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Abstract 
A summary document setting out the Strategic Priorities and key actions arising from the 

October 2018 Strategic Planning Workshop 
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YARRA VALLEY ARTS STRATEGIC DIRECTION 2018 – 2021 

Context: 

Yarra Valley Arts is a 30 year-old non-profit volunteer organisation of artists and art lovers 

based in Victoria’s Yarra Valley – picturesque and fertile countryside just 1 hour from the 

centre of the thriving capital city metropolis of Melbourne. 

The organisation has had a largely local community-based orientation for the major part of 

its history, though in recent years has started to innovate.  It has extended its 

communication strategy and website technology in an attempt to keep pace with the 

rapidly changing nature of the contemporary communications environment and reach out 

to a wider audience whilst trying to support its members and to attract end-consumers to 

view and purchase its members artworks. 

Whilst formal research does not exist, anecdotal evidence suggests that Yarra Valley Arts 

(YVA) is a relatively well-known name in the region that incorporates Yarra Glen, Healesville, 

Warburton and the various smaller townships and communities surrounding them.  Its 

brand awareness elsewhere, particularly in the rich neighbouring marketplace of outer 

eastern Melbourne, is thought to be very limited.  

‘Open Studios’ has seen local artists present their studio workspaces to the public for a 

weekend in 8 of the past 10 years.  The current format is of 3 weekend-options for the 

public over 3 months around 3 main highways, with each studio open for one weekend only.  

Together with the Yering Station Sculpture exhibition, and the Toolangi Sculpture Trail, Open 

Studios has become the most well recognised brand mark associated with YVA.   

There are a variety of visual art genres on display during Open Studios (painting, sculpture, 

photography, ceramics, jewellery, wood work, textile art, textile works, printmaking, 

assemblages) and styles (representational, abstract, non-objective), reflecting the 

membership of the organisation (of which there are approximately 70 ‘creative members’). 

There are also a small number of non-visual arts members (eg: writing and performance) 

and over 200 members in total when keep-in-touch members are included. Evidence 

suggests that the Yarra Valley region has a higher proportion of ‘creative businesses’ than 

any other area of Victoria.  

It is agreed that further development across a range of strategies and actions is needed to 

ensure that effective promotion of arts and culture in the Yarra Valley, including the work of 

particular artists, along with the destination, is widely promulgated.  

The Yarra Valley is not (yet) seen or considered by tourism organisations or, perhaps even 

by some local government representatives, as a strong arts and cultural destination, or of 

being a particularly creative or artistic place to live or visit, whereas it is clearly a wine 

region and a food growing and eating region.  The most obvious reason for this is that YVA 
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has not yet been able to structure its representation and promotion of artists in the region 

into a ‘product’ or having a clear ‘home base’ that other entities will give strong support to 

and potential visitors / tourists will specifically travel to in order to experience an ‘Arts and 

Cultural’ destination  - (with the exception of the spectacular Tarrawarra Museum 

established by the Besen family).   

Our challenge is to deepen and broaden the appreciation and appeal of the arts and 

culture in the region. 

The question is, how might YVA go about strengthening its brand(s), firstly to its primary 

stakeholders - the artistic creative community, and secondly, to a wide audience -including 

local, state and federal governments, philanthropists and of course the end 

customer/collector/ appreciator of their art? 

Below we set out a strategic approach and some actions to pursue in order to build, shape 

and share the ‘product’ and the brand(s) in a planned and orderly manner.  Ideally, we 

would attract support to help locate and fit-out a ‘home base’ and gallery to exhibit 

members work.  We must recognise however, that we are at this stage a purely volunteer 

organisation, and there are limits on the amount of time available to develop and 

implement detailed and documented strategies.  This paper will therefore be a skeleton 

only, or a framework upon which the Committee members will rely when they need to 

make important decisions about which programs to give priority to, and which direction to 

put effort into for the 2-3 years ahead.   

