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harting the Promise

f Santa Fe

Located at the intersection of the 35% parallel north and the
105" meridian west, at 7,199 feet above sea level, the City

of Santa Fe covers an area of 52.502 square miles. More

than 70,000 people live here. It is a place set in the context

of indigenous homelands. Beneath the modern city lay the
remains of a village including gardens, middens, and wall
footings delineating houses dating from between A.D. 600 and
1425. Contemporary Native American Tewa communities still
recognize the site as Po’oge (White Shell Water Place).!

When Spain would officially occupy what were former
indigenous homelands, beginning about 1607, this particular
land would eventually come to be resettled and named La
Villa Real de la Santa Fé. Since the 17" century, the city has
reflected the significance of Hispanics in a rich variation

of lineage (Indigenous, African, European). This hybridity,
though unique in longevity of place, makes it a part, still, of
the Mexican-American diaspora.

Over time, people from every state, continent and many
ethnic and cultural backgrounds have settled in Santa Fe, a
complexity that at times has contributed both synergy and
tension. It is a dynamic rather than static social environment,
made rich by people whose values, experiences, histories,
traditions, languages, philosophies and creativity make Santa
Fe unique among world cities.

Set in this context, the research and public engagement of

the initiative, Culture Connects Santa Fe, revealed a city of
contradictions — what one leading official called, a 7ale of Tiwvo
Cities. The point and counterpoint of these contradictions is
that on the one hand, Santa Fe is an international destination
set in a breathtaking landscape steeped in culture, and is home
to some of the nation’s most revered pioneering arts-based
institutions. Paradox, however, boldly presents itself in the
community: even with Santa Fe’s significant concentration of

1 White Shell Water Place: An Anthology of Native American
Reflections on the 400th Anniversary of the Founding of Santa
Fe. 2010 Edited by F. Richard Sanchez; with Stephen Wall and
Ann Filemyr.

writers and editors, it bears a high rate of illiteracy; with scores
of gifted architects, it faces a crisis in the lack of affordable
housing; and its high number of PhDs is mirrored by one

of the nation’s worst high school graduation rates, 64%,

lower than the national norm of 85%.? There is great and
conspicuous wealth, yet the poverty rate is a shocking 16.7%
(compared to the national rate of 14.5%).? People have written
eloquently about the power of place here, its climate, light and
beauty, and yet the community-eroding effect of displacement
and gentrification is apparent in every quarter of the city.
These disparities are evident in the places where people live
and work. Santa Fe regularly ranks among the nation’s most
desirable places to live — both in work and in retirement —
though data also indicate that the number of families with
children and people under age 30 has decreased, particularly in
the affluent historic and cultural districts.

Santa Feans live in a place where joy and pain co-exist, and
yet, here beauty and creativity hold transformative power

for the entire community. Given this crossroad — a city of
contradictions where cultural identity holds the power of
transformation to turn it around — the question is how to
proceed, tapping the experiences of everyone, and serving the
interests of all.

Instead of presenting a rigid plan that ends up unread
gathering dust on a shelf, the goal of the initiative was to
identify and build an innovative navigation tool that might
be useful in continually gauging Santa Fe’s “cultural pulse” for
this and future generations. What resulted was this document,
A Cultural Cartography. To create this relevant, flexible and
dynamic model, the work uses the language and symbolism
of a map that charts the collective imagination of Santa Fe’s
residents. Maps have proved their value over centuries as
essential in helping to define, describe and navigate the world.
Culture Connects Santa Fe began with the simple premise

2 Statistics provided by City of Santa Fe Youth and Family
Services Division.

3 See U.S. Census, Income and Poverty in the
United States: 2014.
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that every person has a story worth telling and remembering,
and that individually, each embodies something valuable

for the whole — imagination, knowledge, creativity, and

will. Recognizing this, one major goal was to engage the
community in a conversation about what culture means, its
intrinsic value, and to gauge our challenges and opportunities,
all gleaned from a comprehensive information gathering and
immersive research process. This democratic and equitable
undertaking allowed an understanding of where we stand
today and how this time is different from any other moment,
drawing on the consensus that culture can fulfill Santa Fe’s
promise of cultural vitality to all who call it home and in more
meaningful ways, for those that visit.

