
STRATEGIC REPORT
M A Y W O R K S  2 0 1 6





21

 
EXECUTIVE SUMMARY

INTRODUCTION

APPROACH
 

FINDINGS

 
RECOMMENDATIONS

CONCLUSION

APPENDIX

REFERENCES

TABLE OF CONTENTS

Purpose of the Report
Organizational Context
Labour Landscape

Organizational Capabilities
Revenue Generating Activities

Principles
Process

Organizational Structure
Organizational Culture
Financial Sustainability

 
3

5

11 

15

 
19

31

 
33 

35



43

Executive Summary
Mayworks was founded in 1986 as a non-profit organization 
to promote the interests of cultural workers and trade unionists 
through art. Currently, Mayworks continued sustainability is 
threatened by an accumulated deficit of $11,000 arising from 
rapidly declining revenues from its Cultural Services, and a loss 
of an important heritage grant due to changes in funding 
criteria. Mayworks has requested a strategy to address it on-
going financial challenge.  

A human-centred approach was adopted for data gathering, 
analysis, interpretation, and synthesis, which ultimately provided 
the insights for the recommendations presented in this report. 
This approach leveraged diverse research methods and tools to 
generate the knowledge used for the recommendations.

Mayworks faces a number of  interrelated challenges in 
governance, operations, programming communication, 
fundraising and revenue generation. Once addressed in the 
short and long term will contribute to its future sustainability. 

Mayworks’ many strengths will contribute to the successful 
implementation of the report recommendations. The 
organization has developed an extensive network of followers 
and stakeholders. Both staff, Board and dedicated volunteers 
are committed to its future sustainability and collectively bring a 
wide range of skills in different domains to address the  issues.

At the same time Mayworks faces numerous interrelated 
challenges that once addressed in the short term and long term 
will contribute to its future sustainability.

The findings point to three challenges that Mayworks can 
champion and turn into opportunities for success. Immediate 
internal restructuring of Board governance and operations 
will build the foundation for a more sustainable organization. 
Second, Mayworks Festival and the Awards & Fundraiser will 
also require restructuring to become more relevant to their 
emerging audience.  Finally, by introducing a membership 
model coupled with  further investment and redesign of  
Cultural Services, Mayworks can develop a source of consistent 
revenue generation. 
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INTRODUCTION

Mayworks is a non-profit organization that was founded in 1986. Their 
goal is to “promote the interests of cultural workers and trade unionists, 
and to bring working-class culture from the margins of cultural activity 
onto centre stage” (www.mayworks.ca). Their main activity is an annual 
two-week Festival of Working People and the Arts in May that include 
visual arts exhibits, walking tours, film screenings, theatre performances, 
concerts, and interactive community workshops. In addition to the 
festival, they also offer Cultural Services management and administration 
to organizations and unions for events, and hold an annual awards 
show & fundraiser .
 
Mayworks acts as an ally to “equity-seeking groups, and designates 
women, First Nations people, people of colour and queer-identified 
people as being disadvantaged in our society”(www.mayworks.ca). As 
such, much of their programming highlights the issues of working class 
artists who are marginalized.
 
Having recently lost a major funder and experienced a declining 
demand for Cultural Services, the organization has incurred an annual 
deficit of $11,000. They presented our team with the challenge of 
re organizing their staff and board structure as well as creating new 
revenue streams, which will help the organization stabilize.
 
The purpose of this report is to set a roadmap for Mayworks and to align 
its goals with specific activities that aid in the sustainability and resilience 
of the organization. In this report we will review our research, process, 
and provide solutions and pathways to implementation. Our aim is to 
address Mayworks issues regarding its organizational structure as well as 
to provide solutions that are in line with the vision of the organization.

Organizational Context

LOCATION & LABOUR
Mayworks is located inside of the United Steelworkers Hall in downtown 
Toronto, Ontario. Toronto is the 4th largest city in North America and 
accounts for 8.2% of Canada’s workforce [2]. According to the 2011 
National Household Survey: Labour Force, Education, Place of Work, 
Commuting and Mobility: “The highest location quotient for City of 
Toronto residents is occupations in art, culture, recreation and sport. 
City residents are almost twice as likely to work in these occupations as 
all Canadians.”[16] According to the Toronto Employment Survey 2015 
“The Other category... includes entertainment venues, community and 
recreation uses. This category grew strongly, adding 11,640 jobs (30%) 
over the last decade. Over the last five years, the category has added 
9,940 jobs (24.5%). In 2015, 

the Other category was the fastest growing category in Toronto adding 
2,550 jobs (5.3%).” [21] The other category, which we will refer to as the 
creative sector for the purpose of this report, is also comprised of the 
not for profit sector, arts and cultural organizations and large funding 
organizations. 
According to a study done by Invest Toronto, “the creative sector 
generates $9 billion of Toronto’s GDP annually and employs 130,000 
people, representing close to 6% of the total Toronto region’s 
workforce.”[10]

Along with a strong and rapidly growing creative sector, “49% of those 
living in Toronto (1,264,395 people) identified as a visible minority.”[16] 
The strength of the creative sector in Toronto is derived from the 
diversity of the population.

