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CreativeTrust Open Source Tool Kit

Creating the Program

Introduction

The Creative Trust was formed in 1998 as a collaborative endowment fundraising initiative, and in late 2002

|l aunched Working Capital f or tsizeeperfarming arts campanieo g r a m
achieve financial health and balance. Wofkiypjtal for the Arts which combined matching deficit
elimination grants and working capital awards with an intensive program of work inchairanene
consultations and assistance, workshops, seminars and community rounedsithes most irdepth,

multifaceted and successful arts sustainability initiative in Cagyasabitween 2003 and 2012 to include

the Outreach Program, Audiences Project and Facilities Initiative. Creative Trust raised almost $7 million
from private and public donors forisghwork, and distributed almost $4 million directly to 24simdd
performing arts companies. An additional 40+ comg

and professional development activities.

It was Creative Trust's intention from theginning to sunset after its work was completed and its goals
achieved.n October 2012, havingh ped Torontods performing arts coc
planning and management skills, eliminate deficits, and acquire and maintain wtakiresesaps, we
announced our closing. The Creative Trust legacy includes a measluglgtained positive impacttios
health and stability of m asizegy ancb $mall Trmugicp thelatce Gaed damoes t
companies. Theork has alsodd an impact on the arts community beyond. Participants were involved in
learning activities which helped them rethink assumptions and change the ways they work; they gained ne\
skills and insights and put them successfully into pi&cteeng the bafor everyone. Through Creative

Trust, Toronto's performing arts community embraced the value of open sharing and collaboration.
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These Open Source Took Kits grew out of Creati ve
understood and sustaineahd to share our approach and leadprgviding ideas and examples for other

arts and noiprofit leaderso explore and borrow fronOur deeply rewarding relationship with the Toronto

Arts Foundation, through the Creative Trust Research Fellowship, has allowed us to dev@jmmthese

Source tool kits a compendium of processes, policies and program materials. These documehés reflect t
most important thinking and activities in the success of Working Capital for the Arts. We hope they may
offer inspiration and valuable ideas to others asvidnkyo improve the strength and sustainability of their

memberships and communities.

Creating the Program

It'"s one thing to say you are |l aunching a program
dance and theatre companies develop strong planning and financial skills, achieve financial balance, and
acquire and maintain a furfdvmrking capital” in order to build "a stronger, more vibrant performing arts
community, whose most highly acclaimed companies are equipped to meet the challenges they face and

sustain themselves over the long term."

It's quite another thing to desigml @arry out a program that delivers on those promises.

Every process, premise, and expectation of Creative Trust's Working Capital for the Arts Program was
discussed and debated during the program's creation. Our program was designed aroundsthe principle
adopted by the steering committee in one of its earliest meetings, that it be developed and carried out based
on meaningful, iepth consultation; that access to the program would be determined by clear criteria; that it
would be flexible, allowing dges to be made over time; that its overall probable outcomes (such as

amounts of monies to be granted) would be clearly communicated; and that it would be efficient, economical,

fair and perceived to be fair.
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| believe we largely succeeded in honoumésg fprinciples. The critical paths, criteria and processes,
program components, decisioaking policies, and other details of Creative Trust's Working Capital for the
Arts programand our subsequent Outreach Progeaento be found in this Tool Kit. Videpe they will be

of use to those of you creating your own progravhsther they are designed to build the capacity and

sustainability of arts organizations, or for some other equally important purpose.
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Critical Path for Program Phase

2002

An early list of tasks and timelines for creating the Working Capital for the Arts Program.

1. Develop Organizational
Infrastructure

2. ldentify and Cultivate Prospective
Leaders

3. Secure Lead funding and identify
other funders

4. Refine Program Eligibility and
Structure

5. Begin providing Technical
Assistance

XXXXXXXX

XXXXXXXX

XXXXXXXX

6. Launch the Program

15Nov-01

XXXXXXXX

XXXXXXXX

XXXXXXXX

XXXXXXXX

15Dec-01 15Jan02 15Feb-02 15Mar-02 15Apr-02 15May-02 15Jun-02

XXXXXXX XXXXXXXX T XXXXXXXX XXXXXXXX XXXX

XXXXXXXX XXXXXXXX

XXXXXXXX XXXXXXXX T XXXXXXXX XXXXXXXX XXX XXXXXXXX XXXXXXXX

XXXXXXXX XXXXXXXX

XXXX XXXXXXXX XXXXXXXX XXXXXXXX XXXXXXXX XXXXXXXX

XX
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Working Capital for the Arts
Expected Program Results, Monitors and Evaluation

Background

During the development of the Working Capital for the Arts Program, a detailed analysis of the financial and
operating situations of a selection of twenty-sim@tl Toronto performing arts organizations was
undertaken. During the development phase, tlz@aemgre helpful in building the Business Plan and in

devel oping some of the programbés particular goal s

During these early phases we discovered that few stabilization programs had begun with clearly articulated
objectives and fewer stilldhandertaken comprehensive monitoring and evaluation of the overall program
achievements and failings. In view of this, and in recognition that this program has a special mission with
respect to learning development in the large and complex arts comfilmionto, Creative Trust has

begun the process of designing a comprehensive monitoring, evaluation and learning process.

In assessing, monitoring and evaluating organizations for the Creative Trust: Working Capital for the Arts
program, we will examingeasure and monitor a number of key organizational characteristics, internal
operating capacities and behaviors that, taken together, provide the healthiest and most balanced working

framework for an arts organization over time.

The fourKey Focus Areasill be:
1 Leadeship, vision and relationships
9 Planning and learning processes
1 The working format, equation and infrastructure, and

1 Resource development, relationship to audiences and contributed income.

Creative Trust Expected Program Results, Monitors and Evalua



In addition to these key focus areas, Crehtiugt will monitor and assess progress in financial and other

guantifiable elements, as follows.

A. Financial 6 Quantifiable
Each organization will proceed at its own pace, and each will achieve its objectives at different times,
depending ontime ofeptr i nt o t he program and whether it carri

wi || be an accumul ation of organizationsd results

9 During the first year after entry to the program, all organizations will have developatensivey
strategic plans and congruent work plans to which boards, management and artistic directors will be
contractually bound.

1 Within two years of entry into the program, all organizations with accumulated deficits at entry will
have no deficits.

1 By the end of the second year after entry into the program, or earlier, each organization will have
become eligible for working capital awards, having undertaken and proceeded satisfactorily along the
road to sustainability.

1 By the end of the third year, orgations will have minimum levels of working capital equivalent to
6.25% of base year total revenues.

1 By the end of the fourth year, organizations will have minimum levels of working capital equivalent
to 12.5% of base year total revenues.

1 By the end of théfth year, organizations will have minimum levels of working capital equivalent to
18.75% of base year total revenues.

1 By the end of the program, organizations will have minimum levels of working capital equivalent to

25% of base year total revenues.

Creative Trust Expected Program Results, Monitors and Evaluat_



Other targeted financial areas will be identified during the development and completion of work plans. These

will also be monitored.

Annually, following each organizationd6s annual re

pr o g r amiél ®bje€tiven. Such company data will include:

Levels, ratios and changes to:
1 Working Capital levels
9 Accunulated deficits and surpluses
1 Endowment funds
1 Capial (plant / fixed asset) funds
i Total Revenues
9 Earned revenues
1 Private seot funding(contributed income)
1 Annual surpluses
1 Total expenses
9 Fundraising expenses (to funds raised, marginal and total), and

1 Marketing expenses (to earned revenues, marginal and total).

B. Other Non-Financial, quantifiable Evaluation Measures
1 Volunteer Involvemén
1 Audience sizes

91 Appropriate planning processes in place and working

Creative Trust Expected Program Results, Monitors and Evaluatm



C. Key Focus Areas® Non-Quantifiable
The following four focus areas will form a Wiaseanalysis for all organizations prior to entering the

program. Progress in each during thefligarticipation in the program will be monitored and evaluated.

1) Leadership, Vision and Relationships:
Is professional leadership in place, leading and directing the organization? Is that leadership acknowledged
and supported by staff and boardapigropriate board leadership in place, leading and directing the board

in appropriate ways?

Is there a clear articulation of vision, values and mission of the work and the organization? Is this

information clearly communicated internally and ext@rnally

Is there a commitment to developing and maintaining high quality relationships, both internally among the
professionals and board and externally? Is the process of collaboration clear? Has the board been well cast

and is it functioning in appropriated effective ways?

i) Planning and Learning Processes:

Are there clearly understood and communicated processes for working, planning andisetreing®

process in place that addresses short, medium and long term planning needs and iisspes&sks din
effective learning tool that helps the organization adapt to or effect change within its working conditions or

environment?

iii) The Working Format, Equation and Infrastructure
Does the organizati onds wasedkor instgtutidnal, meftexttthe definteceand e r i

understood processes of collaborating, planning, needs and problem analysis, strategizing, problem solving,

Creative Trust Expected Program Results, Monitors and Evalua



decision making and taking actions? Is the format informed by and consistent with the professional

|l eadershipds artistic and programming processes?

Is there a clear understanding of the organizational equation and the critical balance between programs and
activities and available human, financial, time, material and technical resources? & tedecahseent

understanding of the state of balance of the organization at any given time?

Are there appropriate and adequate organizational management and information structures and systems in
place? Are appropriate human resources with the nec&gsbamgtss involved to maintain a healthy

organizational operation and balance?

Iv) Resource Development, Relationship to Audiences/Visitors and Contributed Income
Relationship to Audiences/Visitons: there clarity with regard to whom the organization wants to connect
and why? Is the same commitment to quality relationships internally extended to relationships with
audiences? Is there a commitment and process in place to build and maintairvisitdieretafionships

short and long term?

Are thereclear and coherent concepts, plans and approaches for generating and augmenting contributed

income that are appropriate to the work, organizational values and capabilities, and community environment?

Creative Trust Expected Program Results, Monitors and Evalua



Program Readiness Tasks

A list of tasks for Summer 202, in readiness for the Fall launch of Working Capital for the Arts.