There have been pivotal instances in our past when the city
government has positively addressed social inequality with
intercultural dialogue and community building. Culture
Connects Santa Fe reafhirms the usefulness of these avenues of
conversation. Over the past several decades, there have also
been many efforts undertaken by local cultural institutions to
reframe issues within the community, including centering on
collaboration and rethinking funding mechanisms and their
impact. The contradictions and disparities noted above are
clear, so is the fact that enormous possibilities exist, holding
great promise. With new policies, most recently addressing
social issues, the City leadership demonstrates a renewed
commitment to addressing inequities; so too have various
cultural organizations. The energy emanating from cultural
organizations reflects a stronger focus and growing sense that
“the whole is greater than the sum of its parts.” Recognizing
their growing influence and value, cultural workers living
and working in Santa Fe are able and eager to build a new
paradigm.

In a city, culture is not simply a single initiative, a set of
facilities, a season of events, or a solitary department. Culture

lives in the very fiber of a place, and is sustained when it is
integrated comprehensively into the fabric of everyday business
— of individuals, of public agencies, and of the private

and not-for-profit sectors. More than providing economic
heft, culture holds the amazing potential to invigorate the
vitality and spirit of a community. It can elevate, but it also
grounds community voices and their collective imagination.
Culture embodies the shared complex and diverse heritage of
a community, including its tangible and intangible virtues.

It is the built environment as much as it is the natural one,
where roads, rivers and parks all exist as connective tissue

for a community. It is the quiet and restless imagination

that becomes expression, from which emanate writing, song,
performance, painting, sculpture, cuisine, dance, design and
story. When recognized, coalesced and leveraged, culture is
transformative. It ignites creativity, consciousness and capacity.

Cultural Connects Santa Fe was developed recognizing that
indeed culture holds the potential to connect Santa Fe. From
the Latin, cultura, culture is not static, it is vigorous in its

very definition — an active process — tilling, cultivating,
guarding and honoring. The word ‘connects’ — also from the
Latin, conectere, to join together and establish a relationship —
reflects the dynamic of bringing together something, someone,
some place with another. This is the possibility that culcure

holds before us.

Above all, A Cultural Cartography reflects the City and its
residents taking responsibility for the thinking that has been
passed down. Difficult questions were asked, including about
our own assumptions. Challenges were recognized from as
many perspectives as possible. And opportunities were seen
and celebrated. From this collective imagination, we recognize
the promise of culture and its value toward transformative
possibility, forever and for everyone.



AStatement of Values

Cultural Cartography for Santa Fe is guided by the

community’s beliefs, aspirations and collective

imagination as expressed through extensive public
dialogue and research. It also embodies today’s critical
thinking and best practices developed by the cultural sector.
As we pursue our collective objective of a healthy, vibrant
and resilient city, these values will guide Santa Fe’s equitable,
participatory, stable, growing, and sustainable cultural vision
toward realization.

Santa Fe values . . .

... the breadth and depth of its culture. Culture
includes traditions, histories, values, creativity, places,
languages and relationships, as well as the arts. It reflects
the tangible: the built and natural environment, as well as
the objects we hold and the institutions and organizations
we design, shape and sustain. It also embodies our
humanity and thus, the intangible: our experiences,
stories, memories, and our collective consciousness.

. . . the essential role of culture in advancing equity.
Access to and participation in cultural opportunities is

a human right in a cultural democracy. Civic inequities
— whether visible, invisible, longstanding or emerging —
are leveled by identifying, illuminating and investing in
culture throughout the entire community, particularly for
historically excluded populations, the elderly and youth.

. . . the potential of culture to connect people, places
and ideas. Culture fosters connections, both expected
and unexpected, creating more opportunities for residents
and visitors to collaborate, communicate and realize
meaningful relationships. A powerful medium, culture
also fortifies neighborhoods, instills civic pride and shapes
collective identity through the sharing of experiences,
story, memory, and creativity.

. . the transformational role of culture in education.
Beginning at the earliest age, a lifelong education infused
with culture cultivates self-knowledge, skill, imagination,
and empathy, resulting in a strengthened civil society.
Advancing a more robust and consistent cultural
curriculum that proactively integrates the arts and
humanities into and through intersections with science,
mathematics and technology is essential to a
holistic education.

. . . culture as fundamental to the wellbeing of
individuals and the collective. Nourishing the
imagination and spirit, culture elevates the emotional,
physical, and mental health of individuals. The
wellbeing of a community also is enhanced and fortified
by illuminating and inspiring creativity and raising
consciousness.