The top 10 priorities arising from the Strategic Planning Workshop of 16 members (plus 

numerous telephone conversations with others) are: 

1. Clearly articulate current YVA Vision and Purpose & seek membership commitment 

2 Find a ‘Home’ for Yarra Valley Arts 

3 Find a major Philanthropic or Business or Government ‘Partner’ / ‘Financial 

supporter’ 

4 Engage paid staff (Arts Programs leader) 

5 Create exhibiting and educational / professional development opportunities for 

Yarra Valley artists 

6 Gain Deductible Gift Recipient (DGR) status – Register of Cultural Organisations - and 

enhance Fundraising 

7 Improve Communications & Advocacy for artists & brand development for YVA 

8 Increase membership across art forms 

9 Continue Open Studios for Visual Arts 

10 Build collaborations with Wine & Food and Tourism bodies 
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1. Clearly articulate YVA Vision and Purpose & seek membership commitment 

 

The principal purpose of Yarra Valley Arts, as articulated in the organisation’s 

governing documents, is the development and promotion of Arts and Culture in the 

Yarra Valley region. 

 

Whilst this is known to the members and some of the broader community, a clearer 

and more comprehensive vision for the organisation is needed to ensure the optimal 

growth, appreciation and success of YVA in achieving its objectives. 

 

We should focus on serving the needs of the Creative Members and building the 

membership numbers.  It is important to articulate what our Brand is and aspires to 

be, the purpose it serves, and how to communicate it to the world.  It is then 

essential to develop and implement consistent messaging.  

 

The articulation of the Vision should reflect the shared beliefs, principles and values 

of the members and which is now in the process of being formalised through review 

of this and other documents.  The Update October 2018 Vision Statement now 

reads: 

 

ACTIONS: 

• The above statement was endorsed by the members at the Strategic Planning 

workshop in October 2018 and will be adopted by the YVA Committee at its 

first meeting in 2019 and communicated to all members.  
• Once adopted, the Statement will be featured prominently on the website 

and in other communication modalities. 
• The updated Vision / Purpose will also be specifically communicated to the 

Yarra Ranges Council and other cultural bodies in the region. When 

Endorsement is confirmed of YVA as a Cultural Organisation on the federal 

Register eligible to receive tax deductible gifts (see item 3(ii)) this progress on 

Vision & DGR status will form part of a ‘story’ for local media to raise the 

profile of YVA, its artist members and its desire to create a cultural 

destination of national and international significance. 

 

‘Yarra Valley Arts is a not-for-profit organisation dedicated to enhancing the cultural lives of 

those who live in, work and visit the Yarra Valley.   

 

We aim to provide development, support, education and economic opportunities for local 

artists which will result in the Yarra Valley area and its artists becoming as well known to 

wider audiences (locals, visitors and tourists) for its vibrant arts scene as for wine and food.   

A cultural destination’. 
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2. Find a HOME for YVA 

YVA has been severely restricted in its growth and activities because it does not have 

a ‘base’ from which to conduct its activities and for members and the public to 

identify with.  Its meetings are often held at a local restaurant or club and in recent 

years it has been the beneficiary of generosity of the private Art at Linden Gate 

gallery for meetings and events. In 2018 for the first time it had a group exhibition 

for artist members including those who were not a part of Open Studios.  This has 

been well received by members, however, is not and should not be a ‘home’ for YVA.  

Affording a ‘home base and exhibition space’ will be entirely dependent on finding 

both a suitable property and a financial benefactor to help cover the costs of 

accommodation and staffing in the early years.  It will also require sufficient 

volunteers to donate their time to assist in an array of duties to lift the visibility and 

professionalism of the organisation.   

ACTIONS: 

• Review potential suitable properties for rent in all of the towns within the 

Yarra Valley Arts membership perimeter. 

• Scan the region for potential benefactors who have a strong interest in the 

arts and in helping the cultural and economic development of the region. 

• Spread the word that YVA is keen to create a significant impact on the arts 

and cultural landscape and that appreciation of contacts and resources would 

be welcomed. 

 

 

3. Find a major Philanthropic or Business or Government ‘Partner’ / ‘Financial 

supporter’ 

 

YVA currently has insufficient financial resources to completely fulfil its vision. 

