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Volunteer Art Advisory ​
Committee Guide 
Establishing Community Leadership for Public Art 

Introduction: A volunteer Art Advisory Committee provides the community voice 
and expertise that most municipal staff cannot offer. By creating a formal 
advisory structure, you accomplish several goals: you gain access to people with 
arts knowledge and community connections; you shield elected officials from 
subjective aesthetic decisions; you build community ownership of public art 
initiatives; and you create a sustainable structure that outlasts any single project 
or administration. This guide walks you through establishing, recruiting, and 
supporting a volunteer committee. The time investment is modest—typically a 
few hours to set up and a few hours per quarter to maintain—but the benefits are 
substantial. 

Do You Need a Formal Committee? 
Not every municipality needs a standing Art Advisory Committee. Consider your 
situation: 

A formal committee makes sense when: 
•​ You anticipate multiple public art projects over time 
•​ You want to accept donated artwork and need a review process 
•​ You don’t want elected officials making aesthetic judgments directly 
•​ You have community members interested in ongoing involvement 
•​ You want to build long-term community capacity for arts programming 

 
Alternatives for smaller efforts: 

•​ Single project task force: Recruit volunteers for one specific project, 
then disband 

•​ Existing committee expansion: Add public art to the duties of a parks 
committee, planning commission, or historical commission 

•​ Local champion model: Identify one or two individuals to lead efforts 
informally without a committee structure 

•​ Partner organization: Ask a local historical society, garden club, or 
business association to take the lead 
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Recommended Committee Structure 

Size and Composition 
A committee of three to five members works well for most small municipalities. 
This size allows for diverse perspectives while remaining manageable for 
scheduling and discussion. Odd numbers help avoid tie votes. 

Note: This guidance applies to your standing Art Advisory Committee. For 
project-specific artist selection panels, a smaller group of 3–4 members is often 
more practical. See Module 4: Artist Selection for Small Communities for selection 
panel guidance. 

Seat Why This Perspective Matters 

Practicing Artist or 
Arts Educator 

Provides technical knowledge about materials, 
installation, and artistic quality. Can evaluate artist 
proposals and advise on feasibility. Art teachers often 
have community connections and understand youth 
engagement. 

Local Business 
Owner 

Understands economic impact and can speak to how art 
affects commercial areas. May have connections for 
sponsorship or in-kind support. Ensures business 
community buy-in for downtown projects. 

Historical Society or 
Heritage 
Representative 

Connects art to local history and identity. Helps ensure 
projects reflect community heritage. Often has deep 
community roots and established volunteer networks. 

At-Large Community 
Members (2-3 seats) 

Represent general community perspectives. Should 
reflect the diversity of your municipality in terms of age, 
neighborhood, and background. Look for people known 
for fairness and good judgment. 

Governing Body 
Liaison (ex officio) 

Provides connection to council or board. Can report on 
committee activities and bring policy questions back to 
elected officials. Typically non-voting to maintain 
separation between policy and aesthetics. 

Terms and Rotation 
Committee members can help with the review of one project or they can serve 
as a more formal, and on-gong, review board. Staggered terms of two or three 
years work best for longer-term review boards. This approach ensures 
continuity while allowing for fresh perspectives. Consider the following 
structure for a five-member committee: 
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•​ Year 1: Appoint all five members, with three members receiving one-year 
terms, two receiving two-year terms 

•​ Subsequent years: All new appointments receive two-year terms 
•​ Members may be reappointed for one additional term (four years 

maximum) 
•​ Vacancies are filled for the remainder of the unexpired term 

Recruiting Committee Members 

Where to Find Candidates 
For This Seat... Look Here 

Artist / Arts 
Educator 

School district art teachers; community college faculty; local 
craft shop owners; sign painters; metalworkers or 
woodworkers who do creative work; regional arts council 
contacts 

Business Owner Chamber of commerce or business association; downtown 
merchants; restaurant owners; real estate professionals; bank 
managers with community involvement 

Heritage 
Representative 

Historical society board members or active volunteers; 
genealogical society members; historic preservation 
advocates; long-time residents with deep community 
knowledge 

At-Large 
Members 

Garden club members; library board volunteers; church or 
faith community leaders; PTA or school volunteers; civic 
organization members (Rotary, Lions, etc.); park volunteers 

Recruitment Process 
1.​ Announce the opportunity. Post in your municipal newsletter, on your 

website, and on social media. Ask current board and commission 
members to spread the word. Mention the opportunity at public 
meetings. 

2.​ Conduct targeted outreach. Do not rely solely on public 
announcements. Personally contact the organizations listed above and 
ask for recommendations. Call specific individuals you think would be 
good fits. 

3.​ Use a simple application. Ask for basic contact information, relevant 
background or experience, reasons for interest, and any potential 
conflicts of interest. Keep it to one page. 

4.​ Interview finalists. A brief conversation (15-20 minutes) helps assess 
communication skills, availability, and fit. This can be done by the 
municipal manager or a small interview committee. 
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5.​ Present recommendations to governing body. Provide brief background 
on each recommended appointee. Formal appointment by resolution 
creates official status. 

What to Tell Prospective Members 
Be clear about expectations upfront to avoid misunderstandings later: 

•​ Time commitment: Typically 4-6 meetings per year, lasting 1-2 hours 
each, plus occasional project reviews between meetings 

•​ Role: Advisory only—the committee makes recommendations, but final 
decisions rest with the governing body 

•​ Compensation: This is a volunteer position without pay (though some 
municipalities provide small stipends or expense reimbursement) 

•​ Legal requirements: Meetings are subject to Pennsylvania's Sunshine Act 
(open meetings) and members must disclose conflicts of interest 

•​ Support provided: Municipal staff will handle meeting logistics, 
record-keeping, and communication 

 

Committee Operations 

Ongoing Meeting Best Practices 
•​ Consistent schedule: Meet at the same time and place (e.g., "second 

Tuesday of every other month at 6:00 PM"). Predictability helps 
attendance. 

