YORK COUNTY

York County Public Art Toolkit
Cultural Alliance of York County

Community Engagement Guide

A process template for involving residents in public art decisions

Purpose of This Template: This template helps municipal managers and project

leaders:

e Plan community engagement before a project begins

* Identify which stakeholders should be involved at each stage
* Choose appropriate engagement methods for different purposes

e Document decisions and communicate them clearly

*  Build community ownership that extends beyond project completion

The Five Phases of Community Engagement

Effective community engagement follows a logical sequence. Each phase builds
on the previous one and prepares for the next. Skipping phases often leads to
conflict or lack of support later in the project.

1. Listen

2. Inform

3. Consult

4. Involve

5. Celebrate

Understand community
priorities, stories, and
concerns before
proposing anything

Share what's being
considered and explain
how decisions will be
made

Gather specific feedback

on proposed locations,

Interviews, community
meetings, surveys,
informal conversations

Public announcements,
website updates, flyers,
social media, council
presentations

Open houses, design
presentations, online

themes, or design options feedback forms,

Include community
members in creating or
selecting the artwork

Mark project completion
and thank everyone who

contributed

community votes

Selection committees,
hands-on creation days,
volunteer workdays

Dedication ceremony,

Neighborhood leaders,
long-time residents,
cultural organizations,
business owners

General public, elected
officials, media, potential
partners

Residents near project
site, stakeholder groups,
arts community

Review committee
members, youth groups,
volunteers, local artists

All contributors, elected

media coverage, thank-you officials, funders, media,

recognition,
documentation

general public
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Phase 1: Listen

Before proposing any public art project, take time to understand what the
community values, what stories they want to tell, and what concerns tey may
have. This listening phase prevents costly misalignments later.

Listening Methods

Method Best For Tips

One-on-One Getting in-depth perspectives Keep conversations informal;
Interviews from community leaders, ask open-ended questions; take

historians, long-time residents notes or record with permission

Small Group Hearing from specific Meet at times and places

Meetings stakeholder groups (business  convenient for participants;
owners, youth, seniors, cultural provide refreshments; limit to
groups) 8-12 people

Community Surveys Gathering broad input on Keep surveys short (10 questions

priorities, preferred locations, max); offer paper and online
or themes versions; provide in multiple
languages if needed

Attending Existing  Reaching people who wouldn't Set up a table at festivals,
Events attend a public art meeting farmers markets, community
events; bring visual examples

Questions to Ask During Listening Phase

What do you love about this community? What makes it special?
What stories should visitors know about this place?

Are there places that feel like they need improvement or attention?
Have you seen public art elsewhere that you admired? What made it
work?

What concerns would you have about a public art project here?

6. Who else should we talk to?

SN

o

Phase 2: Inform

Once you have listened and are ready to move forward, clearly communicate
what is being considered and how decisions will be made. Transparency
prevents misunderstandings and builds trust.

What to Communicate

* What the project is (and what it is not)
* Why it is being considered (connection to community priorities)
* Who is leading the project and who is funding it
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*  What the timeline looks like

* How decisions will be made and who will make them
* How community members can provide input

* Who to contact with questions or concerns

Phase 3: Consult

Consultation goes beyond informing—it actively seeks feedback on specific
proposals. This is where community members can influence the direction of the
project.

Consultation Methods
Method Description

Design Open House  Display design options on boards; invite attendees to leave
comments on sticky notes or comment cards; allow drop-in
attendance over several hours

Community Vote Present 2-4 options for location, theme, or design; allow
residents to vote online or at community events; be clear about
whether vote is advisory or binding

Online Feedback Form Create a simple online form asking specific questions about the
proposal; share link through social media, email lists, and
municipal website

Stakeholder Meetings Meet with specific groups who will be most affected (neighbors,
business owners, historical society); present proposal and gather
detailed feedback

Phase 4: Involve

Involvement means giving community members a direct role in the project—not
just providing feedback, but actually participating in decisions or creation.

Ways to Involve Community Members

* Selection Committee: Include residents on the committee that reviews
artist proposals (consider a blind review process to ensure fairness)

* Hands-On Creation: Organize community paint days, tile-making
workshops, or other activities where residents contribute to the artwork

* Story Contribution: Collect community stories, photographs, or
memories that the artist incorporates into the design
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* Volunteer Support: Involve volunteers in site preparation, installation
assistance, or dedication event planning

* Low-Stakes Entry Events: Before issuing a formal call for artists,
consider hosting one or two informal community events — such as a
community paint day, open studio session, or group photography walk —
that allow people to participate without the pressure of a formal
application. These events are especially useful for engaging young or
first-time participants who may have the skills but not the confidence to
respond to an open call.

Note on Reaching Young Artists

Passive outreach — posting on a municipal website or including a notice in a
newsletter — is not sufficient to reach young or emerging artists. Active
outreach means contacting school art departments directly, asking college
liaisons to share opportunities with students, and posting on social media
platforms your community's young people actually use. The Cultural Alliance of
York County can assist with network distribution across the county.

Phase 5: Celebrate

A dedication ceremony or celebration marks the project's completion and
thanks everyone who contributed. This public recognition strengthens
community ownership and creates positive associations with the artwork.

Dedication Ceremony Checklist

Set date and time (consider weather, community schedules, daylight)
Invite artist, funders, volunteers, elected officials, media

Prepare brief remarks acknowledging all contributors

Arrange for professional photography/documentation

Create and install permanent signage identifying artist and sponsors
Send press release to local media

Share on municipal social media and website

O 0oodoodgoaon

Send thank-you notes to key contributors
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Community Engagement Planning Worksheet

Use this worksheet to plan community engagement for a specific public art
project.

Project Name:

Project Location:

Project Lead:

Estimated Timeline:

Key Stakeholders to Engage:

Stakeholder Group Contact Person / Organization
Nearby residents / neighbors

Local business owners

Historical society

Schools / youth groups

Cultural organizations

Engagement Activities by Phase:

Planned Activity Target Date

1. Listen
2. Inform
3. Consult
4. Involve

5. Celebrate

How will decisions be made and communicated?
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