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EXECUTIVE SUMMARY 
Eastern Edge Art Gallery, Newfoundland and Labrador’s oldest artist-run centre, is embarking on a 
transformative journey with this strategic plan for 2025–2030. This document provides a comprehensive 
roadmap to strengthen the gallery’s financial stability, address operational challenges, expand programming, 
and secure its position as a leader in the arts community. The plan is built on Eastern Edge’s foundational 
values of inclusivity, community engagement, innovation, and sustainability, ensuring its continued relevance 
and impact in a dynamic cultural landscape. 

WHY NOW? 
The gallery faces challenges, including an uncertain funding landscape within the arts, staff and board 
burnout, and uncertainty about the long-term viability of their facilities, which could threaten its ability to 
support artists and engage the community effectively. At the same time, evolving audience expectations, 
technological advancements, and increased interest in community-driven cultural programming present 
significant opportunities. This plan ensures that Eastern Edge can navigate these challenges, capitalize on 
opportunities, and achieve its vision of becoming a dynamic, inclusive, and innovative cultural hub. 

STRATEGIC GOALS 
1. FINANCIAL SUSTAINABILITY: Diversify revenue streams and establish an endowment fund to ensure 

operational and programming stability. 

2. SPACE AND INFRASTRUCTURE DEVELOPMENT: Work towards securing a permanent, climate-
controlled facility to address spatial limitations and support growth. 

3. STRENGTHENED GOVERNANCE AND LEADERSHIP: Enhance board-staff collaboration and implement 
a leadership succession plan. 

4. COMMUNITY AND ARTIST SUPPORT: Expand mentorship programs, create community-led initiatives, 
and deepen engagement with underserved communities. 

5. PROGRAMMING INNOVATION: Introduce experimental exhibitions, foster intergenerational 
collaboration, and broaden outreach. 

IMPLEMENTATION AND MONITORING 
The plan includes a clear implementation timeline, monitoring framework, and key performance indicators 
(KPIs) to track progress and ensure accountability. Milestones include planning for a new facility, expanding 
programming to underserved communities, and increasing community partnerships by 25% within five years. 

CONCLUSION 
The hope is that this strategic plan positions Eastern Edge to not only sustain its role as a vital cultural 
institution but to expand its impact on artists and audiences alike. By focusing on sustainability, inclusivity, 
and innovation, the gallery will continue to enrich the cultural fabric of Newfoundland and Labrador and 
beyond. 
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INTRODUCTION 
Eastern Edge Art Gallery, as Newfoundland and Labrador’s oldest artist-run centre, occupies a pivotal role in 
the province's cultural landscape. Its mission to support artists at all stages of their careers, foster inclusivity, 
and engage the community through innovative programming has made it a cornerstone of the local arts 
ecosystem. However, the gallery faces a confluence of challenges and opportunities that necessitate a 
comprehensive strategic plan. 

WHY NOW? 
1. ADAPTING TO CHANGE 

The arts and culture sector, in Newfoundland and Labrador as well as the rest of Canada, is 
experiencing rapid shifts, including evolving audience expectations, technological advancements, 
and changing funding landscapes. Eastern Edge must adapt to these changes to remain relevant and 
impactful. 

2. ADDRESSING OPERATIONAL CHALLENGES 
Persistent issues such as an uncertain funding landscape within the arts, staff and board burnout, 
and uncertainty about the long-term viability of the facilities      threaten the gallery’s ability to deliver 
on its mission. A strategic plan will provide a roadmap for overcoming these obstacles and ensuring 
long-term sustainability. 

3. SEIZING OPPORTUNITIES 
With increasing interest in inclusive and community-driven cultural programming, Eastern Edge has 
the chance to expand its reach and deepen its impact. A strategic plan will help the gallery capitalize 
on these opportunities by setting clear priorities and actionable goals. 

4. STRENGTHENING COMMUNITY CONNECTIONS 
As a vital cultural institution, Eastern Edge must continue to foster meaningful relationships with its 
stakeholders, including artists, community members, funders, and volunteers. A strategic plan will 
align these relationships with the gallery’s vision and mission. 

5. PREPARING FOR GROWTH 
The gallery’s ambition to secure a permanent, climate-controlled facility and expand its 
programming requires coordinated efforts and significant resources. A strategic plan will serve as a 
blueprint for achieving these transformative goals. 

THE ROLE OF STRATEGIC PLANNING 
Strategic planning is not merely a tool for managing challenges but a process that allows Eastern Edge to 
articulate its vision, prioritize initiatives, and measure progress. By focusing on its strengths, addressing its 
weaknesses, and aligning its resources with its objectives, Eastern Edge can ensure its continued role as a 
leader in the arts community. 

This strategic plan, designed for the period 2025–2030, represents a commitment to thoughtful growth, 
resilience, and innovation. It is a forward-looking document that will guide the gallery in navigating 
uncertainties, achieving sustainability, and maximizing its cultural impact. 
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BACKGROUND TO DEVELOPING THE PLAN 
The strategic plan was developed in the Fall of 2024, and involved separate meetings with three stakeholder 
groups: 

Members/Artists 

Executive Director and Staff 

Board of Directors 

All meetings involved a facilitator who captured key data and information that were used to develop this plan. 
There was also a survey sent out to members to capture any additional thoughts and ideas from members. 

There was a review of key trends and challenges in the arts sector both in Newfoundland and Labrador as well 
as the rest of Canada. This formed the basis of the PESTEL analysis which can be seen in the Appendices to 
this report.  

There was also a review of good practices in running artist run galleries in Canada as well as elsewhere. Eastern 
Edge is operating under many of the good practices, but there are challenges because of location, scale, and 
funding which make it a unique institution in terms of its operations.  

The report also contains a SWOT analysis in the main body of the report as well as a VRIO and Stakeholder 
analysis in the Appendices. The SWOT analysis for Eastern Edge Art Gallery highlights its strong community-
driven ethos, innovative programming, and established reputation as key strengths, positioning it as a vital 
cultural institution. However, the analysis also reveals critical weaknesses, including funding instability, staff 
and board burnout, as well as inadequate facilities, which pose significant challenges to its sustainability.  

