITIATIVe #1:

MAnAgIng fInAnCIAl reSOurCeS
––––––––––––
Continue to evolve management accounting/budget reporting to track progress
through the year, monitor and control for cash flow issues, and expense management.

Actions:
• Continue cross-functional budget planning beginning at the start of the calendar year.
• Utilize the job costing process as a vehicle for shared understanding and informed
decisions about investment of time and resources.
• Continue the practice of creating a yearly fund development plan that is tied
directly to achievement of budget needs and goals.
• Streamline communication about financial KPI’s and financial status to the board in
order to keep them focused on how to best to support staff.

InITIATIVe #2:

lIVIng The COre VAlueS
––––––––––––
Imbed core values into the fabric of HMA.

Actions:
• Display core values in areas throughout the museum, including public facing areas
and employee workspaces.
• Integrate the language of core values into the day to day vocabulary of life at HMA.
Continue to evaluate employee alignment during annual conversations.
• Develop a standard operating procedure for on boarding employees and
exit conversations.
• Examine how spaces are being utilized and strive for optimal efficiency, productivity,
and comfort for staff, as well as visitors.
• Evolve a purposeful process that builds a diverse complement of staff, volunteers,
and governance.
• Integrate opportunities for shared learning among HMA staff, board, and volunteers.
• Continue the disciplined recognition of staff birthdays, anniversaries, and milestones, as
well as celebrations and opportunities for the HMA network to connect outside of work.

STrATegIC fOCuS AreA:

Operational health

InITIATIVe #3:

enSurIng bOArd And hMA guIld AlIgnMenT
––––––––––––
Monitor board and committee and HMA Guild structures and activities to ensure
connectivity between their efforts and HMA’s strategic initiatives.

Actions:
• Continue to develop the board recruitment process, including core competencies
matrixes, informational sessions for prospective candidates, and formal orientation.
• Continue to monitor and report on Board Engagement Scorecard metrics. Ensure
that all board members are members of the museum and encourage each board
member to make a contribution to the annual fund.
• Continue review of governance documents and develop employee policy, gift
acceptance policy, and acquisitions guidelines documentation.
• Actively pursue diversity and inclusion in regard, but not exclusive to race, age, and
geographic representation across the Unifour.
• Maintain and nurture stronger relationships with former board members.
• Continue to streamline communication through direct collaboration between the
Development Manager and Guild President.
• Ensure that the Guild continues to be represented in seasonal planning.

InITIATIVe #4:

enhAnCIng The VOlunTeer exPerIenCe
––––––––––––
Improve the volunteer experience to leverage their skills and passion more extensively
across the museum.

Actions:
• Host meet and greet/recruitment events for new volunteers.
• Streamline reporting of hours and recognize and reward key contributors.
• Examine planning for events, programs, and day to day operations seeking
opportunities to utilize more volunteers.

STrATegIC fOCuS AreA:

Operational health

InITIATIVe #5:

fOCuSIng On SuSTAInAbIlITy
––––––––––––
Ensure that the core value Sustainable Growth stands at the center of museum operations. Encourage
HMA staff, board, and volunteers to examine their work and think critically about resources.

Actions:
• Champion the importance of recycling and ensure that receptacles are clearly marked.
• Eliminate waste in all forms, especially in how time is used. Ensure that all programs,
partnerships, and investment of time relate to strategic priorities and core values.
• Create an inventory of infrastructure elements, including hardware and software that are in
danger of obsolescence and identify a wish list of attainable, emerging technologies that could
create efficiencies in terms of engaging audiences or streamlining operations.

InITIATIVe #6:

COllAbOrATIng And COMMunICATIng COnTInuOuSly
––––––––––––
Create integration, intentionality, and alignment through disciplined cross-functional collaboration
between all stages of program development, from planning to implementation to evaluation.

Actions:
• Continue the practice of Seasonal Planning as the primary vehicle for brainstorming and green
lighting of ideas using the brand assets as a filter for programmatic development.
• Monitor and report key performance indicators, including membership revenue trends, new
member acquisition, existing member retention, average membership gift, point of sale for
membership conversion, funds raised to date, average daily attendance, quarterly attendance,
shopHMA sales.
• Aggressively track leading indicators for KPI’s, including web, social media statistics, and net
promoter scores.

Outcomes: Organizational accountability of Initiatives and Actions will be defined and assigned
by the HMA Leadership Team and monitored by individual staff members based on departmental
responsibilities. Weekly reviews of achievement by supervisors and quarterly reviews by the HMA
Leadership Team will gauge progress towards fulfillment.