. . . the impact of culture as an economic catalyst.
Supporting and nurturing creative workers” imagination,
skill, and work is crucial for a robust economy. Providing
creative industry platforms for sustainable livelihoods
generates economic opportunities and positive benefits
for residents and visitors alike. A vital economy also
positions, strengthens, and elevates the unique identity

and brand of a community locally and globally.

. . . stewardship and conservation of culture. Culture
is an ecosystem. Language, memory and story are like
infrastructure, buildings and open space, and should be
sustained and conserved to ensure continued evolution
and growth. Both tangible and intangible cultural
assets require care and management, underpinned with
thoughtful and constant planning and assessment.
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A Roadmap

his Cultural Cartography is elevated above, yet is

formed by, the contours of what is on the ground.

It was shaped by the impressions, knowledge, and
vision garnered from immersive Public Engagement and
comprehensive research.

The Roadmap is neither a work plan that a staff produces
annually, nor a strategic plan that is assembled every 3-5 years.
While it has been developed in a very particular political,
economic, and social climate, including the recognition of the
current capacity of City divisions, it represents what is possible
now and in the future.

It is bold, and as such, its path should be considered as an

arc that includes actionable items possible to be realized
immediately and incrementally, as well as aspirational concepts
that could take much longer to implement. Though addressing
the real challenges felt in the community today is essential,
because Santa Fe will continue to evolve, this flexible and
dynamic Roadmap can also serve as a guide in the months and
years to come, all with the objective of ensuring a vibrant and
resilient Santa Fe, attendant to the health and wellbeing of its
residents and visitors alike.

At the heart of Culture Connects are notions about protecting
our cultural heritage, traditions, and diversity while
understanding that growth also comes from evolving our
thinking and doing. Further, because Santa Fe believes in
equity, the importance of providing a welcoming environment
and experience for everyone, as well is the need to support
innovation and retain our youth. Recognizing that the
community’s greatest assets are people, the initiative is also
about new roles for cultural workers to address social and
environmental challenges and about cultivating homegrown
talent, supporting locally owned arts-related businesses, and
avoiding the pitfalls of gentrification, displacement, and a
widening income gap. Finally, this work is about ensuring a
cultural policy that embraces tourism in a manner that conveys
balance in economic and community impacts, not mutually
exclusive realities.

llluminating the Bright Spots

‘The Roadmap recasts challenges as potential opportunities to
reimagine and connect. Recognizing their growing influence
and impact, cultural workers living and working in Santa Fe
are ready and anxious to create a new paradigm; the work
and vision emanating from cultural organizations reflect a
gradually shifting attention to making space and relevant
programming, not only for visitors, but all audience members,
including diverse residents. There is also already a tremendous
amount of excellent work underway by institutions and
creatives across the community, from the Santa Fe Opera’s
“Pueblo Opera” program to Adelante’s “Mujeres de Adelante”
Women’s Cooperative. The cultural sector is most certainly
fertile ground and yet, the very definition of culture implies
the need for continual cultivation.

A Community-Wide Responsibility

The City recognizes its significant role as representative of all
its residents and visitors, and as such, has the opportunity

to serve effectively as the convener and catalyst for many of
the Recommendations in the Roadmap, particularly when
considering the importance of collaboration, business practice,
and a commitment to the integration of culture throughout
every sector of the community. However, driven from the
outset by broad participation, the success of the initiative

is dependent upon on the entire community, including
individuals, institutions, businesses, and professional
associations. As new stakeholders — including creative
audiences, business leaders, educators, and civic leaders —
step forward, additional opportunities should be considered
to continue building momentum and implementing

the Roadmap.
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Organized by the Themes of People, Places, Practices, and Policies, the
structure devised for the Roadmap holds and supports proposed Strategies,
Recommendations, and Ideas, all distilled from community input, research, and

consultation in the field.

Strategies: These are strategic statements that chart an objective that can be achieved
in any number of ways. (10)

Recommendations: These are specific goals that are important to achieve as part of
the Strategies. (28)

Ideas: These are concepts to potentially accomplish the Recommendations. They are
not comprehensive, nor final. Some of these programs are already being done and are
suggested to capture and frame the importance or build on the momentum, while
others are new. With the exception of one, which is noted, almost none of these
suggestions are presented in order of importance or value. (100+)
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haped from the ideas, knowledge and values garnered

from the community engagement and research, the

model of a roadmap provides a relevant and dynamic
instrument to guide the entire community, elevating our
assets and positioning Santa Fe as vibrant and meaningful to
all residents and visitors. This Roadmap is organized around
themes of people, places, practices, and policies.