Opportunities such as expanding partnerships, diversifying revenue streams, and securing a permanent, 
climate-controlled facility offer pathways for growth and increased impact. At the same time, threats like 
competition for funding, declining volunteer participation, and reliance on external grants underscore the need 
for proactive risk management. This comprehensive analysis provides a foundation for strategic initiatives that 
leverage strengths, address weaknesses, and capitalize on opportunities while mitigating threats. 

Overall, the plan presents strategic goals and an implementation plan to achieve success between 2025-2030.  

HOW THE PLAN IS STRUCTURED 
The plan begins with the Mission, Vision, and Values of Eastern Edge Gallery. The Objectives, as stated in the 
Gallery’s by-laws are articulated. The reason for starting with these principles is to provide guidance and the 
capture the overall ethos of Eastern Edge.  

The strategic goals are then outlined as well as objectives and actions for 2025-2030 to accomplish between 
2025 and 2030. A SWOT analysis then is completed which further emphasizes the importance of the strategic 
goals. Critical success factors are outlined for the Gallery to align the SWOT analysis and strategic goals. 
Within the Appendices there is also an outline of Key Performance Indicators (KPIs), Risk Analysis, as well as 
a monitoring and evaluation plan to make the strategic plan a vital part of the Gallery’s operations and 
governance.  
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STRATEGIC PLAN FOR EASTERN EDGE ART GALLERY (2025-2030) 

VISION, MISSION, VALUES 
VISION 

To foster a dynamic, inclusive, and innovative cultural hub that pushes the boundaries of what it 
means to be an artist-run gallery while expanding its impact locally and beyond. 

MISSION 
To support artists at all stages of their careers, nurture creativity and inclusivity, and enhance 
community engagement through innovative programming, accessible spaces, and collaborative 
partnerships. 

OBJECTIVES 
To increase public awareness and professional development, understanding of and access to 
contemporary visual art forms. 

To encourage communication among artists working in various disciplines and between artists and 
the wider community.  

To strengthen the position of the contemporary arts in St. John’s, in the province of Newfoundland and 
Labrador and in the Atlantic region and throughout Canada. 

VALUES 
INCLUSIVITY: A commitment to creating a welcoming and accessible space where artists and 
audiences from diverse backgrounds feel valued and supported. Eastern Edge emphasizes removing 
gatekeeping barriers and fostering an environment of openness and belonging. 

COMMUNITY ENGAGEMENT: A strong focus on being community-driven, reflecting the needs and 
aspirations of local and regional audiences while actively engaging with stakeholders through 
collaborative programming and partnerships. 

INNOVATION: A dedication to pushing artistic boundaries through experimental and offbeat 
programming that challenges traditional norms and celebrates creativity. 

SUPPORT FOR ARTISTS: A deep commitment to nurturing artists at all stages of their careers by 
providing opportunities for growth, mentorship, and professional development. 

FLEXIBILITY AND RESPONSIVENESS: A culture of adaptability, characterized by a willingness to 
embrace new ideas, take risks, and respond to changing community and organizational needs. 

CULTURAL LEADERSHIP: A recognition of its role as a vital cultural institution in Newfoundland and 
Labrador, with a responsibility to lead by example in promoting artistic excellence and inclusivity. 

SUSTAINABILITY: A growing emphasis on operational, financial, and environmental sustainability to 
ensure the gallery’s long-term impact and relevance. 
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STRATEGIC GOALS 
1. FINANCIAL SUSTAINABILITY 

Objective: Secure diverse and stable funding sources to ensure operational and programming 
sustainability. 
Actions: 

● Develop a comprehensive revenue diversification strategy, including sponsorships, donor 
campaigns, and grants. 

● Establish an endowment fund to support long-term goals, including the acquisition of a dedicated 
building. 
 

2. SPACE AND INFRASTRUCTURE DEVELOPMENT 
Objective: Assess      current spatial limitations and work towards securing      a permanent, climate-
controlled facility. 
Actions: 

● Develop and implement a plan for having a dedicated building with appropriate infrastructure 
(e.g., ceilings, storage, event space). 

● Designate separate spaces for exhibitions, workshops, and artist residencies. 
● Prioritize sustainability and accessibility in facility planning. 

 
3. STRENGTHENED GOVERNANCE AND LEADERSHIP 

Objective: Clarify governance roles and enhance board-staff collaboration. 
Actions: 

● Clearly define and document the roles and responsibilities of the board versus staff. 
● Implement a leadership succession plan for the board and executive roles. 
● Conduct periodic organizational culture surveys to maintain a positive and inclusive environment. 

 
4. COMMUNITY AND ARTIST SUPPORT 

Objective: Deepen community engagement and increase support for artists. 
Actions: 

● Expand mentorship programs and partnerships with local educational institutions like the 
Grenfell Campus of MUN. 

● Create artist-focused initiatives such as workshops, and professional development initiatives.       
● Develop community-led programming and a comprehensive community engagement calendar. 

 
5. PROGRAMMING INNOVATION 

Objective: Push the boundaries of traditional gallery programming while maintaining inclusivity. 
Actions: 

● Introduce experimental and offbeat exhibitions that resonate with diverse audiences. 
● Increase collaborations between young and seasoned artists, including themed member shows. 
● Expand outreach to rural and underrepresented communities across Newfoundland and 

Labrador. 
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SWOT ANALYSIS FOR EASTERN EDGE ART GALLERY 
Eastern Edge Art Gallery possesses strong community support, a reputation for innovation, and a vibrant 
cultural presence, but faces significant challenges related to funding, space, and staff capacity. By leveraging 
its strengths and opportunities, such as facility development and programming expansion, the gallery can 
mitigate threats and overcome weaknesses to ensure long-term sustainability and impact. 