However, it believes that it is a worthy, dependable and proactive body with 

renewed energy that can lead to it becoming a beneficiary of resources which, when 

added to its volunteer base, could have a very significant effect on creating a notable 

regional environment as an arts destination and driver of the development and 

success of local artists.  The longstanding existence of YVA attests to its solidarity and 

depth of artists and art lovers in this region. 

 

ACTIONS: 

• Executive Committee members and others to research and discuss with a 

range of contacts, any suggestions for possible benefaction. (pre and post 

expected granting of DGR status) 

• Compile a list of people and organisations to speak to and write to during 

2019. 
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4. Engage a staff member 

YVA is currently an Incorporated Association with 10 of its members forming a 

volunteer Board / Committee of Management.  Small amounts of external funding 

have previously been received for specific events (eg: Open Studios) to engage a 

resource/s to assist with the event organisation and promotion. To date these 

notionally paid positions have been filled by members for short periods of time, and 

in no way reflect the time and effort involved – nor the cost of them being taken 

away from their own arts practice.  There has previously been a part-time staff 

member employed by YVA (some few years ago) using limited saved membership 

fees and a small grant from Council, but this was difficult to manage at the time, and 

the employee left. 

It is very important that a significant volunteer effort continue into the future.   

However, a professional staff member is necessary to build a professional 

organisation.   

ACTIONS: 

• Develop a position description and ‘advertisment’ draft to be ready when and 

if financial resources are secured.  The articulation of specific roles will help 

to convey to potential funders exactly what YVA is trying to achieve. 

• Seek advice from Tarrawarra and the VCA about the appropriate scope and 

scale of such a role and the probable cost to attract such a resource. 

 

 

 

 

NOTE: 

A POTENTIAL Staff advertisement has been developed to indicate the type of person / 

position that would ideally be recruited once sufficient funds are secured to lease a property 

for a home base / gallery and education space and to employ a key staff member, reporting 

to a Committee of Management and working with a large volunteer contingent.  
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ARTS PROGRAM & GALLERY DIRECTOR – 
(INITIAL 12 MONTHS CONTRACT ROLE) 
 

• Well-funded and dynamic Yarra Valley Arts initiative 

• Help shape the future of art in the Valley – make your mark! 

• Negotiable salary package + work 3-4 days pw + Healesville location 
 
Long recognised for its wine and food, the Yarra Valley is a premier tourist and visitor 
destination. It has a thriving art scene as evidenced by the successful and long-standing 
Open Studios and Yering Station Sculpture Award initiatives. Investment is flowing into the 
region and Yarra Valley Arts (YVA) is leading some very exciting and significant 
developments underpinned by new and secure funding. This newly created position will play 
a high profile and pivotal role in driving awareness of the Valley as an arts destination and 
supporting the success of local artists. 
 
Premises for a new gallery have been negotiated and will be used to help showcase local 
artists and bring them to the attention of the wider art world. Utilising all the power of social 
media, public relations, business and community networking and events, you’ll be a key 
player in growing art as both a business and as a reason for visiting the Valley and getting to 
know the established and emerging talent that lives and works here. 
 
Reporting to the President of YVA and supporting the Management Committee with a mix of 
strategic and tactical advice around initiatives to drive the agenda, you’ll have a lot of 
freedom and the ability to shape the future direction of art in the Valley. You’ll need 
experience to establish a greenfields gallery operation, establishing systems and processes, 
including fundraising, and engaging with volunteers to help run the enterprise and raise 
funds. 
 
We’re looking for a proven arts professional who has experience in arts promotion and 
gallery management. This includes engaging with artists, planning and delivering a vibrant 
program of exhibitions throughout the year, setting the standards for acceptance and 
nurturing key relationships within the arts and wider community. You’ll need to be 
comfortable working with stakeholders across the community, arranging events and 
promotions and, importantly, measuring their effectiveness. 
 