People

We imagine and dream. We create and build. We express
ourselves. We are the elders, the children and everyone in
between. We are the architects, writers, potters, seamstresses,
dancers, actors, audiences, donors, poets and more. Because
we reexamined the definition of whar culture is, we now know
that we all hold it, including everyone who cleans a ditch,
makes tortillas, sings in a church choir, or honors our dead, as
those before us have. We also all have the responsibility to care
for our assets, both tangible and intangible.

By developing and expanding the capacity of young
people to thrive, we will focus on opportunities for youth to
contribute, as well as to consume culture, providing options
for them to stay, or if they go, to return to Santa Fe.

As a community, we will strengthen who we are by
maximizing the conditions for all cultural workers to thrive
and address the need for spaces to live and create; for funding;
for networks for professional development; for access to
markets; and for the ways and means to present to audiences.

Places

Santa Fe is where mountains, sunsets, a watershed and a

river meet and intersect with what people have built —
houses, neighborhoods, acequias, theaters, porches, kitchens,
museums, parks and schools — tangible places where culture
sits and where the intangible holds them together. Because we
asked and experienced, we know that the beauty that comes
with art is not extended across the City; there are forgotten
spaces, even in empty storefronts.

By more purposefully integrating culture, we will
inspire the cultural transformation and revitalization
of neighborhoods, and in doing so, we will broaden
participation and instill pride in the places we live.

Our focus is on revitalizing spaces through culture and
focusing on the places we work and gather, including the
in-between spaces. In this way, we will catalyze the cultural
transformation of the City by elevating open and empty
spaces, corridors and commercial-cultural hubs.

Practices

Just as is true of a nation, creating a more ‘perfect city’ is a
living process and is reflected not only in the traditions that
have defined, gathered and sustained us for generations, but
also in recognizing the importance of a community that is
evolving.

We will advance equity and inspire connection and
community transformation. By addressing representation
of all people and encouraging full participation, as well as
investing equitably and expanding access to the arts and
humanities, we will begin to create a stronger community.

Focusing on principles of collaboration, coordination, funding
and communicating the impact of culture, we will strengthen
the cultural sector’s capacity, sustainability and impact.

Recognizing our stewardship responsibility, we will conserve
the community’s diverse cultural heritage.

Policies

Within a cultural ecosystem, cultural policy — in aggregate,
the systems, structures and methods that guide social entities
in shaping cultural affairs — can serve as the invisible
connective tissue that allows values to align to action.

Thoughtfully integrating culture into the life force and impact
of government, we will optimize the operational structure
and strategies of the City of Santa Fe.

In this effort, focusing on transformational versus
transactional, we will optimize the impact of the City of
Santa Fe in the cultural sphere.

Recognizing the impact of lifelong education on individuals
and society, we will work to strengthen the role of culture
in education.
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A | 1 TN
Identify and select a high-level staff member who
reports to the City Manager, as the first step in
establishing the department.

Assign a project manager to implement the
Roadmap, ensuring it is reviewed and updated
annually.

11k

As a secondary step in establishing the department,
move the Arts Commission into Community
Services.

Share the Roadmap with all City departments,

commissions, and advisory boards.

Develop an external communications strategy, [ EEaE
- sharing the Roadmap with the Cultural Sector and Begin to coordinate a new department with
_ | Community as a whole. Economic Development and Historic Preservation
| ; £ il = - as a possible step towards further restructuring. { -
* Identify funding needs tied to specific initiatives of - - :
the Roadmap. S
1" i © - Permanently establish department by ordinance;

devel bud: d issi b
Work with Santa Fe University of Art and Design, evelop a budget and new commission structure

. . . . L4
or other organizations, to maintain and enhance the T m— -

" Develop the vision, mission, and plan, including
-"" funding, for "in-house" positions, (e.g. City -
Historian, Poet Laureate, and Artist-in-Residence).
& s
‘ LT Update the City of Santa Fe website to reflect the

creation of the new department; add the Roadmap,
videos, and other new content.

~

Photo courtesy of TOURISM Santa Fe !
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Implemientation Plan

A

Implementation is about moving the Roadmap from framework to action. To ensure it is
fully leveraged to chart a proactive direction for the community also requires recognition
of the following:

Responsibility for realizing this Roadmap is shared, and presents opportunities for
unifying the community. The City of Santa Fe has a leadership role to play; however,
success ultimately depends upon participation by the entire community — individuals,
institutions, businesses, and professional associations. This “all in” approach is reflective of
the Public Engagement phase of the Culture Connects Santa Fe process.