Core Staff Contracts:

9 Technical Assistance Director

1 Program Development and Evaluation Director
1 Executive Director

1 Administrator

9 Bring to Finance Committee

Arts Action Research:

T Rider t o t haasljustingaumliesof visits mrtd dedes t
T Next yeards contract, 3 visits
1 Visas

1 Bring to Finance Committee

Program Application Process:

1 Program description

9 Program description printed

1 Application form completed, using Mdtéatm as a template and integrating AAR comments;
board approval

1 Application form printed

1 Confirm with OAC officers list of companies to be sent application form

1 Confirm permission to request copy of most recent OAC grant application with application

Creative Trust Program Readiness Ta



1 Send forms out, post on website

9 Application form distributed, assessment undertaken, féist2l@ompanies admitted to technical
assistance component of program: initial letter of agreement signed, with caveat that admission to

technical assistance cament does not guarantee deficit elimination or working capital funding

Funding Requirements Prior to Commencement of Program:

1 $500,000 Department GanadiarHeritageeceived
1 Commitment to full working capital aspect of program for first companieteddniiudget

analysis in process

Program Admission Process:

1 Program Admission Policy and Procedures complete and approved by board
1 Board Conflict of Interest Policy approved by board

1 Receive completed applicatidty May 30

Resource Consultants:

1 List of potential resource consultants

1 Database of potential resource consultants

9 Draft letter to potential resource consultéritgroducing program, asking if they are interested in
being on our list, asking them to identify their key areas of expertise, asking for resume

1 Send letter to potential resource consultants, with attashisbenit Creative Trust and Program
Description

1 Set fee structure @x/day?
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Communications:

1 Check all above against Communications Plan, ensure consistency
1 Continue individual outreach

1 Implement ongoing communications

Other:

1 Secure permanent office space

Creative Trust Program Readiness Ta



Criteria for Program Participation
2003

Amended and Expanded in 2003 following community consultation and feedback
1. Eligibility
The Working Capital program is open to organizations which:

a) Are incorporated as nfur-profit, charitable corporations

b) Have a mandate based on the professional creation, and presentation of arts programs

c) Have fulitime administrative stadhd an active board of directors who will be engaged in the Working
Capital program and will enter into a formal agreenterihe/\Working Capital program

d) Have been in continuous operation for a minimum of four years prior to admission to the pragram, hav
a history of regularcheduled programming, of private sector (individual and corporate) financial
support and ofommunity outreach programming

e) Recognize that loigrm organizational health and sustainability may require fundamental change and be
willing to undertake @rogram of change, if required

f) Recognize that an organizatidde commitment to a planning process will be a necessary element of

successful completion of the Working Capital program.
Eligible Organizations with an accopeutetedeficit will proaidiited statements that verify that:

T The deficit is not more than 20% of the organi zeé
1 They have broken even or have generated a surplus on operations in the year prior tahentry into

program.
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2. Admission to the Working Capital Program

Eligible organizations will be admitted to the Working Capital program when:

a) They have no accumulated operating deficit (half of any deficit having been raised by the organization
within a reaswmble time period, and matched by the Working Capital program); and

b) Board, management and artistic director have joined forces to produce a sound and achievable strategic
operating plan for a minimum of three years, which will include a goal of achiexékg\v@n on
operations over the planning period, and will detail areas of assistance requireddbieithg the

planning goals.

2. Operation of the Working Capital Program

Deficit Elimination: Eligible organizations will qualify for deficit elatmam grants equal to 50% of any
outstanding accumulated operating deficit, payable when the organization has raised the balance required.
Sums disbursed by the Working Capital program for deficit elimination, may be deducted from the total

working capitdunds for which the organization subsequently qualifies.

Term of the Program: Each admitted organization will participate in the Working Capital program for a

period of four years.

Working Capital Funds: The Working Capital program will contributed@oh organization admitted to the

program an annual amount equal to 6.25% of its base year revenues, on production and approval of each of
four annual audited statements which show, as a minimum requirement, that the organization has achieved at
leastaleake ven on its operations for each year. (0oBr e

a deficit which is smaller than 2% of base year revenues.)
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At the discretion of the program, Working Capital funds will cease to be paid for any yeanihich
the organization generates an operating deficit which exceeds 2% of base year revenues; payments

will resume when the deficit situation is corrected (subject to a maximum overall term of six years.)

Technical Assistance: The Working Capital programvill entertain proposals from eligible and
organizations admitted to the Program for project funding to assist the organization, or a group of
organizations, in achieving their plans through application of specialized knowledge and skills, training,
straegic planning, fundraising, marketing, the acquisition of technological equipment or software, etc. Each
organization will be eligible to receive a maximum of $30,000 from the Working Capital program for these
purposes. The Working Capital program witk \in partnership with other sources offering funding for
similar purposes (Ontario Arts Council, Trillium, Canada Council Flying Squads, Metcalf Charitable

Foundation, Income Managers Program etc.) whenever possible.

Creative Trust Criteria for Program Participati



Working Capital for the Arts Program
Vision, Principles and Supporting Objectives

Vision and Mission Statement

Creative Trust: Working Capital for the Artssraogr am t o support afide stren
creationrbased performing arts companies, by assisting them in developing their planning and financial skills,

achieving organizational and financial balance, and acquiring and maintaining a fumgl cipitatk

By helping participating companies build artistic
ultimate objective is a stronger, more vibrant performing arts community whose most innovative music,
dance and theatre companiereate, produce and present their work in a healthy and sustainable

environment.

Core Principles
1 Working Capital for the Arts will be grounded in the core belief that positive change for the arts can
be achieved only if artists and arts professiectdsm control, energy and-esiieem.
1 The program will be developed within this context of shared vision and values.

1 The programds content, criteria and goals wil!/l

heart of each organization.

1 The program will try to build a flexible, holistic model of organizational health.

1 The program will encourage and develop management practices that support the goal of
sustainability of the artistic mission.

1 The program believes and will encourage thethagwwlanning will increase the probability of an

organization sustaining its mission.

Creative Trust Vision, Principles and Supporting Objecti



The program believes that economic balance is essential to allowing arts organizations to advance

and sustain their missions.

The program encourages each organizatiakeaesponsibility for finding its own, most effective,

working balance between artistic mission and economic means.

The program will allow organizations to make and test their own decisions.

The program will stress the creation of art as a measureesksu

The program will require sustained initiatives, and will seek the developmenttesinlong

organizational growth and development.

Supporting Objectives

T

To support and enhance the knowledge, skills and abilities of the human resouresizeof mid

performing arts companies

To recognize and sustain the leadership in these organizations

To help arts organizations flourish as dynamic and financially healthy artistic entities, and thereby
increase their probability of survival

To build an environmentdhcan sustain a healthy, dynamic and diverse arts sector

To assist in creating a oOoculture of shared res
To foster discussion, debate and action for thedomgsustainability of the arts in Toronto

To communicate clearly who the ik perfaning arts companies are, what they do, and why

they are important to our communities and society

Critical Factors for Success

Creative Trust believes that the following key characteristics, internal operating capacities and behaviours,

taken together,rpvide the best framework for success and are essential for maintaining and sustaining a

healthy, balanced and productive arts organization over time:
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Leadership
Vision/Values/Mission
Working Processes
Relationships

The Organizational Equation
Resource Bvelopment
Infrastructure

Planning and Learning

= =4 =4 =8 -4 -8 - -9

Creative Trustodés process of working wild.l be tai
assess and address each of the above elements. As part of the working process, all pbbecaskmed wi

to describe how they address these elements and what areas need attention or further development.
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Invitation to Information Session
March 18, 2003

Subject: Meeting March 18th

We are pleased to invite you to attend an introductory information session on Creative Trust’s new
arts sustainability program, Working Capital for the Arts on 2

Tuesday 18" March 2003
3:00 - 5:00 pm
at Theatre Passe Muraille’s Backspace
16 Ryerson Avenue

General managers, artistic directors, and board members are all welcome.

Working Capital for the Arts is a new, six-year program, inspired by arts stabilization initiatives
across Canada and the United States, to support and strengthen Toronto’s mid-size creative
performing arts companies. It is geared to professional producing music, theatre and dance
companies in Toronto with annual budgets between $400,000 and $4 million. Combining an
intensive working process — in which each participating company is helped to strengthen and
develop its strategic planning, management and financial capabilities — with matching deficit
elimination, and working capital reserve grants, the program’s goal is to build a healthy, artistically
vital and sustainable performing arts community.

The twenty-five companies selected to participate in Working Capital for the Arts will work with
leading consultants Nello McDaniel and George Thorn (ARTS Action Research), whose extensive
experience with companies, large and small, in Canada and the U.S. has allowed them to identify
the key characteristics, internal operating capacities and behaviors that provide the healthiest and
most balanced working framework for an arts organization.

The federal government has made a major commitment to Working Capital for the Arts, through the
Department of Canadian Heritage’s Sustainability Program, as has the George Cedric Metcalf
Charitable Foundation; we are now engaged in a fundraising campaign to meet the program’s
overall goals. With a budget of approximately $6.1 million, we expect Creative Trust: Working
Capital for the Arts to have a profound positive impact on the future of Toronto’s creative
community.

This first information session will allow us to update you on these and other aspects of Creative
Trust: Working Capital for the Arts’ development, and to describe the program and eligibility and

selection criteria. We look forward to seeing you on the 18, Please RSVP to Jini Stolk at 416 506-
9047, or email at admin@creativetrust.ca.

Jini Stolk

Creative Trust Invitation to Information Sessio



Cover Letter toProspectiveApplicants
September 10, 2003

Dear

We are delighted to announce that Creative Trust is now accepting applivatokiagaCapital for the thgsnew
sustainabil ity pr ogizeanusicttlreatrd and dancé companigs dwild moreiartistically vite

financially balancexdganizations.

This is the first of two anticipated rounds of admissi@viorking Capital for the Art8Vhile the final scope of this

ambitious and fareaching program is dependent on meeting our full fundraising goals, we are ready to begin

Working Process, or technical assistance component of the programddRrcathpanies over the coming year.

If your organization wishes to apply for admission to the program in this first round, we strongly encourage y

contact me or Cortney Vint,dgram and Fundraising Assistant, al5088047 or by email mEtfo@creativetrust.ca

after reading the enclosed program description and before submitting your application form.

Application forms are also dabie atvww.creativetrust.cand must be forwarded to Creative Tmoskater than

Monday, October &, 2003.

Working Capital for the i&ridesigned to serve a sector of the community that is of fundamental importance
Torontods cul tur al infrastructur e, and at t he hea
to build a healthy and sustainable environmert in @ h T o r -size pesfdming l@rts dompanies can create,

produce and present their work

Yours truly,

Jini Stolk
Executive Director
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Introduction

Creative Trust: Working Capital for the Arts is a program to provide financial and technical assistance to mid
sized performing arts organizations in Toronto. It is supported by a partnership of public and private sector

funders.

The pr ogr amgose isgo helparts lpadgpsubuild artistically vital, financially healthy, sustainable
organization® and help their organizations build working capital reserves. Its ultimate goal is a stronger,
more vibrant performing arts community whose most ereatigic, dance and theatre companies create,

produce and present their work in a healthy and sustainable environment.

What You Need to Know About the Program

All you need to know about Creative Trust: Working Capital for the Arts is contained in two information
document s: itds i mportant that you read both. The
and answers the questions most frequently adlaut the program. A second, companion document,

Guidelines for Applicants,r ovi des details on the programds objec

criteria, and application and selection process.

There will be two opportunities for adneisdo the program. The First Round Deadline in January 30, 2003;
the deadline for the Second Round is July 31, 2004. A small number of companies admitted in the First
Round will be invited to participate in a Pilot Round beginning April 2003. The gecwimpanies

admitted in the First Round will begin the program in October 2003.

The procedure for submission of applications is the same for both deadlines, and is out{wédélirtbe
for Applicantsit also contains an application form to be deted by migized Toronto performing arts

organizations that meet the eligibility criteria and are interested in participating.
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The Guidelines for Applicant#\pplication form, andProgram Description, Background and Frequently

Asked Questionare availde through the Creative Trust web site in PDF format. You can download and

print these documents if you have Adobe Acrobat Reader. You can also obtain copies by contacting Creative

Trust.
Background
The idea for Creative Trust: Working Capital for

Managers of midized theatre, music and dance organizations, which produce the majority of new creative
work in the city, found that the volatitifythe environment for the arts meant that they were dealing with a
range of increasingly pressing challenges. But their ability to deal with these challenges effectively was
hampered by financial vulnerability and an almost total lack of workingTtepitaisic financial weakness

was stifling them, weakening their ability to respond to changes, and endangering their futures and artistic

Success.