A SWOT analysis is a critical tool for Eastern Edge Art Gallery as it provides a structured framework to evaluate 
its internal strengths and weaknesses alongside external opportunities and threats. As an artist-run centre 
operating in a competitive and evolving arts landscape, understanding these factors is essential for informed 
decision-making and strategic planning. By identifying strengths such as its established reputation, innovative 
programming, and inclusive community ethos, Eastern Edge can leverage these assets to enhance its impact. 
Simultaneously, recognizing weaknesses like funding instability, staff burnout, and inadequate facilities 
allows the gallery to address internal challenges proactively. Furthermore, the analysis highlights external 
opportunities, such as potential partnerships, programming expansion, and facility development, while 
helping the organization mitigate threats, including competition for resources and reliance on grants. A SWOT 
analysis equips Eastern Edge with the insights needed to align its strategy with its mission, ensuring resilience 
and growth in a dynamic cultural environment. 

SWOT ANALYSIS FOR EASTERN EDGE 
STRENGTHS 
1. Artistic Innovation and Quality Programming: 

● High-quality exhibitions and artist residencies. 

● Signature events like the HOLD FAST       Festival 
and partnerships with initiatives like St. 
Michael’s Printshop and Lawnya Vawnya     . 

2. Inclusive and Welcoming Culture: 

● Strong sense of community with a focus on 
accessibility and inclusivity. 

● Support for artists at all career stages, fostering 
creativity and experimentation. 

3. Established Reputation: 

● Recognized as one of Newfoundland and 
Labrador’s oldest artist-run centre. 

● Known for its distinctive, community-driven 
ethos. 

4. Operational Improvements: 

● Documented processes and standardized 
budgeting. 

WEAKNESSES 

1. Funding Instability: 

● Heavy reliance on project grants and funding 
bodies. 

● Lack of long-term financial sustainability. 

2. Space Limitations: 

● Concerns over long-term viability of current 
facilities. 

● Insufficient storage and workspace for artists. 

3. Operational and Administrative Burden: 

● Staff overwhelmed by administrative tasks, 
reducing focus on future planning.       

● High levels of burnout among staff and 
volunteers. 

4. Governance Challenges: 

● Lack of clarity between board and staff roles. 
● Disconnect, at times, between board priorities, 

community intentions and needs. 

5. Knowledge Transfer Gaps: 
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● Enhanced health and safety protocols and 
accessibility measures. 

5. Community Engagement: 

● Strong partnerships with local organizations and 
educational institutions like ArtforceNL     . 

● Expanding reach beyond St. John’s through 
provincial outreach initiatives. 

 

● Limited processes for transferring institutional 
knowledge. 

● Reliance on short-term contracts for staff, 
leading to instability. 

 

OPPORTUNITIES 

1. Revenue Diversification: 

● Potential to increase donor contributions, 
sponsorships, and multi-year grants. 

● Opportunities to position sponsorship as a mark 
of cultural prestige. 

2. Facility Development: 

● Possibility to move, acquire or develop a 
dedicated, climate-controlled building. 

● Expanded spaces for exhibitions, events, and 
storage. 

3. Programming Expansion: 

● Development of community-led initiatives and 
innovative exhibitions. 

● Increased focus on social justice and 
intergenerational collaboration in programming. 

4. Strengthened Partnerships: 

● Building deeper ties with arts organizations and 
businesses in Newfoundland and Labrador. 

● Opportunities to collaborate on regional and 
national initiatives. 

5. Enhanced Volunteer Engagement: 

● Recruitment and retention of a larger volunteer 
base. 

● Leveraging volunteers for grant writing and 
community outreach. 

THREATS 

1. Funding Cuts: 

● Dependence on external funding bodies exposes 
the organization to financial uncertainty. 

● Risk of reduced grants and project funding. 

2. High Board Turnover: 

● Shrinking skilled volunteer base for Board of 
Directors places additional strain on staff. 

● Difficulty sustaining operations without 
adequate support. 

3. Staff Burnout: 

● High workload and limited resources may lead to 
staff turnover and reduced morale. 
 

4. Competition for Resources: 

● Increasing demand for limited arts funding in 
Newfoundland and Labrador. 

● Competition with other cultural institutions for 
sponsorships and partnerships. 

5. Building Uncertainty: 

● Potential sale of the current building creates 
instability for long-term planning. 

● Existing facilities are inadequate for future 
growth and accessibility goals. 
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CRITICAL SUCCESS FACTORS FOR EASTERN EDGE ART GALLERY 
Critical success factors (CSFs) are essential for guiding Eastern Edge Art Gallery toward achieving its strategic 
goals and sustaining its impact. These factors, such as financial sustainability, strong governance, innovative 
programming, and community engagement, serve as the foundation for prioritizing efforts and allocating 
resources effectively.  

By focusing on these key areas, the gallery can address challenges like funding instability, operational 
burdens, and inadequate facilities while leveraging opportunities for growth. CSFs provide a clear framework 
for evaluating progress and ensuring that every initiative aligns with Eastern Edge’s mission to support artists, 
foster inclusivity, and enhance cultural engagement. Identifying and acting on these factors ensures the 
organization’s resilience and long-term success. 

To achieve its strategic goals and secure long-term sustainability, Eastern Edge Art Gallery must focus on the 
following critical success factors: 

Critical Success Factor Key Components 

1. Financial Sustainability - Diversified revenue streams: grants, sponsorships, donations, and 
earned revenue. 

- Establishment of an endowment fund for long-term stability. 

- Continue cost management and efficient budgeting practices. 

2. Strong and Inclusive 
Governance 

- Clear roles and responsibilities for board and staff. 

- Collaborative board-staff relationship. 

- Comprehensive succession planning and governance accountability. 

3. Expanded and Accessible 
Facilities 

- Secure a climate-controlled, multi-functional, permanent space. 

- Ensure accessibility for diverse audiences. 

4. Innovative and Inclusive 
Programming 

- Community-centered initiatives and outreach to underrepresented 
groups. 

- Maintain artistic excellence with high-quality exhibitions. 