•​ Advance materials: Distribute agenda and any documents at least one 
week before meetings so members can prepare. 

•​ Clear agendas: List specific items with time estimates. Distinguish 
between items for discussion, items for recommendation, and 
informational items. 

•​ Meeting minutes: Record attendance, key discussion points, motions, 
and votes. Minutes should be approved at the following meeting. 

•​ Time limits: Keep meetings to 90 minutes maximum. Respect volunteers' 
time. If discussions run long, table items for the next meeting or 
schedule a special session. 

 

Committee Activities 
A typical Art Advisory Committee may engage in the following activities: 

•​ Reviewing and recommending proposed public art projects 
•​ Evaluating donated artwork offers 
•​ Developing criteria for art selection 
•​ Identifying potential sites for public art 
•​ Recommending artists for consideration 
•​ Advising on maintenance needs and priorities 
•​ Assisting with community engagement for specific projects 
•​ Providing input on public art policies and procedures 
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•​ Recommending deaccessioning of deteriorated or problematic artwork 

Conflict of Interest 

A conflict of interest occurs when a committee member's personal or financial 
interests could affect their judgment on a matter before the committee. In small 
communities, some level of connection is unavoidable—committee members 
may know artists personally, own property near potential art sites, or have 
business relationships with vendors. The goal is not to eliminate all connections 
but to manage them openly. 

What Creates a Conflict 

Committee members should consider whether they have a conflict when: 

●​ An artist under consideration is a family member, close friend, or 
business associate 

●​ They own or manage property adjacent to a proposed installation site 
●​ They have a financial interest in a company that might provide materials, 

fabrication, or installation services for a project 
●​ They have previously commissioned or purchased work from an artist 

being evaluated 
●​ They serve on the board of an organization that is partnering on or 

funding the project 

Casual acquaintance does not automatically create a conflict. In small 
municipalities, everyone knows everyone to some degree. The question is 
whether the relationship is close enough that a reasonable person might 
question the member's ability to be fair. 

Disclosure Requirements 

When a potential conflict exists, the member should: 

1.​ State the conflict aloud at the beginning of the relevant discussion 
2.​ Describe the nature of the relationship or interest 
3.​ Have the disclosure recorded in the meeting minutes 

Disclosure alone often addresses the concern. By acknowledging the 
relationship publicly, the member demonstrates that they are not trying to hide 
anything. 

When to Abstain 

Some conflicts require the member to step back entirely. A member should 
abstain from discussion and voting when: 

●​ The matter involves a family member or household member 
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●​ The member has a direct financial interest in the outcome 
●​ The member is currently a business partner or employer of someone 

directly affected by the decision 

When abstaining, the member should leave the room during discussion of that 
item. This prevents even the appearance that they are influencing other 
members. 

Procedure for Handling Conflicts 

1.​ At the start of each meeting, the chair should ask whether any member 
has a conflict to disclose regarding items on the agenda. 

2.​ If a conflict is disclosed, the chair and member should discuss whether 
disclosure alone is sufficient or whether abstention is appropriate. 

3.​ The member with the conflict has the final decision on whether to 
abstain, but should err on the side of caution when in doubt. 

4.​ The minutes should record all disclosures, any abstentions, and the fact 
that the abstaining member left the room during discussion (if 
applicable). 

A Note on Small Communities 

In municipalities where relationships are widespread, transparency becomes 
the primary safeguard. A disclosed relationship that is handled openly maintains 
public trust far better than attempting to hide connections that residents 
already know exist. When in doubt, disclose. A committee that documents its 
conflicts and handles them consistently builds credibility over time. 

Sample Disclosure Statement 

"Before we discuss the mural proposal, I want to disclose that one of the 
applicants, [Name], is a member of my church. We serve on the same committee 
there. I don't believe this affects my ability to evaluate the proposal fairly, but I 
wanted it on the record. [If abstaining: Given the nature of our relationship, I will 
abstain from discussion and voting on this item.]" 

Supporting Your Committee for Success 

Municipal Staff Responsibilities 
Even though committee members are volunteers, they need staff support to be 
effective. Typically, the municipal manager or a designated staff person handles: 

•​ Scheduling meetings and securing meeting space 
•​ Preparing and distributing agendas and materials 
•​ Recording and distributing meeting minutes (although committee 

members can help with this as well) 
•​ Posting public meeting notices as required by the Sunshine Act 
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•​ Serving as liaison between the committee and governing body 
•​ Providing information about municipal procedures, budgets, and policies 
•​ Coordinating with other municipal departments (public works, parks, 

etc.) 

Legal Considerations 
LEGAL REVIEW RECOMMENDED: Consult your municipal solicitor when 
establishing a new committee. They can advise on proper establishment 
procedures, Sunshine Act compliance, and liability considerations. 

Pennsylvania Sunshine Act 
The Sunshine Act (65 Pa.C.S. § 701-716) requires that meetings of agency boards 
and committees be open to the public. Key requirements include: 

•​ Public notice of meetings must be posted at least 24 hours in advance 
•​ Meetings must be held in locations accessible to the public 
•​ Minutes must be recorded and made available 
•​ Executive sessions (closed meetings) are permitted only for specific 

purposes 
 

Conflict of Interest 
Committee members should disclose any personal or financial interest in 
matters before the committee. Common examples include: being related to an 
artist under consideration; owning property adjacent to a proposed installation 
site; or having a business relationship with a project vendor. When a conflict 
exists, the member should publicly disclose it and abstain from discussion and 
voting on that item. 
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