With the support of the federal Department of Canadian Heritage, the Ontario Ministry of Citizenship,
Culure and Recreation, the Toronto Community Foundation, and the Samuel and Saidye Bronfman Family
Foundation, a study was made of the feasibility of creating a program modelled on several successful
communitybased arts stabilization programs in the UnitelSes and Canada. The st
test support for such a program within the performing arts community and the public and private sectors,
and begin to develop a program model suitetd to th

companies.

During the course of the study, its steering committee adopted a number of core principles, among them that:

Creative Trust Program Description, Background and Frequently Asked Que



1 the program would be developed by arts professionals whose shared experience, vision and values ensure
that participatingganiza i ons & r e al needs are met ;

f the programdés structure and criteria would be b
heart of each organization; and

T the programds goals would ultimately be to facil

The results of thetudy were overwhelmingly supportive of the development of a Hoasetb Working

Capital for the Arts program.

Members of the feasibility study Steering Committee: Patricia Baldwin, Joan Bosworth, Mallory

Gilbert, Claire Hopkinson

Development of the Pogram

Over the following year, a board of directors was formed made up of representatives of the arts community,
and individuals from the private sector with a record of voluntary work in the arts and a keen understanding
of the difficulties faced by dmsize, creatichased companies. Creative Trust for Arts & Culture was
incorporated and granted charitable status, lead financial support was sought, and a strategy for raising the
remainder of the funds required to put the program in place was devisediary 2003, Creative Trust:

Working Capital for the Arts was ready to be launched.

Its objective is to have a long term positive impact on the arts in Toronto by supporting and enhancing the
knowledge, skills and abilities of administrative arit att$f, and board members of +sizk performing

arts organizations, and helping them flourish as dynamic (and financially healthy) artistic entities.
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It is hoped that Creative Trust: Working Capital for the Arts, will play a role in buildingpament/ithat
can sustain a healthy, dynamic and diverse arts sector and foster discussion, debatcgralididimes,

volunteers and supporterf®r the longterm sustainability of the arts in Toronto.

Why Working Capital for the Arts is Importat for Our Community

A range of diverse, dynamic arts organizations, withtiees® their neighbourhoods, vital to a
communi tyods cul tur al ri chness; matermsustairabilityefthe f t hi
arts in TorontoCommunities grow in sabnfidence, creativity, and sidfermination when they develop

an increased sense of ownership and pride in their artistic and cultural activity. Creative Trust: Working
Capital for the Arts will reflect the specific needs ofcommunity, and will encourage and assist

participating companies to forge deeper connections with the community

Brief sentence or two on why it i s important now

Creative Trust acknowltge these adities by seeking to address the following supporting objectives

9 To support and enhance the knowledge, skills and abilities of the human resources -eizthe mid
performing arts organizations

I To recognize and sustain the leadership in these orgamization

1 To help arts organizations flourish as dynamic (and financially healthy) artistic entities, and thereby
increase their probability of survival

1 To build an environment that can sustain a healthy, dynamic and diverse arts sector in times of restraints
andcutbacks in public sector funding

f To assist in creating a oculture of shared resol

9 Tofoster discussion, debate and action for thetdongsustainability of the arts in Toronto
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1 To communicate clearly who we are, what we do, and why we are important to our communities and

society

A New Model

Creative Trust: Working Capital for the Arts is one of a growing number of arts stabilization initiatives that
have had considerable success in the United States, England and Canada. It is part of a larger movement to
help arts organizations help themsdbyefostering the capacity to understand and cope with problems and

challenges, now and in the future.

This program has been specifical | -gize paformimgragsd t o
companies. But because a program like thiselias been tried before in Toronto, potential participating
companies will undoubtedly have a number of questions and concerns about getting involved. The following
list of Frequently Asked Questions attempts to answer those that are most commoravé fiathir

guestions, you may contact Creative Trust directly.

Frequently Asked Questions

1. Who will select the companies to be admitted to the program? How will they make their

decisions?

The board of directors of Creative Trust: Working Capit#hdoArts is responsible for making the final
decisions about who will be admitted to the program. Lead Consultants George Thorn and Nello McDaniel
of ARTS Action Research, who have achieved international recognition for their work on change

management e arts, will make recommendations to the board on these decisions.
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2. What <criteria wild.| be used to assess my company¢

In assessing organizations for Creative Trust Working Capital for the Art&\cA&®T Research will focus

on a number of key characteristics, internal operating capacities and behaviors that, taken together, provide
the healthiest and most balanced working framework for an arts organization. We believe that these
characteristics, macities and behaviors are essential for maintaining and sustaining a healthy, balanced and
productive arts organization over ti me. Organi zat

based upon how well each has addressed these elenosgtsylsich are:

1 Leadership.Is professional leadership in place, leading and directing the organization? Is that leadership
acknowledged and supported by staff and board? |s appropriate board leadership in place, leading and
directing the board in apprade ways?

1 Vision/Values/Mission. Is there a clear articulation of vision, values and mission of the work and the
organization? Is this information clearly communicated internally and externally?

1 Working Processes. Are there clearly described, dafimnd understood processes for collaborating,
analyzing needs and problems, strategizing, solving problems, making decisions and taking action? Is this
process i nfor med by and consi stent wi t h t he p
processs?

1 Relationships. Is there a commitment to developing and maintaining quality relationships, both
internally among the organizationds professional
and audiences? Has the board been well cast aifahingdn appropriate and effective ways? Is there
a commitment to developing and maintaining quality relationships with other arts organizations and key
partner organizations in the community?

1 The Organizational Equation. Is there a clear understamdof the critical balance between programs
and activities and available human, financial, time, material and technical resources? Is there a clear and

coherent understanding of the condition of the equation at any given time?
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1 Resource Development.Are there clear and coherent concepts, plans and approaches for generating
and growing earned and contributed income that are appropriate to the work, community environment,
organizational values and internal capacities?

1 Infrastructure. Are there organiZahal structures and systems appropriate and adequate to the work?
Are there appropriate management and information systems in place? Are there appropriate and
adequate strategic support systems for earned and contributed income programs in plage? Are t
appropriate human resources with necessary skill sets involved to maintain a healthy organizational
operation and balance?

1 Planning and Learning.ls there a planning process in place that addresses short, medium and long
term planning concerns asdues? Is this process an effective learning tool that helps the organization

adapt to or effect change within its working conditions or environment?

AAROBs process of working wild.l be tailoredatet o t he
ways will assess and address each of the above elements. As a part of the working process, all participants
will be asked to describe how they address these elements and what areas need attention or further

development.

3. Running my companyrequires nearly all my time and energy. How much additional time and

effort will this program require?
You should be prepared to put significant time and effort into participating in this program once you are
admitted. Strategic plan, etc. Studies hawd fan the UK) that stabilization programs must be driven by

the organization itself.

4. Who needs to be involved in this work?
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Your organizationds key administrative, artistic
program is to breakven each year of participatibtinis will undoubtedly involve all staff and board. But

remember that the program wil/| provide you with t

5. What do you mean by technical assistance?

( No, we 0r abounstage creves lordighting designers.) Technical assistance is a term used to describe
all the ways in which companies can be helped to identify and solve organizational problems, develop new
skills, and develop new, more effective ways of workiag.ritean the provision of expertise, experience or
learning opportunitied usually by paid consultants or volunteers with special skills. It can also mean the

provision of equipment or other resources necessary for a company to develop or grow stronger.

6. Who will provide these services? Can we select our own consultants?

Some will be provided by Lead Consultants George
Technical Assistance Director. Creative Trust: Working Capital for the Arts hasshkipeddavlist of

Resource Consultants with specific expertise and skills such as fundraising and marketing who are available to
wor k wi t h participating organi zations bet ween T
Participating companies willoale able to ask to work with other consultants whose expertise meets their
needs.

7. What is working capital? Why is it so important?

Working capital is defined as the difference between current assets and current liabilities. Adequate working
capital i=n indicator of financial health. Its lack indicates an inability to meet current financial obligations as

they arise, and is always accompanied by persistent cash flow and other financial difficulties. Recent studies
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confirm what has been obvious to amtmagers for some time: a shortage of working capital is a chronic

problem for arts organizations in Canada.

8. My company has a very clear idea of where we want to go and how we want to develop. Will we

be expected to forfeit our administrative autonomyraadopt an approved management structure?

Our intention is not to create an administrative model, but to assist each company in becoming healthier in its
own way. You will be assisted in developing a work plan that will help you to meet yoomtgaalswill

also be expected to put in the woekessary to achieve those goals. Throughout this process, you may find
that you develop changes in perception and habits that have blocked your company from finding your own

best solutions.

9. With so much emphasis on the bottom line, will this program fee us to fundamentally

compromise our artistic vision?

One of the major objectives of this program is to help companies fulfill their artistic visions, free of the
financial constraints that stifle choice and creativity. Fears that stabilizatiorreeoatddnizations to put
business considerations before artistic ones have been unfounded, in studies of stabilization programs in the

U.K.

10. Will all companies in Toronto be able to benefit from this program?

No. This is a program for maized creatichased performing arts companies, with annual budgets in the
range of $400,000 to $4 million, with established but flexible organizational structures. Admission is a
competitive process; companies who are deemed most able to benefit from the teclnicalpassidied

by the program, and most likely to be made maore stable by an infusion of working capital, will be chosen. It is
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anticipated that only around twefiye organizations will be admitted to the program, subject to the

availability of sufficieffihancial resources.

11. How and when do | get my Working Capital financial award?

Each participating organization, once it has eliminated any outstanding financial deficit, will be eligible to
receive up to four equal annual working capital reserve tgranitsaximum total of 25% of its base year

revenues.

To qualify, it must achieve at least a eak on its operations for the year (besak is defined as a
surplus on operations, or a deficitvehuhsg Working | es s
capital grants will not be given in any year in which the participating organization generates an operating
deficit of more than 2% of base year revenues; grants will resume when the deficit situation is corrected. (In
this situation, due to the tidimited nature of the Program, the total of working capital reserve grants

received may not reach the maximum of 25% of base revenues.)

12. Why is the granting process drawn out over four years? If my company is admitted ang mveet

the criteria, couldndét we get our money in one

Creative Trust: Working Capital for the Arts is not primarily a granting program. It is a program that
emphasizes the learning of new skills and the development of new ways of workimdkirmond thi
Participating organizations will find that they are engaged in a process of change that will become more

rewarding over time. Our Program is structured to allow and assist that process to evolve.
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13. The program requires participating companiestdor eak even each year theyd
But the performing arts are notoriously unpredictable. What if we run a deficit in the midst of the

program?

The program acknowledges that some companies may face financial set backs during the course of the

program, but provides continuous support to help them get back on track.

14. How can we use our Working Capital reserve fund?

These reserves provide a permanent buffer against cash flow fluctuations and unanticipated shortfalls; they

also provide the freedom respond to exciting new opportunities. They can be used within any fiscal year

for these purposes, as long as they are replenished and appear on the balance sheetod yimamnpésr

statements.