- Foster intergenerational collaborations and mentorship. 

5. Community Engagement and 
Partnerships 

- Build and strengthen partnerships with local organizations, educational 
institutions, and arts groups. 

- Expand programming to underserved communities. 

- Recruit and retain a strong volunteer base. 
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Critical Success Factor Key Components 

6. Operational Excellence - Standardized processes for grant applications, budgeting, and 
management. 

- Invest in staff and board capacity and development. 

- Implement knowledge management systems for continuity. 

7. Branding and Visibility - Enhance visibility with targeted marketing campaigns. 

- Position the gallery as a prestigious cultural institution. 

8. Fostering a Positive Workplace 
Culture 

- Prioritize staff well-being to address burnout. 

- Cultivate an inclusive workplace aligned with organizational values. 

9. Strategic Planning and 
Adaptability 

- Regularly review and adjust the strategic plan. 

- Proactively manage risks related to funding, facilities, and operations. 

 

OPERATIONAL PRIORITIES 
CSFs are directly aligned with operational priorities by translating high-level strategic goals into actionable 
areas of focus that drive day-to-day activities. For Eastern Edge Art Gallery, this alignment ensures that 
operational efforts are targeted toward achieving long-term sustainability and impact. Operational priorities 
include: 

1. VOLUNTEER AND STAFF CAPACITY 
● Increasing training for volunteers      to alleviate operational burdens. 

● Address staff and board burnout by redistributing workloads wherever possible, especially to 
volunteers, and improving workplace culture. 

● Secure funding for additional staff roles to manage growing programming and administrative needs. 

2. POLICY AND PROCESS IMPROVEMENTS 
● Continue to standardize internal processes and improve documentation. 

● Strengthen health and safety protocols and maintain high standards for accessibility. 

3. MARKETING AND OUTREACH 
● Highlight Eastern Edge’s role as a vital cultural institution through targeted campaigns. 

● Increase visibility through partnerships and shared programming with other arts organizations. 

METRICS FOR SUCCESS 
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Metrics for success are critical for measuring the effectiveness of a strategic plan and ensuring accountability 
in its implementation. Metrics provide a clear and objective way to evaluate progress toward achieving 
strategic goals, enabling organizations like Eastern Edge Art Gallery to assess what is working and identify 
areas for improvement. By establishing specific, measurable indicators - such as audience growth, revenue 
diversification, or volunteer retention - the gallery can track its performance over time and make data-driven 
decisions to adapt its strategies as needed.  

Metrics also foster transparency and accountability, as they allow stakeholders, including funders, board 
members, and community partners, to see tangible evidence of progress. Furthermore, well-defined metrics 
ensure alignment across the organization by providing staff and volunteers with clear targets to guide their 
efforts. In sum, success metrics are essential for monitoring progress, demonstrating impact, and maintaining 
focus on achieving the gallery’s mission and vision. 

More details are found in the APPENDIX - KEY PERFORMANCE INDICATORS – but some of the high-level metrics 
for success for Eastern Edge include the following: 

● I     ncreases in financial contributions from diversified sources over five-years. 

● Working towards the a     cquisition of a permanent facility     . 

● Growth in community partnerships and collaborations by 25% within five years. 

● Expansion of programming, including at least three new initiatives targeting underserved 
communities. 

● Positive results from annual staff and volunteer satisfaction surveys. 

IMPLEMENTATION TIMELINE 
An implementation timeline is essential for the successful execution of a strategic plan, as it provides a 
structured roadmap that organizes tasks, sets priorities, and ensures accountability.  

For Eastern Edge Art Gallery, a clear timeline helps align resources and efforts with strategic goals, ensuring 
that key initiatives, such as securing a new facility or diversifying revenue streams, are completed within a 
realistic and coordinated timeframe. Timelines also prevent delays by identifying critical milestones and 
deadlines, allowing for regular progress checks and adjustments when necessary.  

Additionally, an implementation timeline promotes accountability by clearly outlining responsibilities for 
board members, staff, and volunteers, ensuring everyone understands their roles and contributions. By 
breaking long-term objectives into manageable steps, a timeline not only keeps the organization focused but 
also helps build momentum and maintain stakeholder confidence by demonstrating consistent progress 
toward achieving the gallery’s mission and vision. A more detailed implementation timeline can be found in 
the Appendix, but between 2025 to 2030, the implementation plan should include the following: 

YEAR 1: Launch revenue diversification and endowment campaigns; begin      facility planning. 

YEAR 2-3: Expand programming and implement succession and governance plans. 

YEAR 4: Work towards auqiring a      new space and consolidating      infrastructure. 
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YEAR 5: Review and refine strategic initiatives to prepare for the next planning cycle. 

RISK ANALYSIS 
A risk analysis is crucial for Eastern Edge Art Gallery as it enables the organization to identify, evaluate, and 
address potential challenges that could hinder its ability to achieve its strategic goals. Operating in a dynamic 
arts and culture sector, Eastern Edge faces risks such as funding instability, staff burnout, volunteer decline, 
and facility inadequacies. The risk analysis contained in the Appendix to this report outlines these threats, 
helping the gallery to develop proactive strategies to mitigate their impact. The Heat Map below outlines the 
major risks facing the organization.  

HEAT MAP REPRESENTATION 
Likelihood Low Impact Medium Impact High Impact 

Low Reputational Risks  Inclusive Reputation 

Medium Sponsorship Decline Volunteer Decline Accessibility Issues 

High Knowledge Gaps Operational Costs Funding, Burnout, Building Uncertainty 

 

By prioritizing risks based on their likelihood and severity, Eastern Edge can allocate resources effectively and 
maintain operational resilience. Critical Risks and Focus areas for Eastern Edge are outlined below. Finally, a 
risk analysis supports better decision-making by highlighting vulnerabilities and opportunities, ensuring the 
organization remains adaptive in the face of external changes.  