Success will demand proactivity and a natural ability to make things happen. Without a 
doubt, you’ll have exceptional verbal and written communication skills, and importantly, 
experience in relating to a diverse group of stakeholders, including the artists themselves. 
You’ll be social media savvy, great on detail and reporting. You don’t leave tasks unfinished, 
set high standards and yet are engaging. Your enthusiasm is infectious, and you’re known 
as a professional who gets things done! 
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5. Create exhibiting and educational / professional development opportunities for 

Yarra Valley artists 

One of the abiding interests of artists is to have more opportunities to show their art 

and improve their arts practice.  However, the majority of time spent by an artist 

(particularly in visual and literary arts) is a solitary practice, and therefore it is highly 

desirable to have opportunities in place to enable artists to come together as a 

group to benefit from learning and teaching sessions. 

Yarra Valley Arts will provide a platform that supports artists to grow, learn, develop 

and achieve their goals.  A Gallery would provide opportunities for artists to gain 

exposure to new markets in a professionally curated environment.  Through 

association with key artistic educational bodies it would enable opportunities for 

ongoing learning and education.  By providing a home for these activities it 

encourages collaboration and sharing between artists and members.  It encourages 

new ways of thinking, doing and being in the art world. 

The YVA member community is a diverse (but mainly visual arts) group in that some 

are professionally trained artists and others are self-taught.  Some exhibit well and 

make a good living, others do not exhibit at all. All seem to agree however that they 

would like YVA to organise opportunities for each of them to engage in new learning 

and extension of their knowledge and skills each year. They would like to have highly 

experienced and interesting guest speakers and presenters to engage with 

throughout the year, as well as opportunities for hands-on learning of new art-

practice skills. 

 

YVA has provided opportunities in the past 2 years in which guest speakers have 

addressed members and some members have provided skills development sessions 

free-of-charge to any members interested.  This has been well received and led to 

calls for a more programmed annual plan to be developed when a ‘home’ and a staff 

member and specific volunteer members are tasked with this plan as a priority. 

 

Whilst it is intended to continue to seek member willingness to share their skills and 

experience with others, the main innovation in this area in 2019 is to seek an 

Education and Learning Partnership with the Victorian College of the Arts as soon 

as a ‘home’ base is achieved. 

ACTIONS: 

• As in #2 above continue to seek out, across the region, an appropriate space 

for exhibitions and learning and teaching. 

• In the meantime, seek collaborations with other bodies (schools / church 

halls / council properties etc) in which potential exhibitions and 

teaching/learning programs may be run on an ad-hoc basis. 

• Undertake a survey of members to identify priority education and 

professional development needs (building on current input indicating that 
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‘professional arts business practice’ and ‘technical art skills’ plus an interest 

in meeting and hearing from successful contemporary artists from 

Melbourne and further afield). 

• Identify potential teachers who would be interested in providing teaching 

services in the region – that would be affordable for local artists. 

 

6. Gain Deductible Gift Recipient (DGR) status – Register of Cultural Organisations - 

and Fundraising 

YVA Inc is a Registered Charity ABN 32506278059 and is registered for GST.   The 

current annual report to the ACNC (Australian Charities and Not-for-profit 

Commission) shows a $52,647 annual income, and $35,291 annual expenditure.  

The most obvious strategy to pursue in readying the organisation to grow and seek 

philanthropic and corporate support is to become a Deductible Gift Recipient (DGR) 

registered with the ACNC & ATO as a Registered Cultural Organisation.  This will 

enable the organisation to apply for philanthropic funds in which the donor is able to 

claim a tax deduction, and to target Foundations which are only allowed to make 

gifts and grants to DGRs.  There is strong confidence that YVA is an eligible Cultural 

Organisation. 