15. What happens after the four years are up?

As theprogram is meant to create a permanent reserve fund for participating companies, each company will

be required by way of a signed Agreement to maintain a fund sufficient for ongoing financial stability and

investment in strategic initiatives.

16. Will fundraising for the program interfere with my own fundraising efforts?

Working Capital for the Arts will seek out and secure new money. Every effort will be made to ensure that

the program does not divert funds from existing arts programs

17. How can | apply?
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There will be two opportunities for admission to the program. The deadline for the First Round is January 30,
2003. A small number of companies admitted in the First Round will be invited to participate in a Pilot
Round, in which they will begin the pragia April 2003. The remaining companies admitted in the First

Round will begin the program in October 2003.

The deadline for the Second Round is July 31, 2004. Companies that are otherwise eligible, but do not meet
the financial eligibility critieriae(ihave a deficit in excess of 20% of their most recent annual operating
revenues, or have not broken even in the year prior to entry into the Program), thus have an additional 16

months to qualify.

The procedure for submission of applications is e fea both deadlines, and is outlined irGhielelines

for Applicantsyhichalso contains an application form.

8.1 f | dondt get accepted in the first round, is

Organizations that meet the eligibility requirements buhatesaccessful in the first round of applications

in January 2003 are eligible to reapply in January 2004.
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Our Mission

To advance and sustain the health and balance of cultural organizations in Toronto and its environs.

Our Vision

A stronger, morevibrant performing arts community whose most creative music, dance and theatre

companies create, produce and present their work in a healthy and sustainable environment.

Our Program

Creative Trust: Working Capital for the Arts is a program to helpt Tordns-sizenperdorming arts
companies build artistically vital, financially healthy, sustainable orgahizati@mgthening their planning
and financial skillachieving organizational and financial healthaswtbduajaincsy and maintairgnfyind of

working capital.

Core Principles

f Theprogramds content, cr it er i athatathe drtisgcovisibnss atthel | re
heart of each organizatiofhe program will be developed within this context of shared vision and
values.

1 The program will encourage and develapagemprdctices that support the goal of sustainability of
the artistic mission.

1 The program believes and will encourage the view that a formal and ongoing planning process will
increase the probabilitiyan organization sustaining its mission.

1 The program believes that a dynamic and healthy balance between the artistic programs and the human

and financial resources to carry them out is essential to allowing arts organizations to advance and sustain
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their missions. Each participating organization will be encouraged to take responsibility for finding its

own, most effective, working balance between artistic mission and economic means.

1 The program will require sustained initiatives, and will seek thprdemelaf longerm organizational

growth and development.

Introduction

Creative Trust: Working Capital for the Arts is a-sfwont program, supported by a partnership of public
and private sector funders, to provide financial and technical agsistandeo r 0-gsize peffaming iarts

organizations, and assist them to build and maintain working capital reserves.

It is anticipated that up to 25 performing arts organizations based in Toronto will participate in the Program

subject to available funds

Participants will take part in a rigorous process of organizaGongpasiessaneitted to the program will
need to make an organizatwide commitment to a planning process and be willing to undertake a program

of change, if that is required to achievetemg organizational health and sustainability.

Program Objectives and Outcomes

The Principal Objectives of the Program are:

1 To help build artistically vital, financiallyjthgasustainable organizations

1 To help eligible arts organizations build working capital reserves to ensure regular cagheflow fo

~

organizaton s acti vities

1 To foster more engaged and committed participation by audiences, volunteers and supporters of the arts
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The Anticipated Outcomes for Participants are:

1 To acquire new or improvedard governance and business pramggkesigntactices and skills that will

enable them to achieve and sustain their artistic misseon®oa solid financial footing
1 To eliminate any accumulated operating deficit

1 To accumulate a working capital reserve fund

Eligibility Criteria

The program is open to msize professional performing arts organizations in Toronto, that:

9 Areincorporated as nfur-profit, charitable corporations

1 Have a mandate based on the professional creation, production and presentation of arts programs
1 Have keen in continuous operation for a minimum of four years prior to admission to the Program
1 Have a history of regularly scheduled programming and of community outreach programming

1 Have fulltime administrative staff and an active board of directors whe efiljaged in the Program

and will enter into a formal agreement with the Program
1 Have current revenues which are no less than $400,000 and do not exceed $4,000,000 per year
1 Have a history of private sector (individual and corporate) financial support
1 Do not carry a deficit in excess of 20% of their most recent annual operating revenues

1 Have broken even in the year prior to entry into the Program-ébezais defined as a surplus on

operations or a financial shortfall that is less than 2% of openrsingesd
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Admission Criteria

The following Admission Criteria will be used to rank eligible applications and select a supportable number of

organizations for admission to the Program.

1 Evidence of a history of public benefit through the quality of artistic work created, produced or

presented
1 A history of significant community impact and audience support

1 The ability to benefit from the program as indicated by professional managednaisinfueapacity

and an active board
9 Indication of longerm financial commitment to the organization by its major funders
1 The potential for sustainability in the current and future environment

9 Evidence that there are no significant artistic, financaeoating problems that will prevent the

organization from fully participating in the process

Program Structure

Organizations admitted to Creative Trust: Working Capital for the Arts will engage in a process of planning
and development of individualaségies for lonterm sustainability, facilitated by Lead Consultants George

Thorn and Nello McDaniel of ARTS Action Research.

Step 1 Organizational Assessment

Participating organizations will begin the process by engaging in a thorough adsbesnuemtant reality
as well as their strengths and weaknesses. This organizational assessment will focus on key areas and the

role in supporting the mission and mandate of the organization:
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Step 2 Balancing the Operations

Creative Trust Wdocus omlmlanCirg ghe topedationts evithin eache organizatienowill

include:

9 Planning, organizational structures, ways of working, and operating systems

1 Connecting the work with audiences through commenijagement and appropriate marketing
techniques

1 Identifying appropriate contributed income opportunities and developing effective approaches to
generating contributed income for operating support as well as special capital needs

1 Infrastructure support ardkevelopment, with particular focus on human resource development in the

areas of staff, board and volunteers, and related facility, systems, and equipment needs

Step 3 Development of Individual Work Plans

Following admission to the progrd®neative r ulesatl dossultants will meet with each participant to begin
devel opment of an individual Wor k Pl an. This mee
situation, needs and challenges and will result in a Work Plan containing processrinetpectations

that will form the basis on a formal agreement with the Program.

Step 4 Implementation of Individual Work Plans

During their participation in the Program, organizations will implement their Work Plans. In order to be
eligible fo ongoing technical assistance and financial awards, organizations must meet the following

requirements:
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9 For organizations with an accumulated deficit
1 50% reduction of any accumulated operating deficit within 24 months of the approval of their Work
Plan
1 upon elimination of accumulated deficit, attainment of adwreakposition during each remaining
year of the Program

91 fulfillment of, or proceeding well, towards the goals set out in the approved Work Plan

9 For organizations without accumulated deficit
1 attainment of a breaken position during each year of the Program

9 fulfillment of, or proceeding well, towards the goals set out in the approved Work Plan

Step 5 Annual Review

An annual review and assess me ngressand futurelplanningoneedsu c t e d
This annual review will allow an opportunity to make adjustments and appropriate alterations to the work

plan and determine appropriate next steps for each participant

Step 6 Working Capital Awards

Each participating ganization, as long as it has attained a-&vealposition during the previous year and
has had a successful Annual Review, will receive four annual contributions of working capital reserves

assistance, equal to a maximum total of 25% of its basegmazge
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Step7 Exit Plan and SelfAssessment

Prior to the completion of its fourth year in the Program, each organization will be asked to submit a three
year Strategic Plan@oeative Trust: Working Capital for drelAdsomplete a saésessment summarizing
the outcomes achieved as a result of their participation in the Program. Upon approval of the Plan, and

receipt of the Sekssessment, organizations will receive thénfstdrhent of their Working Capitaivard.

Special Assistance (if required)

Throughout theCreative Trust Working Capital Rsompass described above, individual organizations may
have a special need for help. This may be related to a financial or operating crisis, some tygeewf unfore

leadership transition or perhaps the need to act immediately on an important issue or opportunity.

Financial Awards

Participating companies will be eligible to receive one or both types of financial awards provided by the

Program.

Deficit elimination grants

If a participating organization has an outstanding financial deficit, it will be required to reduce it by half
within 24 months of being admitted to the program. Once it succeeds in doing so, it will receive a deficit
elimination grantqual to the deficit retired. This will allow each participating organization to continue the

Program deficifree and in financial balance.
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Working capital reserve grants

Each participating organization, once it has eliminated any outstandirad @lefcici will be eligible to
receive up to four equal annual contributions of working capital reserve grants, to a maximum total of 25% of

its base year revenues.

To qualify, it must achieve at least a beak on its operations for the y@aeakeven is defined as a
surplus on operations, or a deficit that is | ess
capital reserve grants will not be made in any year in which the participating organization generates an
operating deficit of are than 2% of base year revenues; grants will resume when the deficit situation is
corrected (but, due to the titmaited nature of the Program, may not reach the maximum total of 25% of

base revenues.)

Submission of Applications

There will be twopportunities for admission to the program. A small number of companies admitted in the
First Round will be invited to participate in a Pilot Round beginning April 2003. The remaining companies

admitted in the First Round will begin the program in Oc20l0&:

9 First Round Deadline: January 30, 8308Pilot Round and First Round participants

1 Second Round Deadline: July 31, 30iSecond Round participants

The procedure for submission of applications is the same for both deadlines.

1. Attend a preapplication orientation session
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Organizations wishing to make an application to the program must be representedgilieaton

orientation session by a Board member, either the Chair -@hdiceas well as the senior staff member

2. Complete the attached application form

Before you fill out the Application Form, please read these Guidelines thoroughly along with their

companion documerRrogram Description, Background and Frequently Asked Questions

Organizations meetinge Pr ogramds EIl igibility Criteria are en

The Application FornGuidelines for Appliard®rogram Description, Background and Frequently Asked Questior

are available through the Creative Trust web site in PDF format. You can download and print these

documents if you have Adobe Acrobat Reader. You can also obtain copies by contacting Creative Trust.

3. Mail or deliver to Creative Trust. We regret thdahcomplete applications, applications sent after

the closing date and applications sent by fax ormail cannot be accepted.