CRITICAL RISKS AND FOCUS AREAS 
1. FINANCIAL DEPENDENCE ON GRANTS: Critical for sustainability but highly vulnerable. Mitigation 

focuses on diversifying income and creating a financial buffer through endowment funds. 

2. STAFF, BOARD, AND VOLUNTEER CHALLENGES: Burnout and declining participation are pressing. 
Hiring, engagement, and retention strategies must be prioritized. 

3. BUILDING INFRASTRUCTURE: Immediate attention is needed to secure a permanent and accessible 
space for long-term stability. 

4. GOVERNANCE AND ROLE CLARITY: Misalignment can lead to inefficiencies and frustration. Policy 
updates and clear communication are essential. 
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IMPLEMENTATION AND MONITORING FRAMEWORK 
An implementation and monitoring framework, as contained in the Appendices to this report, is essential for 
ensuring the successful execution of Eastern Edge Art Gallery’s strategic plan, as it provides a structured 
approach to translating high-level objectives into actionable steps.  

By clearly defining timelines, responsibilities, and measurable outcomes, this framework helps the 
organization stay focused and aligned with its mission and vision. Regular monitoring allows for ongoing 
evaluation of progress, enabling Eastern Edge to identify challenges early, adapt strategies as needed, and 
maintain momentum toward its goals. 

An adopted implementation and monitoring framework also fosters accountability by ensuring that board 
members, staff, and volunteers understand their roles and are actively contributing to the gallery’s success. 
Additionally, the framework offers transparency for stakeholders, such as funders and community partners, 
by demonstrating consistent progress and measurable results. Ultimately, an effective implementation and 
monitoring framework is critical to achieving strategic goals, enhancing organizational resilience, and 
maximizing the gallery’s impact on artists and the community. 

SUMMARY AND CONCLUSION 
Strategic planning is vital for Eastern Edge Art Gallery as it provides a clear roadmap to navigate challenges 
and capitalize on opportunities in a dynamic arts and culture environment. As Newfoundland and Labrador’s 
oldest artist-run centre, Eastern Edge faces critical issues such as funding instability, staff burnout, and 
inadequate facilities, all of which threaten its ability to fulfill its mission. A strategic plan helps address these 
challenges by setting priorities, allocating resources effectively, and aligning daily operations with long-term 
goals. It ensures that the gallery remains adaptive to external changes, such as evolving audience expectations 
and shifts in funding landscapes, while maintaining its commitment to inclusivity, innovation, and community 
engagement. 

Furthermore, strategic planning enables Eastern Edge to focus its efforts on growth and sustainability. By 
defining clear objectives and actionable initiatives, the plan supports key aspirations like securing a 
permanent facility, diversifying revenue streams, and expanding programming to underserved communities. It 
also provides a framework for evaluating progress through measurable outcomes, ensuring accountability and 
fostering stakeholder trust. Ultimately, strategic planning positions Eastern Edge to not only sustain its role as 
a cultural leader but to enhance its impact, fostering a thriving arts ecosystem that enriches artists and 
audiences alike. 
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APPENDIX - KEY PERFORMANCE INDICATORS (KPIS)  
Each KPI is directly linked to the strategic objectives outlined for Eastern Edge Art Gallery. By regularly 
monitoring these metrics, the gallery can track progress, address challenges, and adjust strategies to meet its 
goals effectively. 

The chart below outlines the KPIs, their definitions, and their alignment with strategic objectives from Eastern 
Edge's plan. 

KPI Definition Strategic Objective 

Annual Revenue Growth 
Rate 

Percentage increase in total revenue (grants, 
sponsorships, donations, and earned revenue) 
year-over-year. 

Financial Sustainability 

Number of Funding 
Sources 

Total number of distinct funding sources secured 
(grants, sponsors, donors, earned revenue 
streams). 

Financial Sustainability 

Volunteer Recruitment 
and Retention Rate 

Percentage of volunteers retained, and new 
volunteers recruited annually. 

Community Engagement and 
Partnerships 

Audience Growth Year-over-year increase in gallery visitors, event 
attendees, and virtual audience (online 
programming). 

Programming Innovation, 
Community Engagement 

Partnerships 
Established 

Number of new partnerships formed annually 
with local, regional, and national organizations. 

Community Engagement and 
Partnerships 

Satisfaction Scores Average satisfaction rating from staff, volunteers, 
and community members collected via surveys. 

Fostering a Positive Workplace 
Culture, Governance and 
Leadership 

Programming Diversity 
Index 

Number and diversity of programs offered, 
segmented by audience type (e.g., rural, 
multicultural, emerging artists). 

Programming Innovation 

Grant Success Rate Percentage of grants applied for that are 
successfully awarded. 

Financial Sustainability 

Facility Utilization Rate Percentage of facility space used effectively for 
exhibitions, events, and storage. 

Expanded and Accessible 
Facilities 

Accessibility 
Compliance Rate 

Percentage of gallery operations, facilities, and 
programs compliant with accessibility standards. 

Expanded and Accessible 
Facilities, Community 
Engagement 
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KPI Definition Strategic Objective 

Staff Retention Rate Percentage of staff retained annually. Fostering a Positive Workplace 
Culture 

Exhibition Turnover Rate Number of new exhibitions hosted annually. Programming Innovation 

Endowment Fund 
Growth 

Annual percentage increase in endowment fund 
contributions. 

Financial Sustainability 

Community Engagement 
Events 

Number of events specifically designed to engage 
the local community (e.g., workshops, artist 
talks). 

Community Engagement and 
Partnerships 

Environmental Impact 
Reduction 

Reduction in carbon footprint and environmental 
impact metrics (e.g., energy consumption, waste 
reduction). 

Environmental Sustainability, 
Expanded and Accessible 
Facilities 
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APPENDIX - VRIO ANALYSIS 
The VRIO framework evaluates an organization’s resources and capabilities based on four dimensions: Value, 
Rarity, Imitability, and Organization. Below is the VRIO analysis for Eastern Edge Art Gallery: 

Resource/Capability Value Rarity Imitability Organization Competitive 
Implication 

Community-Driven 
Ethos and Culture 

Strong sense of 
inclusivity and 
community, 
fostering creativity 
and engagement. 