ACTIONS to achieve DGR: 

• Develop an application to the Federal Treasurer and Minister for the Arts, 

administered by the Department of Communications and the Arts, to become an 

approved entity under the Register of Cultural Organisations. (ROCO) 

 

• In preparation for the first meeting with the legal advisers, review all the on-line 

Guidelines and Application / Criteria to ensure full readiness.  This will include 

identifying possible / appropriate ‘Responsible Persons’ to be invited to be a part 

of the YVA organisation as the trustees of the Public Fund, together with existing 

member/s, that will be set up to receive gifts following the approved 

Endorsement of YVA as a DGR. A logical first place to source such persons would 

be with a local / regional law firm and accounting firm who have staff members 

who may welcome an opportunity to serve the community in this pro-bono 

capacity – which would reflect well on themselves and their firm. 

 

• Once a law firm is decided to assist with the DGR application, the President or 

Vice-President and other key advisers should meet with them to brief them on 

the organisation and co-ordinate the application process, information and 

responses. 

 

• Reports to the Committee will keep them updated and once the application is 

successful communications can go to all members and be incorporated into all 
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public materials.  This will then lead to the further development and 

implementation of the Fundraising Strategy.  

An additional interim option to consider is ‘partnering’ with a strategically selected 

arts organisation in Melbourne which has DGR status and would be willing to 

‘support and auspice’ initiatives prior to the YVA achieving its own legal status if 

philanthropic gifts can be attracted on that basis.  

Once DGR status is achieved an aggressive Fundraising Strategy can be finalised and 

implemented., but in the meantime specific fundraising initiatives should be 

undertaken in 2019 which do not require DGR status. 

ACTIONS on Fundraising: 

• Appoint a sub-committee to develop fundraising initiatives for 2019-2020. 

• Research further the member suggestion of asking all creative members to 

donate a work-of-art for a fundraising auction to be held as soon as feasible. 

• The existing fundraising approach will continue until DGR status is achieved.  This 

involves formal and informal approaches to local government and local 

businesses to provide support - both cash and in-kind donations, to help deliver 

an on-going arts program in the Yarra Valley.  

• The base financial support will continue to come from the members through 

their ‘Creative Membership’ fees – currently set at $120 per annum.  However, 

this only delivers approximately $ 8000, and it is planned to raise the fees as the 

offering and service levels increase. 

• Applications to Yarra Ranges Council will continue for support of the Open 

Studios annual program.  In 2018 this amount is $9000 for the 2019 program.  A 

stronger relationship and involvement of more of our members with Council 

decision-makers during 2019 may result in them seeing the community benefit of 

a larger sum for the 2020 year. Engagement around this theme should be 

carefully considered by the Committee. 

• A new initiative in 2019, prior to receiving formal approval of DGR status, is to 

seek philanthropic funding to be channelled through an existing, highly credible 

arts organisation, which may have an aligned motive to establish themselves 

more strongly in the Yarra Valley and to support cultural educational 

development.  One possibility here is The Victorian College of the Arts at 

University of Melbourne.  Other education or training institutions may also be a 

considered. 

• Outstanding relationship management is the key to successful fundraising and 

the ability to make cross-connections between people and organisations.  The 

Committee should consider ‘mapping’ the possible connections of Committee 

members (and others) at a meeting early in 2019. 
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7. Improve Communications & Advocacy for artists & brand development for YVA 

Communication between people, and between organisations, is crucial to the 

developing success of any organisation.  At its core this involves ensuring that all 

those who would consider themselves stakeholders are kept informed about 

developments as they occur, and wherever practical, are consulted as part of major 

decisions that may affect or offer opportunity to them. 

 

Effective communications with prospective markets for YVA artist members are 

dependent on a sophisticated marketing and communications strategy.  Whilst there 

may be very limited financial resources available in 2019 for this purpose, it is 

essential that the organisation marshalls its membership and ‘friends’ to create a 

momentum of communications and key messages through consolidated and explicit 

marketing channels.  Each year should see improvements and growth. 

 

Artist members of the community are looking for Yarra Valley Arts to use their 

organisational platform to help to ‘advocate’ for them to facilitate an increase in 

awareness of their talent and broaden their appeal through communication of their 

artistic motivation and meaning. 

 

Artists have to reach out to the world for their work to be recognised and 

appreciated.  They need to refresh and renew their vision and their skills.  They need 

exposure to like-minded artistic souls and intellects who will not just feed their 

instincts but challenge and develop their practice and hopefully for each of them to 

do the same for others. 