4. Selection

It is anticipated that ten to fifteen organizations, including Pilot Round participants, will be admitted in 2003,
subject to the availability of sufficient financial resources. Organizations that meet the eligibility criteria but
were not successful in the First Round of applications may reapply in July 2004. Successful organizations for
the First Found will be notiflén April 2003; a small number of those successful applicants will be invited at

that time to participate in the Pilot Round. Creative Trust thanks all applicants for their interest.
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Application Package

CREATIVE TRUST Working Capital for the Arts

Program Description & Application Form

CREATIVE TRUST GRATEFULLY ACKNOWLEDGES THE SUPPORT IT HAS
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George Cedric Metcalf CharitabteindationDepartment of Canadian Heritageéhe Samuel and
Saidye Bronfman Family Foundatidrhe John McKellar Charitable Foundati@ntario Ministry
of Culture The McLean FoundationFi del i t vy, CRyolTordniotEcomomic
Development Sector Iidtives PrograjBrimstone Holdings Toronto Community

Foundation and members of the Board of Directors and Advisory Council

Honorary Patron
Hon. Henry N.R. Jackman O.C., O.Ont., C.D., LL. D,

Board of Directors

Claire Hopkinson, Presideni . Al e uston, YieRresittkat Mallory Gilbert, Treasurer Tricia
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Advisory Council

Yvonne ChiyRobert Farquharspdudy Matthewsohn McKellamNan ShuttlewortfDavid Silcox
Nalini StewarHarriet Bunting Weldoyce Zemans
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Creative Trust Working Capital for the Arts Program Description

Creative Trust: Working Capital for the- Arts is
size creatiorbasedperforming arts companies by assisting them in developing their planning and
financial skills, achieving organizational and financial balance, and acquiring and maintaining a fund

of working capital.

It combines an intensive working process, in whiclcipating companies obtain technical
assistance for strategic planning, financial management, fundraising or any other area of need, with

matching deficit elimination grants and working capital awards.

By helping participating companies build artisttalyfinancially balanced organizations, Creative
Trustdés wultimate objective is a stronger, mor e
innovative music, dance and theatre companies create, produce and present their work in a healthy

and sustain&benvironment.

The program has four major componahtselection; the working processnidinaimifpring and

evaluation.

| Selection

1. Eligibility
Companies applying to the program will be screened using the information contained in their

application form to determine if they meet the following eligibility criteria:
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1 Are an incorporated nédr-profit, charitable performing artsganization located in

Toronto

1 Have a mandate based on the professional creation, production andtipreséatts
programs

1 Have been in continuous operation for a minimum of four yéardgadmission to the
program

1 Have a history of regularly scheduled programmind eochmunity outreach activities

1 Have fulltime administrative staff and an active bokdirectors who wikll be engaged
in the program

1 Have current revenues which are no less than $400,000raricexiceed $4,000,000 per
year

9 Have a history of private sector (individudlcamporate) financial support

1 Do not carry an accumulated defit excess of 20% of average annual operating revenues
over their most recent thregear period; and

1 Have broken evéin the year prior to entmto the program (the base year).

2. Selection and admission

Applicants who meet the eligibitititeria will be further assessed for admnissithe program
based on th#llowing admission criteria. Information contained in the application form, as well as
informationgained hr ough an initial intervi esgsedwoirankh Cr eat i

eligible applicants amdlect a supportable number of organizations for admission to the program.

1 Breakeven results are defined as any annual operating surplus, or a deficit which is not
more than one percent of base year revenues

Creative Trust Application Packag



Admission criteria will include:

1 Evidence of a history of public benefit through the quality of artisticreatdd; produced
and presented
1 A history of significant commiymimpact and audience support

1 The ability to benefit from the program iaglicated by professional manageme

fundraising capacity andaamive board

1 Evidence of longerm financial commitment to the anggation by its major funders

1 Demonstrable potential for sustainability irctlieent and future environment

1 Evidence thathere are no significant artistic, financial or operatotgems that will
prevent therganization from fully participating in the process; and

1 Willingness of the management, artistic director and board to enter into a program that

requires sustaideork and which may lead to fundamental organizational change.

Il The Working Process

3. Organizational assessment and development of individual work plans

Creative Trustods consul tants will meowingitwi th the
admission to the program, usingGnganizational Assessment Tasmgplatel for discussion and

analysis. The template details the key characteristics, internal operating capacities and behaviours
which, taken together, provide the healthiest and most balanced framework for an arts organization

over time.

Creative Trustds process of working wild.l be tai

in appropriate ways will assess and adeleh of the above elements of the template. As part of the
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working process, all participants will be asked to describe how they address these elements and what

areas need attention or further development.

1 Leadership

1 Vision/Values/Mission
1 Working Processes

1 Relationships

1 Organization Balance

1 Resource Development
9 Infrastructure

1 Planning and Learning

The consultants will work with each company to develop an individually tailored Work Plan,

addressing areas that need attention and immovem

The Work Plan will outline process, timeline, and specific expectations, and will include achievement
of financial balance and creation of a strategic plan. These will form the basis of a formal written

contract between the company and Creative Trust.

4. Work plan implementation

Each participating company will proceed to implement its Work Plan with the occasional assistance
and support of Creative Trustds <consultants.
assistance to meet the goals odiréiqular element of their Work Plan. The program will provide

appropriate resource consultants during the working process as required.
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[l Funding

5. Deficit Elimination

If a participating company has an accumulated deficit when admitted to the frogusn,
eliminate that deficit within 24 months of admission. Its Work Plan will include strategies to achieve
this end, and Creative Trust will contribute up to fifty percent of the deficit in two installments at
each of two yeands. Deficit eliminatio grants will be conditional upon the satisfactory

achievement of the Work Plan objectives.

For example:

Base year total revenues $500,000

Base yeagnd accumulated deficit (8% of revenues) ($40,000)
Firg year surplus 12,0680

Deficit elimination grant from Creative Trust $12,000

Deficit reduction year one ($24,000)
Second year surplus $10,000

Deficit elimination grant from Creative Trust $6,000

Final deficit reduction ($16,000)

Result: The accumulated deficit is eliminated at the end of year two.

6. Working Capital Awards

Each participating company will be eligible to receive up to four equal annual Working Capital
Awards, to a maximum total of 25% of its base year rev@hisamount may be subject to reduction

depending upon the programbs ultimate financing.

A companywill be recommended for Working Capital Awards and will receive annual installments

when it has:
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9 Eliminated any accumulated defic
9 Achieved brea&ven resultsn its most recent fiscal year
9 Fulfilled or is making substantial progress in meeting th@gitaMork Plan; and

1 Created a realistic and achievable strategic plan supported by its management, board and

artistic direction.

It is a critical condition of such awards that the company does notegermificit in any year of
theprogram. In any year when a deficit occurs, the installment will not be made. Awards may resume
in the ensuing year when any accumulated deficit is eliminated and the other conditions are met, but
a company which misses more than a year of awards intgallithaot reach its total award, as

there is a fivgear time limit on the Awards program.

Working Capital Awards installments must be set aside in a desigrk@atgdcapital reserve @eccount
the companyds bal ance eadhgeartofthe progcam, benat ledst,equalto t he
the cumulative amount awarded. (This condition allows for periodic use of the funds during each

year for shorterm purposes only, as funds must benabto the reserve by yead.

For example:

(For a company which enters the program with no accumulated deficit)

Base year total revenues $500,000
Maximum Working Capital Award (25%) $125,000
Available annual installments (4) $31,250

2 . . . . .
Breakeven results are defined as any annual operating surplus, onvehiéfiitnot more than
one percent of base year revenues
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Working Capital Reserve at end of year one $31,250

Required minimum Working Capital Reserve at end of year two $ 62,500
Required minimum Working Capital Reserve at end of year three $ 93,750
Required minimum Working Capital Reserve at end of the program $125,000

IV Monitoring and Evaluation

7. Annualmonitoring

An annual review wil/l be conducted of each par:t
assessment report. This review will ensure that the company has remained in financial balance, and

will allow an opportunity to make any requagjdstments to its Work Plan. It will also ensure that

any financial or operating crisis, unforeseen leadership transition or need to act immediately on an

important issue or opportunity is identified and addressed, and that special help is provided.

8. Completion and evaluation

Prior to the final installment of Working Capital Awards, each company will be asked to complete a
selfassessment summarizing the outcomes achieved as a result of its participation in the program,
and to submit a thregar Straggc Plan. The sealssessments will become part of an overall,
ongoing evaluation of the programds success 1in
installment of their Working Capital Awards upon approval of their strategic plan, which must
include a commitment to maintain Working Capital Awards received through the program in a

restricted reserve fund.
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Creative Trust: Working Capital for the Arts Application Process

Before completingpplcation Form, please review the CreativéVarkisty Capital for the Arts

Program Description, which outlines the program and its eligibility criteria. In brief, your organization will b

considered for eligibility if it:

T

Is incorporated as a Hitr-profit, charitable performing artsganization dcated in

Toronto

Has a mandate based on the professional creation, produdtipresentation of arts
programs

Has been in continuous operation for a minimum of four yeardg@admission to the
program

Has a history of regularly scheduled prognagnamid of comomity outreach activities
Has fulitime administrative staff and an active board of directors wh dl engaged in

the program
Has current revenues which are no less than $400,000haheéxd®ed $4,000,000 per year
Has a historgf private sector (individualdacorporate) financial support

Does not carry an accumulated deficit in excess of 20% of average eratiag o

revenues over the mostent thregear period; and

Has broken even in the yedppto entry into the pgram.

The Working Capital for the Arts Application and Program Description are also available online at

www.creativetrust.caf you have any questions, you may cot@ative Trust at 4d&x-Xxxxor

by emait jini.stolk@creativetrust.ca
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Submissionof Application and Selection

Creative Trust will be accepting applications for two rounds of the Working Capital for the Arts

Progran®d the first in the fall of 2003 and the secapproximately one year later.

Completed applications for round one, with attachments, must be received by mail no later

than Monday, October 6th, 2003

The Creative Trust Admission Committee will consider all applications and make recommendations
to the Board of Directors as to whagplicant organizations will be admitted. The Board of

Direct or s decisions will be final

For administrative reasons, successful applicants in round one will be invited to join the program in

one of two phases, the second phase following the first bgiabunanths.

Eligible organizations which are not successful in the first roymeapply in the second round.
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Application Form

A. Program Eligibility Information

1. CONTACT INFORMATION

Name of organization:

Name and title of main contact:

Address:
Telephone: Fax: Email: Website:
Organization principals: Year of Appointment

Artistic Director:

General Manager:

Board President:
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2. ORGANIZATIONAL INFORMATION

Date of incorporation: Registered neprofit?:

How long has your organizaticeebin operation?

Registered Charity Business Number:

i) Please briefly describe your principal activities:

ii) What is your organizationd6s mandate?

B. Program Admission Information

3. HUMAN RESOURCES

Pleas@rovide numbers of fulime guivalent paid staff resources.

2002 2001 2000

Title

Fulktime yearound
Parttimeyeafround
Fulktime seasonal

Parttime seasonal

Contract (norperforming artists)
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How many voluntee&xcluding Board Membemsgre engaged in your organization in the last 12
months?:

How many volunteer hours were provided?:

What activities did your volunteers undertake?:

4. MISSION

If your organization has a formal Mission Statement, please provide it here.

5. BOARD OF DIRECTORS

According to your blaws, what is the authorized size of your Board?

How many Board positionsegpresently filled?

How many Board meetings were hettiénast 12 months?

At how many of those meetingas a quorum present?

What board committees have met during the past year?

Pleasattacha list of yur Board members and officers.

Pleasattach a copy of any formal, written Board policies in place in your organization.
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6. FINANCIAL INFORMATION

Pleasattacha copy of your lateaudited financial statements.

Pleasattacha copy of your most recent applarato the Ontario Arts Council.

Pleasattach a copy of the most recent financeglort submitted to your Board.