STrATegIC fOCuS AreA:

Art
––––––––––––

We will seek to align the development of
the collection and exhibitions programming
with HMA’s brand assets. We will create
a framework to evaluate, strategically
enhance, and conserve the museum’s
Permanent Collection. We will engage the
community in building the collection and
exhibitions to enhance the relevance and
efficacy of each installation and
to inspire creativity through the power
of art and educate on the creative
process, while positioning the museum’s
galleries as landscapes for immersive,
participatory lifelong learning.

STrATegIC fOCuS AreA:

Art

InITIATIVe #1:

ACTIVATIng The gAllerIeS
––––––––––––
Collaborate with the community, external stakeholders, and across HMA departments to develop
exhibitions and installations that are immersive, participatory learning landscapes focused on the
creative process and opportunities to bring people together.

Actions:
• Identify potential community organizations, stakeholders, and influencers for partnerships.
• Continue designing exhibitions that include opportunities for authorship, remixing, and
engaging with content.
• Continuously strive for exhibition planning that is at least two years ahead at any given time.
• Maintain the practice of aggressively programming the entrance gallery and always exhibiting
the work of regional artists in localHMA.
• Integrate impact measurement into the process of planning and implementing exhibitions.

InITIATIVe #2:

STrengThenIng The COlleCTIOn
––––––––––––
Create a framework by which to evaluate potential acquisitions, as well as potential works
for deaccessioning.

Actions:
• Familiarize the Acquisitions Committee about new mission, vision, and core values.
• Collaborate with the Acquisitions Committee to develop focus areas for the collection, as
well as criteria checklists for each section (American Art, Folk Art, Glass, and Pottery).
• Identify desired objects and/or works of art.

STrATegIC fOCuS AreA:

Art

InITIATIVe #3:

leVerAgIng The COlleCTIOn
––––––––––––
Leverage and conserve the collection as the enabler for bringing people together and inspiring
creativity.

Actions:
• Designate spaces for the display of the permanent collection, staff picks, and community
selections.
• Create exhibitions and thematic installations of the Folk and American Art collections. Utilize
Seasonal Planning for complete organizational effectiveness.
• Continue to identify works of art for conservation.
Outcomes: Organizational accountability of Initiatives and Actions will be defined and assigned
by the HMA Leadership Team and monitored by individual staff members based on departmental
responsibilities. Weekly reviews of achievement by supervisors and quarterly reviews by the HMA
Leadership Team will gauge progress towards fulfillment.

STrATegIC fOCuS AreA:

Community
––––––––––––

We will use the discipline of seasonal
planning and a spirit of communicative
collaboration to create cross-channel
experiences that engage complete
inclusivity of participants, collaborators,
and stakeholders in our onsite, virtual, and
offsite arenas. We will develop an evergrowing collective of brand advocates
whose lives have been transformed
through connections with others and
creative experimentation derived for
their connection to HMA.

STrATegIC fOCuS AreA:

Community

InITIATIVe #1:

COnneCTIng wITh TArgeT AudIenCeS
––––––––––––
Create and promote experiences that engage diversity in families, young professionals, and the
K-12 community.

Actions:
• Integrate focus on core audiences into brainstorming during Seasonal Planning and exhibitions
development.
• Collaborate expansively to co-create curriculum initiatives and programmatic offerings,
inviting targeted audiences to participate from the earliest stages of concept and development.
• Invite collaborating partners to envision next steps for their engagement with the museum to
ensure lasting connection and relationship.
• Pilot after-hours programming for mid-career and young professionals, including remix nights,
concerts, and other social learning and engagement opportunities.
• Seek the support of local influencers in growing awareness and participation in
programmatic offerings.

InITIATIVe #2:

grOwIng Our fAn Club
––––––––––––
Reframe the value proposition for membership creating a fan club approach while also
emphasizing perks and benefits.

Actions:
• Begin including the list of Southeast Reciprocal Museum partners on marketing materials and
the web address to this list on the back of HMA membership cards.
• Communicate regularly about business partner perks and collaborate with participating
businesses on cross-promotion opportunities. Also include partners or link to the list on the
back of our membership card.
• Continue the reintroduction of member travel.
• Use collected data to identify growth opportunities to achieve membership of 750 or
membership revenue of $100,000 by the conclusion of our 76th year (February 2020).
• Focus on maintaining 75 percent retention of existing members.

STrATegIC fOCuS AreA:

Community

InITIATIVe #3:

buIldIng The brAnd
––––––––––––
Create a brand defined by integrated cross-channel engagement and participation driven by
content that teaches about how creativity and social connectedness occur at the museum.

Actions:
• Continue to use the blog and social media channels to tell interesting stories about artists,
objects, creative processes, and people who are impacted by or who directly influenced the
history of Hickory Museum of Art.
• Track the number of responses audience members create based on exhibitions and social
media challenges through their sharing and interaction as examples of participation.
• Seek opportunities for onsite challenges and ways that visitors can actively contribute ideas
and feedback into exhibitions, holiday celebrations, or other civic opportunities (polling
station, naturalization ceremonies, etc.).
• Consistently measure and report the ROI of marketing investments, especially promoted
posts, mailings, and e-blasts.
• Balance the focus between project based and institutional marketing by allocating resources
and annual planning for both categories.