 

The ‘brand’ of YVA needs to be reviewed and understood, with a view to building its 

strength as much as possible.  A Brand is a composite of many elements – not simply 

a logo or tagline. ‘It is a combination of a customer’s experiences with your business 

at every touchpoint.  Each memory, thought, impression, website visit, story, letter, 

social media post, event, phone call, and transaction contribute to your organisations 

brand reputation’ (Elaine Fogel – Beyond Your Logo) 

ACTIONS: 

• Review the current membership to ascertain skills and previous experience in 

Marketing and Communications with the view of enlisting volunteer sub-committee 

support to commence and drive the development of a professional marketing, 

communications and brand development strategy. 

 

• Consideration may then be given to engaging a short-term brand marketing and 

communications, and social media consultant to advise on a cost-effective strategy 

to improve the image and communications effectiveness of YVA in the minds of 

artists and the broader community. 
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8. Increase membership across art forms 

For Yarra Valley Arts to be a true representative body of ‘arts and culture’ in the 

Yarra Valley region, it needs to have a plan to expand and extend its membership 

across more genres than currently exist.  As stated earlier, the vast majority of 

current members are visual artists with just a few other arts forms represented.   

 

During 2019, following the achievement of many of the earlier priority areas above, 

the organisation will focus on specifying new categories of potential membership 

and determine the value able to be provided to such artists and ways that their work 

may integrate with the other activities of the organisation and benefit from access to 

the new ‘home’ base as a platform to assist them to grow the awareness and 

appreciation of their talent.  Broad conversations with those involved in Music, 

Writing, Theatre etc can occur as opportunity arises from the time a potential 

premises becomes available. 

 

9. Continue Open Studios for Visual Arts 

Open Studios is a successful program and will continue to operate on the basis of the 

clear guidelines established for the 2018 program.  A specific sub-committee, with 

some new members, will commence planning in January for the 2019 Spring season. 

 

10. Build collaborations and Partnerships with Corporations, Government and Wine, 

Food and Tourism bodies 

YVA currently has some partnerships or alliances with Yarra Ranges Council, Bendigo 

Bank, Arnold Bock Leibler (Solicitors), Yering Station, Art at Linden Gate, Toyota, RACV and 
Workforce Extension.  All of these should be retained, and a concerted effort is necessary to 

ensure that the relationships remain strong and effective in recognising and valuing their 

support.  It is important that more than one person in the organisation has personal 

knowledge and relationships with key personnel in each of these organisations.   

1. Yarra Ranges Council – for funding, guidance and marketing/communications support 

2. Tourism bodies - to improve visibility to potential tourists / visitors 

3. Media – for increased exposure 

4. Yarra Valley Wine Association – for potential collaborations 

5. Potential sponsors & patrons (as with Opera & classical music) 

6. Education bodies – such as VCA, Arts Victoria, Australia Council. Box Hill TAFE: 

a. for program or course support (eg: YVA in the City)  

b. connect to the greater arts community 

c. student – artist match-up  
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ACTIONS: 

• The Committee should determine which other organisations should be targeted for 

relationship development in 2019 – which should, at a minimum, include a local accounting 

and legal firm, with the intention of seeking their involvement on the Public Fund 

Committee for DGR registration.  

 

• Whilst it may take a number of years to build a strong and enduring structural 

relationship with the wine and food industry sectors in the Yarra Valley, it is 

important that they become aware in 2019 of the vision, intentions and capacity of 

Yarra Valley Arts to be the third pillar of industry strength for this region.  Once the 

first 5 strategic priorities set out above are achieved, there will be authenticity and 

evidence to discuss with those organisations and the body responsible for Tourism 

promotion, to legitimately allow Yarra Valley Arts a ‘seat at the table’. 

 

• Proactively develop a strong relationship with a tertiary Arts education & training 

institution as well as key personnel in relevant high-profile gallery and arts 

promotion organisations. 

 

 

 