Pleasattacha copy of vy o uget, asapprovedby yoyr8aand.6 s bud

If your organization is carrying an accumulated deficit, please desatthehoyour deficit

retirement plan.

How would you describe your present financial situation?

7. PERFORMANCEACTIVITY

Pleasattacha summary of your current year®d&s program(s

What was your total paid attendance in recent years?

Number As % of capacity

2000

2001

2002

2003 (anticipated)
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8. SITUATION STATEMENT

Pleaseattacha br i ef stat ement of your s, asrwglhas imaj@t i onod s
current challenges from board, artistic, management, systems, financial, audience development,
income development and planning perspectives and describe what your organization is doing to

address these. (no more than 3 pages)

What typeof change is most likely to make your organization more stable or sustainable?

9. TECHNICAL ASSISTANCE

Please briefly describe any external technical assistance which your organization has received in the

past three years, the type of assistance ranidagd it and what the outcomes were.

In what areas is your organization most likely to benefit from technical assistance in order to achieve

organizational stabilization / sustainability?

10. STRATEGIC PLANNING

Describe your organizationds relationships with

Describe the role ofddership in your organization.

Describe the external environment within which your organization is working.

Pleasattach a copy of any loAgrm stratgic plans in place in your organization.
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C. Application

11. BOARD RESOLUTION

Please attach a copy of a board resolution supporting this application and committing to fulfill the
requirements of the Creative Trust: Working Capital for the Arts pregrataescribed in the

Program Descriptiondocument.

12. AUTHORIZATION

We confirm that the information contained in and attached to this application is accurate to the best
of our knowledge. If our organization is admitted to the Working Capital fotsthpeofyram, we

agree to be engaged in its required processes.

Chair/President Artistic Director General Manager
Date: Date: Date:
Appendices

The following information documents are attached to and form a part of this application:

a. List of Board members and officers

b. Board policies
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c. Latest audited financial statements

d. Latest application to OAC

e. Latest financial report to the Board

f.Current yeards budget, as

g. Deficit retirement plan (if any)

h.Summary of current year ds

i. Situation Statement

j. Strategic phs

k. Board Resolution

approved by

program(s)

Creative Trust Application Form

t

he

Boar c



Letter to Members of the Admission Committee
November 18, 2003

Memorandum

To: Members of the Creative Trust Admission Committee
CC: JanéMarsland, Peter Brown

From: Jini Stolk, Executive Director

Re. Admission Committee Process and Role

On behalf of the board of Creative Trust, | wish to thank you all most sincerely for agreeing to serve
as a member of our program Admission Committedisatntost important juncture in the
development of Creative Trust. As you will see in the documents provided to you, we are pleased to
have had a total of sixteen applications in response to our recent announcement of the first round of

theWorking Capifal the Arfgrogram.

The purpose of your committee is to review the
to review and consider the applicant assessments undertaken by Creative Trust program consultants;

and to recommend to the Board o&&live Trust a list of eligible applicant organizations deemed
capable of benefiting from the programbds sustair
individual programs of work. You are also asked finally to rank these organizatioysiasares

in order to help the Board in its budgetary and operational timing decisions.
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We envisage that there will be a second and final round of applications in about a year, and we hope

that you might be willing again to assist us in that seleotiessr

Joan Bosworth has agreed to chair your committee and | will be arranging a conference call on her
behalf soon, once you have had an opportunity to look at the enclosed materials, to address any

guestions you may have.

We look forward to seeing yati the office of The George Cedric Metcalf Foundation, 174 Avenue

Road, Toronto (west side, just north of Davenporfhemsday, December 4, at 10:00 a.m.

Enclosures: Sample Program Description and Application Form
Workin@apital for the Arts Program Policies and Principles

Program Admission Policy and Procedures

Comparative financial summary of all applicant companies
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Program Admission Policy and Procedures
Revised May 12, 2003

Admission Process

Applications to the Creative Trust: Working Capital for the Arts program will be vetted first
for eligibility by Creative Trust staff, who will identify eligible applicants and prepare a

report on applicants deemed ineligible.

Eligible applicants willerc ei ve an assessment Visit by Creati
Technical Assistance Director, who will gather at this time further information necessary for

completion of the assessment template.

Following the assessment visit, an assessmentdenmilblae completed for each applicant and a
score assigned. Creative Trust staff will prepare a report summarizing the findings of the assessment

process.

Application forms and support materials, the staff report on applicants deemed ineligibémtassessm
templates, and staff assessment reports will comprise the materials presented to the Admission

Committee members for their consideration.

The Admi ssion Committeeds recommendations regar
Capital for the Asg program, ranked in order of priority, as well as the staff report on applicants

deemed ineligible, assessment templates and staff assessment reports, will be presented to the
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Creative Trust board of directors. The board of directors will make theedismdindon which

applicants are admitted to the program.

Mandate and Composition of Admission Committee

The Admission Committee is mandated to consider applications, support materials, assessment
templates (without scores), and staff reports, incladisigff report on applications deemed
ineligible. Once it has completed and scored its own assessment templates, it will compare them with
the scored staff assessment templates and prepare its final recommendations. These
recommendations regarding admisgl the program, ranked in order of priority, will be brought to

the Creative Trust board of directors at its next meeting following the meetings of the Admission

Committee for final decision.

The Admission Committee will consist of 5 members incladintng chair, chosen by virtue of

their experience and expertise in arts management, or their commitment to the arts and their
analytical abilities. Ideally, Admission Committee members will consider applications to all program
rounds. A recording se@ast, and staff involved in reviewing and preparing applicant assessment

reports, will be present at meetings of the committee.

The committee will be made up of arts professionals and community representatives not eligible for

funding under the program.

Committee members will be paid a $250 honorarium for their reading and meeting participation for

each round of applications considered.
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Committee makeup:

Chair: Joan Bosworth

Members:Jerry Doiron, Margaret Marshall, Robert Sir@athy Smalley

Characteristics of an Ideal Admission Committee Member

An i deal commi ttee memberds background shoul d

development of opportunity for artists.

She or he aspires to an enriched future for artistsrigstt @rganizations and brings to the

deliberations the qualities of a generous spirit, articulateness, exceptional listening skills, and a

willingness to embrace complexity through hearing and working with different points of view.

An ideal assessorshaxtensive knowledge of the various arts organizations in Toronto, and is well

respected in the community. He or she has an understanding of the diversity of cultural practices in

the arts community.

The ideal committee member is respectful of the prasesgpen to input from fellow committee

members and analyses in a considered manner all guidelines, program criteria and materials received

prior to the meeting, declares any conflicts of interest (perceived or otherwise) and maintains

confidentiality aall times.

The ideal assessor understands how to apply program criteria within the process and will express

openly any concerns about the integrity of the proceedings.
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The ideal committee member is genuinely supportive of all artists, arts profassioadts
organizations, whatever their level of experience. He or she has the ability to understand and
appreciate the contexts in which the applicants work and produce art, and the role arts organizations

and arts professionals play in the developmedisssnination of that art.

Preparation for Committee Meetings

Staff will provide committee members with information about Creative Trust, its principles and
operations, its policies and other issues relevant to the process. They will also pravitie them
program information, application guidelines (which include the program assessment criteria) and any

other relevant material. These should be reviewed prior to the admission committee meeting.

When an application is received at Creative Trustnted@afiamembers review it for completeness
and eligibility. Following the assessment visit and completion of the assessment template and staff
reports, all application materials, assessment templates and reports are then photocopied and sent to

the membey of the admission committee, for review in advance of the meeting.

Participating in Committee Meetings

When the committee convenes to discuss the relative merits of the applications, their discussions are

chaired by the Committee chair and recorded by the recording secretary.

Committee members evaluate each application against the published progiaes alojdc
assessment criteria, and any relevant Creative Trust principles and policies. Committee members
consider the templates and reports prepared by Creative Trust staff, and also read the support

material supplied by applicants.
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Committee members diss each application, and rank the applications in priority order for
admission. The chair of the committee ensures clarity in all decisions and recommendations, which

are recorded by the recording secretary.

Committee members are then asked to sigcuan@at confirming that the records accurately reflect
their decisions. These documents are official records that attest to the legitimacy of the committee

process.

Confidentiality of Information

Admission committee members are required to keep botbritemts of applications that they

review and the deliberations of the committee confidential.

Staff members are required to keep their written assessments and reports confidential.

The names of the committee members who assess applications for admissi@iable to

candidates, on written request, once the results have been released.

If the committee asks to have comments about a specific application conveyed to an applicant, they
are included in the notification letter. In keeping with the caididgrof information policy, the

comments are not attributed to individual committee members.

The admission committee books (the photocopies of the applications that are sent to committee

members before the meeting) are the property of Creative Trusinamittee members cannot
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take the applications away after the committee meeting. These books are shredded immediately after

the meeting.

Conflict of Interest

To preserve confidence in the integrity and impartiality of the process, committee members mus

avoid any actual or perceived conflict of interest.

Creative Trust admission committees will include working arts professionals. They may, therefore,
have some connection with an applicant whose submission they have been asked to consider. An
admissiorcommittee member would, however, be in a conflict of interest situation if assessing an
application from a futime employer, a client or an organization of which he or she is a board

member.

Similarly, the committee member has a conflict of intemeseffsing an application where:

1 He or she has a direct financial interest in the success or failure of an application

1 The applicant is a spouse/partner or immediate family member of the committee member

1 A spouse/partner or immediate family member isiar staff member, contractor or board
member of the applicant organization, or for whom they serve as a consultant in strategic or
financial planning

1 A committee member judges he or she is unable, for any other reason, to assess the

application objectively
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Committee members who have, or feel they could have, a conflict of interest must declare that
conflict before receiving application review materials; members with a declared conflict will not
receive application review materials for applicants with thiicthave a conflict. Conflict of

interest disclosures should be made in writing, using a standard form. These disclosures are kept on

file and maintained as an official record of Creative Trust.

Committee members who have a conflict of interest musteg¢hemselves from the room before
the application in question is discussed, as well as when final evaluation and ranking takes place. Note
that other committee members must not discuss this application at any time with the committee

member who has therdct of interest.

All committee members must complete the disclosure form, even if they have nothing to disclose, to
indicate that they have considered the situation. These documents are official records that attest to

the legitimacy of the committeegqass

Clarifying Roles and Responsibilities

Admission Committee Members

I nformation included in applicantsd files is col
divulge or discuss such information outside the committee meeting. Furtmeaythey divulge

any information about individual applications, admission recommendations, comments made by

other committee members or whether an organization has applied for a grant. Committee members

are permitted to discuss only the mechanics of tbesproutside the meeting.
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Committee members are expected to make every possible effort to maintain the integrity of the

process, which includes:

1 Reviewing all applications and accompanying matgrtalthem prior to the meeting

1 Working together witlother committee members to assess applications in a spirit of
collaboration, which includes permittingnainbers to express their views

1T Declaring any conflict of i qortflietrok imterestand f ol
procedures

1 Making decisions agach eligible application submitted to the competition and signing the
required documentsto confitmh e commi tt eeds recommendati ons

1 Respecting the afidential nature of their work

Staff
Staff do not have a vote at Admission Committee meetings, bay @aoedkganizing admission

committee evaluations. Their responsibilities include:

T Briefing commi ttee me mber s on t heir respon s
policies, program objectives and application guidelines (the guithilideshie asssment
criteria)

1 Providing any fadiased contextual or background information they might havenaomcer
applicants or applications

1T Recordi ng & deesioocsamlmecommengations

1 Communicating the sealts to all applicants
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Chair

The chair is ssent i al t o t he functi on of t he Admi ssi o

responsibilities include:

1 Chairing the committee meetings, which includes ensuring that each member has the
opportunity to express his or her opinions, keeping communicatiog tpsnly, ensuring
that all applications are treated equitably, and moving the committee members through the
various pases of the assessment process

9 Ensuring that the conflict of interest guidelines aoevéall
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Participant CompanyRecommendation for
Agreement

Recommendation to the Creative Trust Board on behalf of the Admission Committee
following review ofapplications.