Mayworks is committed to creating accessible spaces for 
underrepresented communities who make up a large percentage 
of the population. Some of these communities include the LGBTQ2s 
community, people of colour and First Nations communities. Founded 
in 1986, Mayworks was birthed into a rise of immigration and labour 

movements. The organization sees a commonality between the spirit 
of both movements and seeks to join the values that propel both while 
highlighting the issues.89% of Torontonians see at least one benefit that 
the arts provide to themselves. 66%, for example, report that the arts 
expose them to new ideas, and 46% say they make them feel proud 
of their city.[2] As such, Mayworks Festival is uniquely positioned within 
the cultural landscape of Toronto. Even at $25 per capita, Toronto’s 
spending on arts and culture will remain outshone by Montréal (with 
$55 per capita spending in 2009), Vancouver ($47), Calgary ($42) and 
Ottawa ($28).[22]

Arts and culture contribute $11.3B annually to Toronto’s GDP.[22] Despite 
the unattested value that this sector contributes to the economy, grants 
for such organizations are limited and organizations that rely solely 
on grants as a source of income are subject to funding agendas and 
fluctuations in investment into the sector. Obtaining such grants is a 
competitive process and requires a lot of human resources that the 
smaller organizations don’t often have. 
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Labour Landscape

Mayworks is a union-centric organization. Its festival celebrates union 
culture. It is partly sponsored by unions. Its services are targeted towards 
unions. And it is physically located within the Steelworker’s Union 
building. Mayworks' existence and continued success hinges on that of 
the unions. 

Today’s unionization rate is about four-fifth of the rate in 1981. In 1991, 
Canada's unionized workforce was 55 per cent male and centred on 
its largest industry — manufacturing. Due to massive shifts in economic 
conditions and demographics, men’s unionization rates have fallen 
significantly, losing about a third of its peak over thirty years from 1981 
to 2011.[6] Today, women comprise the majority of union members. They 
are likely public sector employees in the dominant industries: health care 
and education.[5]

From these trends it is apparent that while unions’ deep ties with the 
male-dominated manufacturing sector from which it was born out 
has served them well, tailoring their role to a traditional concept is 
preventing them from adapting to the needs of workers in other sectors 
that replace the jobs left by the declining manufacturing sector.

THE MILLENNIAL GENERATION
In 2015, Millennials surpassed the Baby Boomers and Gen-Xers to become 
the large labour force in the U.S.[18] In Canada, Millennials are estimated to 
make up 75% of the workforce by 2028.[23]

 
Jay Gilbert, writing in the Ivey Business Journal[8], notes “millennials have 
developed into a group that wants to work on new and tough problems, 
and ones that require creative solutions...Millennials are primed to do well 
by doing good. 70% say that giving back and being civically engaged are 
their highest priorities.”
 
Unions were created to champion the rights of the “working class.” 
By definition,[15] the working class is “the class of wage earners.” The 
archetype of a wage earners, in the minds of Millennials, is someone 
who clocks into work and trades their soul to ‘the man’ who pays him or 
her for the time that they spent, as long as they keep their heads down 
and do what they’re told. Millennials don’t want that. Even if they’re paid 
hourly, they want to enjoy their work, exercise their creativity, have their 
voices heard, and get recognized for making change. A 2012 survey[20] 
found that 88 percent of workers considered “positive culture” important 
or essential to their dream job, and 86 percent said the same for work 
they found “interesting.”
 
If Millennials have to choose between working, middle, and upper class, 
more of them feel more working class than any other generation.[13] But 
as one such Millennial Dakota Clement pointed out: “I am reluctant to 
say that I am in the working class because that gives me more of a blue-
collar feeling, but I’m very much in the academic sphere and I am not 
really making any money off of it.” Dakota doesn’t see himself as strongly 
belonging to a class group because he is a student who also works full-
time, earning the minimum wage, to make ends meet.

Dakota belongs to a whole generation of Millennials who are smart 
and passionate. They don’t fit the profile of the traditional working class, 
yet they face steep tuition, skyrocketing housing costs, and limited job 
prospects. Out of today’s millennials that graduate from post-secondary 
education, one in three between the ages of 25 and 29 with a university 
degree is employed full-time in a job that does not require that level of 
education.[3] Appearance can be deceiving and there are large swaths of 
our population whose needs are not being attended to by unions.

CHANGING PERCEPTION OF UNION SERVICES
When Mayworks was founded In 1986, it was the norm for a typical wage 
earner to stay in one organization for his or entire working life, motivated 
by a desire for security. Money was the measure for all work – if it pays 
well for the effort required for the job, that’s what generally mattered the 
most. Unions prevented the responsibilities of its members from being 
altered by the employer, and thus made sure that their members would 
be secure in their jobs.
 