Rare among arts 
organizations 
with similar 
mandates. 

Difficult to 
replicate as it 
is deeply 
rooted in 
relationships 
and history. 

Well-organized 
through policies 
and processes. 

Sustainable 
competitive 
advantage. 

Innovative 
Programming 

High-quality, 
experimental 
exhibitions and 
artist residencies 
attract local and 
international 
audiences. 

Few 
organizations in 
the region offer 
similar 
programming. 

Requires 
significant 
expertise, 
networks, and 
vision. 

Supported by 
skilled staff and 
dedicated 
leadership. 

Sustainable 
competitive 
advantage. 

Local and Regional 
Partnerships 

Strengthens 
outreach, funding, 
and programming 
efforts. 

Relatively rare, 
especially in 
rural and 
underserved 
communities. 

Imitable, but 
Eastern Edge 
has first-mover 
advantage in 
some regions. 

Moderately 
organized; 
could benefit 
from better 
coordination. 

Temporary 
competitive 
advantage. 

Volunteer and 
Community Support 

Reduces 
operational costs 
and builds a sense 
of ownership 
among 
stakeholders. 

Rare, given 
declining 
volunteer bases 
in many 
nonprofits. 

Moderately 
imitable, but 
cultural 
connection is 
unique. 

Underutilized; 
recruitment and 
engagement 
need 
improvement. 

Potentially 
sustainable 
with better 
organization. 

Established 
Reputation and 
History 

Well-known as 
Newfoundland’s 
oldest artist-run 
center, offering 
credibility and 
trust. 

Rare in its 
longevity and 
historical 
significance in 
the region. 

Cannot be 
imitated due to 
the gallery’s 
unique history. 

Effectively 
leveraged in 
branding and 
community 
engagement. 

Sustainable 
competitive 
advantage. 

Leadership and Staff 
Expertise 

Key to sustaining 
innovative 
programming and 

Rare within a 
small pool of 

Moderately 
imitable as 
expertise can 
be hired or 

Faces 
challenges due 
to burnout and 
high 

Temporary 
competitive 
advantage. 
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Resource/Capability Value Rarity Imitability Organization Competitive 
Implication 

efficient 
operations. 

cultural leaders 
in the region. 

developed 
elsewhere. 

administrative 
burdens. 

Signature Events 
(e.g., Hold Fast 
Festival) 

Boosts visibility, 
community 
engagement, and 
revenue 
generation. 

Rare in scale and 
recognition 
within 
Newfoundland 
and Labrador. 

Imitable, but 
requires 
significant 
investment and 
credibility. 

Well-organized 
but dependent 
on grant 
funding. 

Temporary 
competitive 
advantage. 

Funding Sources Essential for 
operational and 
programming 
sustainability. 

Not rare; many 
organizations 
rely on similar 
funding sources. 

Easily imitated, 
as competitors 
pursue the 
same grants. 

Weakly 
organized; 
heavy reliance 
on grants 
creates 
instability. 

Competitive 
parity. 

Physical Space Provides a venue 
for exhibitions, 
events, and 
community 
interaction. 

Not rare; other 
galleries have 
spaces, though 
fewer have 
adequate 
facilities. 

Relatively 
imitable with 
sufficient 
investment. 

Limited by the 
inadequacy and 
uncertainty of 
current 
facilities. 

Competitive 
disadvantage 
unless 
improved. 

 

SUMMARY OF VRIO ANALYSIS 
SUSTAINABLE COMPETITIVE ADVANTAGES 

1. Community-Driven Culture: Eastern Edge’s inclusivity and engagement ethos are deeply valued and 
difficult to replicate, providing a strong foundation for sustained success. 

2. Reputation and History: The gallery’s legacy as Newfoundland’s oldest artist-run center offers 
unparalleled credibility and trust in the community. 

3. Innovative Programming: Unique and high-quality exhibitions and residencies set Eastern Edge apart 
from regional competitors. 

TEMPORARY COMPETITIVE ADVANTAGES 
1. Partnerships: While valuable, partnerships are moderately imitable and require ongoing investment 

in relationship-building. 

2. Leadership Expertise: Staff expertise supports the gallery’s innovation but is at risk due to burnout 
and limited resources. 
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3. Signature Events: Festivals like Hold Fast provide visibility and engagement but are heavily 
dependent on external funding. 

COMPETITIVE DISADVANTAGES 
1. Funding Sources: Heavy reliance on grants creates financial instability, reducing the gallery’s ability 

to secure a sustainable advantage. 

2. Physical Space: The inadequacy and uncertainty of current facilities hinder operational efficiency and 
long-term growth. 

  



EASTERN EDGE STRATEGIC PLAN 2025-2030   

19 | PAGE 
 

APPENDIX - PESTEL ANALYSIS 
The following chart concisely organizes the PESTEL factors and their implications for Eastern Edge Art Gallery, 
enabling a clear overview of the external environment and strategic focus areas. 

Factor Key Insights Strategic Implications 

Political 

- Vulnerability to funding cuts due to 
changing government priorities. 

- Advocate for arts funding and align with 
government cultural priorities (e.g., Indigenous 
and multicultural arts). 

- Opportunities in cultural policies 
promoting diversity and inclusion. 

- Explore partnerships with government initiatives 
for sustainable funding. 

- Local governance affecting the sale or 
maintenance of gallery facilities. 

- Engage with local stakeholders to influence 
decisions on cultural infrastructure. 

Economic 

- Financial instability due to reliance on 
grants and external funding bodies. 

- Diversify revenue streams to include 
sponsorships, donor campaigns, and earned 
revenue. 

- Rising operational costs and inflation 
affecting budgets. 

- Implement cost-control measures and long-term 
financial planning. 

- Opportunities to align arts programming 
with economic development and tourism. 

- Position the gallery as a key player in local 
cultural and economic development initiatives. 