Company:_ _ _ (0the Compan
1. Application
Creative Trust has reviewed the Companyds applic

and the Creative Trust Admission Committee has reviewed and recommended the Company for
admission to the&/orking Capital for the Arts Rrogra

Date:

Board has selected the Comganyadmission to the Program. Date:

2. Financial Status at Admission

Base yeairfancial review conductédudited Statements dated:

Total Revenues
Accumulated Deficit
Accumulated Surplus
Working Capital Position
Private Sector Funding

as percent revenues %

=4 =4 —a —a A
@ P HH

as percent revenues %

3. Work Plan

Work Plan agreed with Company __ yes
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Principal elements of Work Plan:

Deficit Elimination:
Operational Processes:
Artistic Centre:
Professional Leadership:
Board Development:
Fundraising:

Facilities:

Audience Development:

4. General Comments:

5. Recommendation

It is recommended that the Company be admitted to the Program and that an agreement in evidence

of this admission be executed with Creative Trust and the Company.

Executive Dirgor:

Date:

Jini Stolk

Creative Trust Board Approval Date:
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Admission Letter
December 16, 2003

To successful applicants to the Working Capital for the Arts Program.

On behalf of the Board of Directors of Creative
has been approved for admissmthe Working Capital for the Arts program, conditionaluon

receivindginal 2003 audited statements #maw no material changem the yeaend financial
(drafts) provided with your applicati tiom. We al s
supporting the application and committing to fulfill the requirements of the program as described in

the Working Capital for the Arts Program Description.

In deciding which companies would be admitted to the program in Round 1, the board of Creative
Trust considered the recommendations of the Admission Committee, which met separately to review
each applicantdés submission in detail. The c¢ommi
that fully met the eligibility criteria and were most eapald f benefiting from t

sustainability content and successfully completing their individual work plans.

The board, in considering the committeeds recomil
current fundraising achievements amahfiial position, as well as our intention to admit additional
companies to the program in Round 2. We are pl ec:
overall sixyear funding target has been secured. On this basis we will be able to presidectle

assistance and deficit reduction components of our program, as Wellking Capital Awards

totaing 15%of base (2003) revenudethese Awards will be made in four equal annual instalments
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to those companies that succeed in meeting the requirements of theipagreaxtk plansThe

Awards percentage may be increased if our fundraising campaign proceeds successfully.

Confirmation of your entry into the program will follow review ofeitpgired financial and board

materials above, and upon our reaching mutual agreement as to your individual work plan
requirements. This work plan, once it is completed and agreed to, will be the basis of a contract
between you and Creative Trust thatdvélt a i | both parties® obligation

Working Capital for the Arts program.

We will be in touch very shortly to set a time to begin developing your work plan. We very much

look forward to working with you, and wish you and everytime @ompany a very happy holiday

season.

Yours truly,

Jini Stolk

Executive Director
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Participant Agreement Form
Approved April 13, 2004

The Agreement Form was a |l egally binding docunm
financial obligations including the exact grant and award amounts each company would be
eligible to receive; and the companya®fstheobl i gat i

Working Capital for the Arts program.

AGREEMENT

Entered into this day of , 2004

BETWEEN

(60the Companyd)

AND

Creative Trust for Arts & Culture

(06Creative Trusto)

WHEREAS

A. Creative Trust hadevel oped a progr am, Wor king Capital
designed to assist certain performing arts companies in Toronto to achismnlong

sustainability

B. The Company has applied to join the Program, and has expressed a willingneépat® part

fully in the Program; and
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C. The Company and Creative Trust have agreed to describe the terms and conditions which

apply to the participation of the Company in the Program.

THEREFORE , in consideration of the mutual provisions contained inghéeent, the parties

agree as follows:

1. Company Must Be and Remain Eligible

The Company acknowledges and agrees that it must at all times remain eligible to be a participant in
the Program. Such eligibility includes the requirements of the MiniStradian Heritage as

follows:

9 Isincorporated as a riir-profit, charitable corporation

1 Has a mandate based on the professional creation, production and presentation of arts
programs

1 Has been in continuous operation for a minimum of four yearggedmission to the

Program
1 Regularly schedules programming and has community outreach programming

1 Has a fultime administrative staff and an active board of directonsillvhe engaged in
the Program

1 Has revenues in the year of admission of no les$468,000 and which do not exceed
$4,000,000 per year

1 Has private sector (individual and corporate) financial support
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9 Did not carry a deficit in excess of 20% of its most recent annual operating revenues in the
year of admission; and

T Has Obr okteme eweard6 oafn admi ssion prior to entr)
defined as a surplus on operations or a financial shortfall that isne$%tbé the
operating revenues)

9 Is not insolvent and has not made any comprise of claims by creditors.

If the Company is no longer eligible, at the option of Creative Trust, this Agreement may be
terminated immediately by Creative Trust, or payment of money or provision of services by Creative

Trust delayed or suspended or cancelled, until the Compangseligiie.

2. Term of the Agreement

This agreement will come into force upon the execution by the duly authorized representatives of the

Company and of Creative Trust. The obligations of Creative Trust will terminate upon the earliest of:

i) The receiptypthe company of its final installment of any working capital award; of

i) In the event of a failure of the Company to meet the terms and conditions of this
Agreement or the requirements of the Program, at any earlier date, as Creative Trust shall in
its absolute discretion determine and communicate by notice in writing toghayCo

All obligations of the Company shall survive the termination of this Agreement.

3. Work Plan
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The Company has developed and shall operate in accordance with the Work Paappéicted

to and forms a part of this Agreement. The Company agrees that the objectives of the Work Plan
will be met within the times agreed therein, and that any amendment to the Work Plan shall require
the prior approval of Creative Trust in writangd shall be deemed to amend this Agreement

accordingly.

Creative Trust will provide such technical assistance and recommendations as Creative Trust deems
may be helpful in achieving the objectives of the Work Plan at no cost to the Company, and the

Conpany shall in good faith consider such recommendations.

It is understood and agreed that failure by the Company to meet the Work Plan objectives or to
make sufficient progress on the Work Plan, as Creative Trust may in its sole discretion determine,
maydel ay or cancel the Companyds eligibility to

termination of this Agreement.

4, Base Year, Revenues and Accumulated Deficit

Attached hereto is a copy of the audited financial statements of the Comyamyefuding (insert
date here) The Company shall immediately bring to the attention of Creative Trust any material
changes to the financial matters contained in the financial statements. The company shall provide

additional financial statements asritestin paragraph 7.

Based on such financial statements, the parties agree that for the purposes of the Program, the

Companydsenbdasies y(eiannrsert date here). 't is agreec
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Revenuesd) f or ngpWorkipgoGagtal Awalfds is(imdert nurhbarthére) and that the

Companyds base year working capital is (insert v

I't is further agreed t hatlinsértmenbeloeepany ds accumul e

Any change t o t he -eddodoripgatimeytednsof this Agre@ement will reqyire the
prior written approval of Creative Trust. Any material change to the financial statements of the
Companymay result in delay or cancellation of eligibility to receive a capital award or termination of

this Agreement.

5. Elimination of Accumulated Deficit

In the event there is a Deficit as stipulated in paragraph 4, it is a condition of eligibility for the
Working Capital Awards phase of the Program and the Company agrees that the Deficit must be
eliminated before the Company is eligible for Working Capital Awards, and that the Deficit must be

eliminated within two years.

The Company will eliminateemea | f of the Companyds Deficit by (
agrees to assist the Company in eliminating all of its Deficit by matching the amount by which the

Deficit is reduced by t bugon 0 thenpeécit gliminaton ghalltbé ve Tr u
limited to the lesserof cheal f of the Companyds Deficit or the

Deficit after the Company has made its contribution.
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The first contribution by Creative Trust shall be made whmrtion of the Deficit has been
elimnated as evidenced by the Companyds appr ove

otherwise in compliance with this Agreement.

6. Annual Reviews

Within one hundred calendar days of eachepdaduringthe term of this Agreement, or such

longer period as Creative Trust may agree, the Company shall submit to Creative Trust its approved
audited financial statements at and to thaeyeatogether with a written progress report in form

and content as Ctea Trust may require. Thereafter, Creative Trust shall conduct with the
Company an Annual Revi ew, the results of which
receipt of future Working Capital Awards. Successful results shall include theen¢dhaethe

Company has broken even and shows no accumulated deficit.

7. Working Capital Awards

Subject to the determination by Creative Trust that:

T Progress on the Company6s Work Plan is proce
1 The requirements foirgt Annual Review, as described in paragraph 6 have been met

1 The approved audited financial statements are unqualified and demonstrate that a break

even on current operations has been achieved
1 The Company has no Deficit; and

1 The Company is in compliaveigh this Agreement
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The Company will be eligible to enter the Working Capital Awards phase of the Program.

Subject to the conditions of this Agreement, the Company will be eligible to receive total Working

Capital Awards d8...).

Provided thaCreative Trust is satisfied with compliance at each Annual Review, a Working Capital
Award installment of (insert number here), beingjasmeer of the total Working Capital Awards

for which the Company is eligible, will be paid to the Company. Apprqaayrhent by Creative

Trust for a portion of the Working Capital Award shall be no guarantee that the balance of the

maximum amount shall be paid.

Should the Company not achieve a begak in a year in the Program and provided the balance of
the Agreemnt i s complied with, a yeards grace wil!/| k

the annual loss, in order to receive the subsequent installment. Only one such grace period will be

permitted.

8. Retention of Working Capital Awards

For the purpe es of the Program, oworking capital o is
assets and current |iabilities, as they are rep

audited financial statements.

While it is permitted that Working Capialards may be used for shiatm requirements, It is a
condition of the payment of any Working Capital Award installments that all prior installments from

Creative Trust shall be in the working capital of the Company at eactdl yeat that this shak
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evidenced by the change in annual working capital from base year working capital, (adjusted to
account for any Creative Trust deficit elimination contribution). The financial statements must

reflect this as a reserve on the balance sheet of the Company

Prior to completion of the Program or earlier termination of this Agreement, the Company shall
propose an application of the working capital generated by its participation in the Program for
approval by Creative Tr usplan and @r uaderttakingdromTtheu st 6 s ¢
Company to comply with such plan shall be -agudition to its payment of the final installment

under the Working Capital Awards program.

9. Donor Recognition

For the duration of this Agreement, the Company willmzeogs participation in the Working
Capital for the Arts Program of Creative Trust and the contributions of Creative Trust and its donors
in its printed and electronic materials in accordance with the form that is attached to and is a part of

this Agreerant.