InITIATIVe #4:

eduCATIng And InSPIrIng
––––––––––––
Integrate exhibitions and the museum’s collection into the creation of a platform for lifelong
learning about the creative process.

Actions:
• Partner with the K-12 community and local universities to create curriculum driven initiatives
that support creativity and the development of practical skills.
• Promote summer camps as a vehicle to counteract summer learning loss.
• Continue to monitor the profit and expense margins of art school programs for young
learners, families, and adults.
• Incrementally expand the reach of Art for All partnerships.
• Develop strategies to tie all HMA programs into engagement within the museum’s galleries
and inspire first time or repeat visitation to the museum.
Outcomes: Organizational accountability of Initiatives and Actions will be defined and assigned
by the HMA Leadership Team and monitored by individual staff members based on departmental
responsibilities. Weekly reviews of achievement by supervisors and quarterly reviews by the HMA
Leadership Team will gauge progress towards fulfillment.

STrATegIC fOCuS AreA:

financial growth
––––––––––––

We will engage HMA staff, board,
volunteers, and supporters in the pursuit
of attaining an income model that positions
the museum for sustainable growth. We
will craft clarity and shared understanding
about how cash flow, fundraising, and
earned revenue can best be managed to
support financial security and organizational
health. We will create a culture of
collaborative proactivity toward the
continued pursuit of resources.

STrATegIC fOCuS AreA:

financial growth

InITIATIVe #1:

MAkIng The InCOMe MOdel VISIble
––––––––––––
Continue the practice of creating and sharing the annual fund development plan, including grants,
fundraising events, corporate sponsorships, members, and individual gifts.

Actions:
• Encourage continued collaboration between the Development Manager and Business Manager
on establishing and monitoring performance targets for each income stream.
• Educate the board about how the different pieces of the annual fund development plan need
to combine in order for HMA to achieve its financial goals.

InITIATIVe #2:

bAlAnCIng InCOMe STreAMS
––––––––––––
Create a more balanced income model by highlighting the museum’s annual fund drive during the
conventional October - December time frame and reframing the approach to membership.

Actions:
• Set achievable goals and monitor progress to ensure attainment of the museum’s annual fund
campaign target.
• Establish clearer breakdowns between annual fund and membership gift levels.
• Continue treating membership recruitment and engagement as a year-long program that is
integrated into Seasonal Planning.

InITIATIVe #3:

PurSuIng eArned InCOMe
––––––––––––
Aggressively pursue earned income streams placing increased attention on profit models for
every programmatic or facilities-usage opportunity.

Actions:
• Develop the museum’s rental policies and market the museum as a unique facility for
weddings and corporate events, while exercising a disciplined, strategic focus on considering
facility-usage requests from other non-profits.
• Create and market premium experiences for corporate groups, including day-away team
building retreats and evening events for customers, clients, and staff.

STrATegIC fOCuS AreA:

financial growth
• Monitor and report on the expense vs. income outcomes for programs, as well as income
from donation boxes and shopHMA sales.
• Use seasonal planning and cross-functional collaboration as opportunities to imbed membership
recruitment and up-selling into every point of contact with customers and audiences.
• Communicate clearly about the museum’s no-fixed admission, suggested-donation policy, as
well as the average cost per visitor and expense model for museum operations.

InITIATIVe #4:

brOAdenIng The SuPPOrTer bASe
––––––––––––
Strengthen and diversify the museum’s development strategy and supporter engagement efforts.

Actions:
• Identify and cultivate new potential members and funding sources, as well as sponsors for
events, exhibitions, and the museum’s annual plans.
• Embed donor recognition and thank you events into the production calendar and event
conceptualization of Seasonal Planning.
• Reestablish donor recognition in the museum’s entrance gallery.
• Use the 75th anniversary as a possible opportunity to reintroduce gala-style experiential
programming for museum supporters.
• Recognize the establishment of the Dixon Fund for Innovation in Lifelong Learning, as well as
the other named funds and encourage major gift contributions to these areas.
• Establish a Planned Giving Society and identify long term supporters to initiate conversations
regarding potential contributions.
• Reestablish a cultivation circle for younger donors and continue the practice of lowering
barriers of access for sponsorship by creating “friend” levels and individual sculpture
sponsorships.
Outcomes: Organizational accountability of Initiatives and Actions will be defined and assigned
by the HMA Leadership Team and monitored by individual staff members based on departmental
responsibilities. Weekly reviews of achievement by supervisors and quarterly reviews by the HMA
Leadership Team will gauge progress towards fulfillment.
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