Social 

- Community interest in inclusivity, 
diversity, and social justice aligns with the 
gallery’s values. 

- Develop programming focused on social justice, 
Indigenous art, and underrepresented groups. 

- Demographic shifts toward younger, 
multicultural audiences. 

- Expand outreach and create programming that 
engages these demographics effectively. 

- Declining volunteerism trends. - Strengthen volunteer recruitment and retention 
strategies. 

Technological 

- Opportunities in digital programming, 
virtual exhibitions, and artist residencies. 

- Invest in digital platforms for programming, 
marketing, and stakeholder engagement. 

- Adoption of AR/VR technologies to 
innovate the art experience. 

- Explore immersive technologies to attract 
broader audiences. 

- Need for streamlined internal digital 
tools. 

- Implement systems for better internal 
management, communication, and knowledge 
transfer. 
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Factor Key Insights Strategic Implications 

Environmental 

- Emphasis on sustainable practices and 
environmental responsibility. 

- Integrate sustainability into operations and 
programming to align with societal expectations. 

- Facility inadequacies (e.g., climate 
control) impacting exhibitions and 
storage. 

- Prioritize securing or designing a new 
environmentally responsible and functional 
facility. 

Legal 

- Compliance with labor laws and short-
term contract issues impacting staff 
retention. 

- Develop policies for fair and transparent 
employment practices. 

- Accessibility regulations require 
improvements in facilities and 
programming. 

- Ensure all facilities and programs meet or exceed 
accessibility standards. 

- Intellectual property management for 
artists. 

- Strengthen IP management systems to protect 
artists’ rights and maintain professional 
relationships. 
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APPENDIX – RISK ANALYSIS 
RISK ANALYSIS FOR EASTERN EDGE ART GALLERY 
The following analysis identifies potential risks Eastern Edge faces, evaluates their likelihood and impact, and 
proposes mitigation strategies. Risks are categorized into Strategic, Financial, Operational, Reputational, 
and Compliance areas. 

 

Risk Category Risk Description Likelihood Impact Risk 
Level 

Mitigation Strategies 

Strategic Dependence on grants and 
external funding, leading to 
financial instability. 

High High Critical - Diversify revenue streams (e.g., 
sponsorships, endowments, 
earned income). 

 Building uncertainty due to 
potential sale or inadequacy 
of current facilities. 

High High Critical - Develop a plan to secure or 
acquire a permanent, accessible, 
climate-controlled space. 

 Board and staff role 
misalignment, leading to 
governance inefficiencies. 

Medium High High - Clearly define roles and 
responsibilities through 
governance reviews and policies. 

Financial Rising operational costs 
(e.g., wages, utilities) 
outpacing funding growth. 

Medium High High - Implement cost control 
measures and explore multi-year 
funding opportunities. 

 Decline in sponsorships and 
donor contributions during 
economic downturns. 

Medium Medium Moderate - Strengthen donor relations and 
develop a donor recognition 
program. 

Operational Staff burnout due to high 
workloads and 
administrative burdens. 

High High Critical - Hire additional staff, streamline 
processes, and invest in staff 
well-being programs. 

 Decline in volunteer 
participation impacting 
event execution and 
operations. 

Medium High High - Implement a volunteer 
recruitment and retention 
strategy, including recognition 
programs. 

 Knowledge transfer gaps due 
to reliance on short-term 
contracts. 

High Medium High - Develop robust documentation 
processes and institutional 
knowledge-sharing systems. 



EASTERN EDGE STRATEGIC PLAN 2025-2030   

22 | PAGE 
 

Risk Category Risk Description Likelihood Impact Risk 
Level 

Mitigation Strategies 

Reputational Negative public perception 
of staff treatment or 
organizational culture. 

Medium High High - Conduct regular culture surveys 
and address issues through 
transparent communication and 
action plans. 

 Failure to maintain the 
gallery’s inclusive and 
community-driven 
reputation. 

Low High Moderate - Regularly engage stakeholders 
and incorporate feedback into 
programming and strategic 
decisions. 

Compliance Inadequate accessibility of 
facilities or programming 
leading to legal and 
reputational risks. 

Medium High High - Ensure all facilities and 
programs comply with current 
accessibility standards and laws. 
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APPENDIX - STAKEHOLDER ANALYSIS 
Below is a detailed stakeholder analysis, identifying key stakeholders, their interests and influence, and 
strategies to engage them effectively. 

Stakeholder 
Group 

Interests Level of 
Influence 

Level of 
Interest 

Engagement Strategies 

Artists (Local and 
Emerging) 

Access to exhibition 
opportunities, residencies, 
mentorship, and fair 
compensation. 

High High - Regular feedback sessions 
(e.g., artist forums). 

  - Transparent application and 
selection processes. 

Board of 
Directors 

Effective governance, 
organizational sustainability, 
and achieving strategic 
objectives. 

High High - Regular board meetings and 
strategy updates. 

  - Clear communication of roles 
and responsibilities. 

Executive 
Director and 
Staff 

Workload balance, professional 
development opportunities, and 
a positive workplace culture. 

High High - Annual satisfaction surveys and 
wellness initiatives. 

  - Ongoing training and capacity 
building. 

Volunteers Opportunities to contribute 
meaningfully and feel valued for 
their time and effort. 

Medium High - Volunteer appreciation events 
and recognition programs. 

  - Clear communication of 
expectations and roles. 

Community 
Members 

Accessible and inclusive 
programming, cultural 
enrichment, and community 
engagement. 

Medium High - Develop community-driven 
programming and events. 

   - Use surveys to gather feedback 
on programming preferences. 

Funders and 
Sponsors 

ROI on investments, alignment 
with their values, and 
recognition for contributions. 

High High - Regular impact reports 
showcasing achievements. 

  - Public recognition through 
events, media, and marketing 
materials. 