All forms of recognition shall be submitted to Creative Trust and shall be subject to the prior

approval of Creative Trust.

10. Overriding Condition of Payment

Payment of any money to the Company by Creative Trust pursuant to this Agreendérdgrialcon

on Creative Trust being in receipt of sufficient funds from its own donors. The Company

acknowledges and agrees that Creative Trustds | i
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Creative Trust actually receives for purposes of tgeaRrand further that in the event Creative

Trust has insufficient funds, Creative Trust may reduce or eliminate any or all payments to the
Company. For greater certainty, the Company acknowledges that it is one of several organizations
with which Creates Trust may enter agreements similar to this Agreement and in the event of
insufficient funds, Creative Trust shall be entitled to determine in its sole discretion which of such
organizations, if any, shall receive funding.

11. Notices

Notices requirednder this agreement shall be given in writing or by electronic mail to the following

addresses:

The Company:

Creative Trust for Arts & Culture

12. Termination of Agreement

This Agreement may, at the option of Creative Trust, be terminated and Creative Trust shall be

relieved of all obligations hereunder in the event that the Company ceases to be eligible to

participate as described in paragraph 1, or otherwise is irobte@chgreement.

13. Amendments

Amendments to this Agreement shall be in writing and executed by both parties.
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14. Attachments Form Part of Agreement

The following attachments form part of this agreement:

91 Approved audited financial statements for the base yea(Ddaged
1 The Work Plan, dat¢Dat¢
1 Company Board Resolution, da{Bété

1 Donor Recognition requirements

Breach of the requirements imposed on the Company by any of the attachments shall be considered

a breach of this Agreement.

15. No Partnership

This Agreement does not create a partnership or joint venture between the Company and Creative

Trust.

16. AgreementSupersede$rior Negotiations

This Agreement constitutes the entire Agreement between the Camgadreative Trust and

supersdes all previous negotiations, communications and other agreements, except to the extent

they are incorporated byeednce into this Agreement.

In evidence of the agreement reached, the duly authorized representatives of the parties have

executed this agreement on the dates indicated.
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for The Company:

General Maager Artistic Drector Board Chair

Date: Date: Date:

(Wel/l have authority to bind the Company)

for Creative Trust;

Jini Stolk, Executive Director Mallory Gilbert, Treasurer

Date: Date:

(We/l haveauthority to bind Creative Trust)

Company Board Resolution

Whereas (COMPANY) has applied to and been accepted for admission to the Creative Trust

program OWorking Capital for the Artso6 and the

under the termand conditions of the Agreement to be entered into with Creative Trust for Arts &

Culture, as circulated to the meeting, it is resolved that:

1. The Board Chair, the General Manager and the Artistic Director are authorized to execute

the Agreement and &gree the Work Plan, and
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2. The board and professional staff are committed to the carrying out of the agreed upon Work

Plan and the terms and conditions of the Agreement.

Certified to be a true copy of a Board resolution of (COMPANY) passed atomstitlyted board

meeting on[jatg.

Secretary of (Name)

Date:
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Donor Recognition and Benefits Requirements

Recognition

Companies patrticipating in the Creative TWetking Capital for theRtsogr am (o0t he Pr og
agree to recognize and acknowledge Creative Trust, and the financial support provided to the
Program by major government, foundation, corporatendnddual donors, according to the

following guidelines:

91 Public notices and press releases related to participation in the Program, or to the receipt
of financial grants and/or awards, must be coordinated with Creative Trust. The
participating company linmotify Creative Trust in advance of such public notices and
press releases.

T A mutually acceptable space must be provid
programs, annual reports, newsletters and other appropriate publications, as agreed to in
adwance of publication.

1 If the participating company has a website, it must include acknowledgement of Creative
Trust and, wherever possi bl e, acknowl edgem
format to be agreed to in advance of posting.

1 Where appropriae , signage wil/l be placed in the peé

as agreed to in advance and supplied by Creative Trust.
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The above recognition and acknowledgements will be as provided and regularly updated by Creative

Trust in the form of templatewhich will be made available in a variety of sizes and formats.

Provision of Benefits

Annual Event

Creative Trust intends to hold an annual event
and provide an opportunity for their representatisemeet with Creative Trust participating
companies, and witness the scope and creativity of tsezenidusic, dance and theatre sectors.
Companies participating in the Program may be invitessttesich an event, which will usually

include a perfornmae, or workshop, and reception. All arrangements, and the mutual
responsibilities of Creative Trust and the participating company for planning, preparation,

programming and cost coverage, will be mutually agreed to in advance.

Educational Outreach

Companies participating in the Creative Trust: Working Capital for the Arts program will be invited,
where appropriate and as mutually agreed to in advance, to prdindeed number of
complimentary tickets to performances, workshops and/or dressaishebtnese will be made

available to students of music, dance and theatre at selected performing arts schools and colleges as

part of Creative Trustds Education Qutreach Pr oc
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Donor Employee Participation

A | imited number ocbrpoate domdrsi nvag wish topmovidé their Margnto r

empl oyees with the opportunity to receive adva
participating companies, and the exclusive opportunity to purchase a limited numbanicef half

tickets to thesevents, as mutually agreed to in advance. Access to such tickets would be made
exclusively through donor corporations® empl oye:
come first servedod6 basi s; wo ul dable #omlanynohet e d as
Creative Trust participating company; and would pertain to productions and/or performances by

Creative Trust participating companies as mutually agreed to in advance.
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Work Plan Revew, Annual Review Meetings,
Grant and Award Approval and Payment Process
Policy

Approved by the Board of Directors of Creative Trugt September 14, 2004
Revised by the Board of Directorsf Creative Trustd February 21, 2006

This process document owill cover Work Plan revi
elimination grants and working capital awards payments, and the monitoring of operating and

financial <conditi on(seXtorraetwaffrdesammeaih eRrad cueast s @ naodf.

Work Plan Reviews

1 Each company that has executed an Agreement with Creativevill tostmonitored by
Creative Trust consultants on a regular basis (as frequently as its conditions warrant) as to

progress made on its Work Plan.

1 Reports on the Work Plan progress of each company will be made to Creative Trust by the

consultants on agelar basis.

Annual ReviewMeetings

T At the end of each companyds fiscal year aud
companyds auditors and approved by its board
T Within 100 days eriid areapmdved awdiegp stateynénteilfijee a r

with Creative Trust, together with a completed annual report form, detailing Work Plan

Creative Trust Work Plan Review, Annual Review Meetings, Grant and Awsek
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progress. This report to be signed by the board president, the artistic director and the general
manager.

T Creative Trust s EXx e cwiltrévievetheBiateneents amd reparp d con s
and meet with the board president or his/her representative, the artistic director and the
general manager of each company to discuss the annual report and financial statements, and

agree to amendments to the Work Plae agenda of these meetings will be as follows:

0O Creative Trust representatives wil!/ mak e
report, financial statement and work plan progress, asking for clarification where
needed and dealing with anythingiregy comment or discussion.

U The board, artistic and management representatives will be asked to summarize,
from their particul ar perspectives, t he
regards to its movement towards being a healthier organization.

U The board, artistic and management representatives will be asked to identify the
major challenges facing the company in the coming year, and how they are planning
to meet them.

U The board, artistic and management representatives will be asked tdhilentify
body of work they anticipate undertaking, with the help of Creative Trust, in the
coming year.

it Changes or additions to the companyds V

discussion, will be identified and agreed to.

1 A recommendation for a deficit retiow/elimination grant or Working Capital award

payment, under the terms and conditions in t
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along with a summary =evaluation of the com
Creative Trust program, will be présd by the Executive Director to the Creative Trust
Board.

9 If a grant or award payment is not being recommended, a summary evaluation of the
companyds situati on, and the reasons why pa

presented by the Executive Dtog to the Creative Trust Board.

Grant and Award Approvals and Payment

1 The Board of Creative Trust will consider and approve grant and award payments to
companies.

9 Approved grant or award payments will be processed and forwarded to the companies,
along with a letter communicating the decision of the Board.

i At least annually, the Board of Creative Trust will review the progress of fundraising and
prospective expendies to consider increasing the level of Working Capital Awards, and

will advise participants if such increases are made.

Monitoring Conditions for Awards

1 For each successive year in the Creative Trust Program, Work Plan progress will be
monitored andinnual reviews conducted as per the agenda above, prior to recommending

grant or award payments to the Board of Creative Trust.

Creative Trust Work Plan Review, Annual Review Meetings, Grant and Awseks
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The Annual Review: Report and MeetingPolicy
October 6, 2004

An annual review will be conducted of each par-t
assessment report. This review will ensure that the company has remained in financial balance, and

will allow an opportunity to make any required adjustioeitgsWork Plan. It will also ensure that

any financial or operating crisis, unforeseen leadership transition or need to act immediately on an

important issue or opportunity is identified and addressed, and that special help is provided.

The annual repbwill be submitted with your audited financial statements, which are due, according
to the terms of your Agreement with Creative Trust, within 100 days of the fiscal year end of each

year of participation in the program.

You will receive an Annual Repéorm, which will direct you to submit a Report of no more than
three pages in length (excluding attachments.) Its purpose is to allow you to summarize your work
under theWVorking Capital for the gxdgram during the previous year, and to detaipyagress in

fulfilling the elements of your Work Plan, which is integral to your Agreement with Creative Trust.

You will be asked to briefly detail both the process you have undertaken, as well as any results
achieved on each element in your Work Planwiflcalso be asked to attach documentation of your

process and/or final results for each element.

If there are elements of your Work Plan which you have not yet begun to address, please indicate in

your Annual Report your plans and anticipated timitgd@inning work in this area.
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After reviewing the aboweewill meet with you in an Annual Review Meeting to digouss
report and our own evaluationyolur progress under the program; we willaaldtat time discuss

and agree to next stages ofwhaek Plan.
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Work Plan and Targets

Organization: Fiscal Yearend: Plan Agreed: Date:
Immediate Target
Work Process | Responsibility (End of Fiscal Year) Intermediate Long Term
Deficit Responsibility End of Fiscal Year Year 1 Year 2
Retirement Target Target Target
Process
Working Capital | Responsibility End of Fiscal Year | Year 1| Year 2| Year 3| Year 4

Process

Target

Creative Trust Work Plan and Targelm




SampleWork Planfor Companieswith Deficits

Organization: Plan Agreed By: Date:
Work Process Responsible 03-04 04-05 05-06
Artistic Centre
Revisit and reaffirm the artistic leadership's vision- individuals' names [
complete Vision Statement (or board/staff)
Working format and infrastructure:
Clarify and document how production format works —>
Develop plan to address human resource deficit
Organizational Equation
Balance scope of artistic programming with available >
financial, human, technical, time & facility resources
Ensure effective financial systems are in place to be >
able to know condition of equation at all times
Board Development
Define Board role and function in next evolution P
Begin casting to build effective Board —>
Centres of Activity
Determine Centres of Activity to set objectives and
build strategies and plans to fill any gaps >
Audience Development and Relationships
Develop plan to nurture relationships with theatres >
that make sense to be at
Facility
Develop plan for on-going building maintenance, >
relationship with City
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