The Roadmap is both incremental and aspirational, and presents Recommendations

and Ideas that range from immediate to long-term commitments and also considers
the time it takes to develop relationships and build momentum. It requires shifts in
perceptions about whoe holds culture and where it sits and will require critical thinking
about investment of funds and the development of new business models.

What follows is a focused prioritization of the overall framework that pulls from the 4
main Themes, 10 Strategies, 28 Recommendations and over 100 Ideas, all distilled
from the Public Engagement and Research. The structure suggests Recommendations and
Ideas to undertake in the first two years after the adoption of the Roadmap, followed by
Recommendations to consider and implement in years 3-4, and 5 years and beyond. To
provide maximum flexibility, Ideas were not suggested beyond Years 1-2.

Photo courtesy of Kate Russell
(Ladderlum 14 - Wise Fool performing Cir¢us Luminous at Lensic Peeforming Arts Center)
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Recommendations to undertake in Years 1-2
The following are high impact initiatives that are pivotal to set

other Recommendations in motion at a later time.

City adopts Cultural Cartography.

Implement Roadmap, aligning resources and staff with the
goals of the plan.

Create “pro-culture government” momentum by estab-
lishing a municipal department that centralizes and
coordinates City cultural functions and integrates
cultural planning and impact across all City depart-
ments.

Optimize all cultural funding that comes from
various City divisions; begin collecting and analyzing
data consistently across divisions.

Begin to map neighborhood cultural heritage, iden-
tities, and assets through storytelling and oral history
projects.

Remove obstacles to cultural participation and ensure
that opportunities for meaningful and relevant cul-
tural experiences are equitable for all.

Incentivize strategic collaborations that strengthen
cultural organizations.

Ideas to undertake in Years 1-2
The following represent high-impact, low-cost initiatives,

actions or programs:

Provide more opportunities for youth to have
contact with working cultural professionals through
internships, mentorships, volunteering, and net-
working.

Increase cultural volunteerism by developing
MATCH (Matrix Aligning The Cultural Horizon).
Encourage TOURISM Santa Fe to incorporate com-
munity voices and authentic representations of Santa
Fe culture in promotional materials and campaigns
to strengthen the brand.

Expand opportunities for cross-cultural dialogue,
e.g., at hosted meals, film screenings, and literary
events.

Develop pop-up Story Stands where people can
record stories.

Support City-Tribal government-to-government
relations through sustained communication, consul-
tation and collaboration

Recommendations to undertake in Years 3-4
The following are high-impact initiatives that build on the

Recommendations implemented in Years 1-2.

Build upon the momentum of a “pro-culture
government” through innovative community-based
solutions and new revenue streams that expand
access for cultural workers to affordable housing and
workspace, and new markets, audiences, and capital.
Continue organizational restructuring and integra-
tion of cultural planning and programming across
City departments.

Regularly review City funding policies and pro-
cedures based on data and ongoing community
engagement, and refine as needed.

Continue to collect and analyze data, and begin to
communicate the benefits and impact of culture to
the public based on an authentic representation of
Santa Fe culture through social media, promotional
campaigns, and educational programs.

Foster stability, sustainability, and resiliency for
cultural organizations, especially those that support
local and emerging artists, new art forms, and pro-
grams for youth.

Support Santa Fe cultural producers by creating new
opportunities for them to sell their works locally
and via e-commerce, and promote local support for
crowdsourced projects.

Provide more venues for young people to perform
and exhibit in community settings.

Improve youth academic achievement through
coordinated and collaborative support for culturally
integrated arts and humanities curricula, intercultur-
al teaching strategies, and after school programs.

Recommendations to undertake in Year 5 and beyond

Sustain the momentum of a “pro-culture govern-
ment” through revised policies and procedures that
are easy to navigate and that strike a balance between
protecting cultural heritage and providing an inno-
vation-friendly environment.

Activate open and empty spaces, as well as commer-
cial-cultural hubs, connected by cultural corridors
across entire city, incorporating art, landscaping, and
upgraded infrastructure.

Encourage coordinated and strategic financial
investments from a mix of government, foundation,
corporate, business, and individual donors to boost
the cultural sector as a whole.

Adopt a broad new paradigm that guides the con-
servation and stewardship of tangible and intangible
cultural heritage assets that is inclusive, sustainable,
and relevant to the 21%¢ century.
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