Government 
Agencies 

Alignment with arts and culture 
policy, compliance with 

High Medium - Provide detailed reports on 
grant usage and program impact. 
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Stakeholder 
Group 

Interests Level of 
Influence 

Level of 
Interest 

Engagement Strategies 

regulations, and measurable 
outcomes. 

  - Advocate for ongoing support 
by aligning with policy priorities 
(e.g., inclusion, sustainability). 

Partner 
Organizations 

Collaborative opportunities, 
shared audiences, and 
strengthened regional arts 
networks. 

Medium Medium - Host joint programming and co-
branded initiatives. 

  - Build long-term partnerships 
through regular communication 
and shared goals. 

Donors 
(Individual) 

Impact of their contributions, 
transparency, and alignment 
with personal values. 

Medium High - Send personalized thank-you 
notes and updates on 
organizational milestones. 

  - Create opportunities for donors 
to see their impact (e.g., donor-
only events). 

Audience 
(Visitors) 

Engaging and accessible 
programming, and opportunities 
for cultural and social 
connection. 

Medium High - Use social media and surveys 
to understand audience 
preferences. 

  - Offer diverse programming that 
appeals to different 
demographics. 

Media Outlets Newsworthy content, 
compelling stories about the 
gallery, and unique events to 
cover. 

Low Medium - Regular press releases and 
exclusive previews for key 
events. 

  - Build relationships with 
journalists to ensure ongoing 
media coverage. 

 

 

APPENDIX - MONITORING AND EVALUATION PLAN 
This monitoring and evaluation (M&E) plan is designed to track the progress of Eastern Edge's strategic goals, 
assess the effectiveness of initiatives, and guide adjustments to achieve desired outcomes. 
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MONITORING AND EVALUATION FRAMEWORK 
Component Details 

Purpose 
To ensure alignment with strategic objectives, improve decision-making, and 
demonstrate impact. 

Scope 
Covers all strategic goals, including financial sustainability, facility development, 
governance, programming, and engagement. 

Frequency 
Quarterly progress reviews, annual evaluations, and a mid-term (2027) and final review 
(2030). 

Key 
Responsibilities 

- Executive Director: Oversees M&E activities and progress reporting. 

- Board of Directors: Reviews progress and ensures alignment with strategic objectives. 

- Staff and Volunteers: Collect data and provide insights on program implementation. 

 

MONITORING PLAN 
Objective Key Metrics Frequency Data Collection 

Methods 
Responsible Party 
(Example) 

Financial 
Sustainability 

- Annual revenue growth rate. Quarterly Financial reports, donor 
and sponsor data. 

Finance Team 

- Number of funding sources. Quarterly Grant applications, 
sponsorship 
agreements. 

Executive Director 

- Endowment fund growth. Annually Endowment financial 
statements. 

Finance Team 

Facility 
Development 

- Facility acquisition progress. Semi-
annually 

Milestone tracking 
(feasibility study, 
funding). 

Facilities 
Committee 

- Accessibility compliance 
rate. 

Annually Facility inspections, 
stakeholder feedback. 

Facilities Manager 

Governance and 
Leadership 

- Board training sessions 
conducted. 

Annually Board meeting minutes, 
attendance records. 

Governance 
Committee 

- Staff satisfaction scores. Annually Staff surveys, feedback 
sessions. 

HR Team 
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Objective Key Metrics Frequency Data Collection 
Methods 

Responsible Party 
(Example) 

- Succession plan 
implementation milestones. 

Annually Document review, 
stakeholder interviews. 

Governance 
Committee 

Programming 
Innovation 

- Number of exhibitions and 
events held. 

Quarterly Program schedules, 
attendance records. 

Programming Team 

- Programming diversity index. Annually Event analysis, 
audience surveys. 

Programming Team 

- Outreach to rural and 
underrepresented 
communities. 

Quarterly Outreach program 
reports. 

Outreach 
Coordinator 

Community 
Engagement 

- Volunteer recruitment and 
retention rate. 

Quarterly Volunteer records, 
retention analysis. 

Volunteer 
Coordinator 

- Audience growth (in-person 
and virtual). 

Quarterly Ticket sales, website 
analytics. 

Marketing Team 

- Partnerships established. Annually Partnership 
agreements, project 
reports. 

Executive Director 

Environmental 
Sustainability 

- Environmental impact 
reduction metrics. 

Annually Energy usage reports, 
waste audits. 

Facilities Manager 

 
EVALUATION PLAN 
Evaluation Component Details 

Mid-Term Evaluation 
(2027) 

Comprehensive review of progress toward strategic goals. Assess effectiveness and 
refine strategies. 

Final Evaluation (2030) Determine overall success in achieving strategic goals. Document lessons learned 
for the next planning cycle. 

Key Evaluation 
Questions 

- Are financial sustainability goals being met? 

- Has a permanent facility been secured? 

- Are programming goals reaching target audiences? 

- Have governance and leadership initiatives improved board-staff collaboration? 
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Evaluation Component Details 

- What is the gallery's impact on the local and regional community? 

Data Sources Financial records, facility reports, surveys, program evaluations, and stakeholder 
interviews. 

Evaluation Methods Quantitative (metrics, surveys) and qualitative (focus groups, interviews) methods. 

Reporting - Mid-term report shared with stakeholders (2027). 

- Final evaluation report presented to the board and community (2030). 

 

REPORTING AND COMMUNICATION 
Report Type Audience Frequency Format 

Quarterly Progress Report Staff, Board of Directors Quarterly Dashboard, summary report 

Annual Review Report Staff, Board, Funders, Sponsors Annually Detailed written report 

Mid-Term and Final Reports Staff, Board, Funders, 
Community 

2027, 2030 Comprehensive evaluation report 

 

IMPROVEMENT MECHANISMS 
1. ACTIONABLE INSIGHTS: Use evaluation results to adapt and refine strategies. 

2. STAKEHOLDER FEEDBACK: Include input from artists, community members, and volunteers in 
decision-making. 

3. ACCOUNTABILITY: Regularly share progress with the board, funders, and the community to ensure 
transparency. 

 