Union services that were perceived as benefits in the 1950s are becoming 
a hindrance for many due to changes to the economy and social values. 
Today, the average employee, motivated by a desire to find opportunities 
where they can be more engaged by their work, stays at each of their 
jobs for an average of 4.4 years.[1] Security does not come from being 
kept in the same job, but comes from possessing the relevant skills and 
experiences that make themselves marketable for a broad range of 
career opportunities. Promising workers security in their current job is less 
irrelevant for the work landscape today than it was in 1986.
 
Companies today experience significantly more competition than in 
the 1980s so they have to constantly adapt and reinvent themselves. 
Staying afloat requires companies to employ individuals that are creative 
problem solvers and adaptable for any kind of situation. Millennials grew 
up in a world of constant change. They understand that adaptation isn’t 
something that the ‘higher-ups’ are demanding to squeeze more profit 

out of them, but is the only way that the organization can sustain itself.
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EVOLUTION OF UNIONS
What does this mean for unions and Mayworks? First, unions understand that 
they are part of the capitalistic system and the only productive way forward is 
to work with it instead of fighting it. Ken Lewenza – National president of the 
Canadian Auto Worker’s Union – argues that unions in the 1950s weren’t 
concerned with productivity but today’s unions recognize the merits of helping 
employee be productive. Jayson Myers -- President of the Canadian Manufacturers 
& Exporters, which represents companies that account for 82 percent of Canada’s 
manufacturing output – also recognizes that companies -- and their unions -- need 
to be flexible to be productive and compete in a global economy.

Progressive unions like the CAW recognize the changing landscape of work and 
are transforming themselves to help their members expand their skills, learn new 
technologies and adapt to growing automation. Ken Georgetti – President of 
the Canadian Labour Congress -- points out a second challenge: unions have to 
overcome “outdated” public perceptions that they create rigid work forces where 
strict job classifications allow little flexibility and seniority trumps skill and work 
accomplishments. CAW president Ken Lewenza gets riled up when he hears 
people thinking about unions “like it’s the fifties or the sixties and you have these 
airtight roles and an electrician can’t fix a water fountain without a pipe fitter.”[14]

Some unions are at the progressive forefront of helping adapt to change, 
others are reactionary and impede change. There is opportunity for Mayworks 
to help the more reactionary unions understand and adapt to the changing 
landscape of work. Mayworks can also help influence public perception about 
unions by drawing attention to the more progressive unions. Tackling chronic 
unemployment requires labour, business and government to come together and 
develop joint strategies. Many unions are already at the forefront of this idea by not 
only representing workers but also helping business find the workers they need. 
Mayworks could be a catalyst for further work in this area.

EMERGING NEEDS IN LABOUR
Mayworks needs to understand the context that they are operating today, 
how that differs from the context in the 1980s, before they can find their 
role in tackling relevant needs of people in today’s transformed context.
 
The world that gave rise to the labour movement was founded on 
the industrial economy. The economy we are part of today is largely 
comprised of the creative economy. In the industrial economy, wealth was 
generated by transactions of commodities and goods. In today’s creative 
economy, wealth is generated by transaction of creative products and 
services that have an economic value, and are a result of creativity. The 
term and its definition appeared John Howkins’ 2001 book: The Creative 
Economy: How People Make Money From Ideas. Simply put, the creative 
economy focuses attention on the fact that most jobs are comprised of 
less routine operations and more creative knowledge generation and 
problem solving. By this definition, Mayworks is an organization that 
operates in the creative economy.

Aside from being overeducated and underemployed, millennials are 
also being exploited for their commitment to work in jobs that align 
with their interests. Some organizations like Vice Media exploit employee 
engagement by setting their compensation low because they know 
employees would trade-off less compensation for engagement with their 
work.

Vice Media is the epitome of success in the creative economy, and its 
employees are proud to work there. But the low compensation prompted 
the employees to band together and create a union. But there is a fear 
that the union might have too many rules that cause the quality of 
the work to suffer. Vice employees recognize and accept the inherent 
unpredictability in their work and is in search for a new kind of union 
that provide both flexibility and protection. There is room for Mayworks 
catalyze a conversation about unions designed for the creative economy.
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APPROACH

Principles

This project approach is grounded in the mindset that Mayworks possesses 
the unique knowledge of its needs for future innovation and that its 
contributions are crucial for problem framing and developing solutions 
for the organization’s problems. The design of the approach was guided 
by a belief in the power of empathy, respect, and collaboration among all 
the participants as well as a sensitivity to the culture and dynamics of the 
organization. A further guiding principle required a supportive environment 
where participants would feel safe to share ideas, perspectives and feelings . 

The selection of research techniques was based on their efficacy to elicit the 
ideas and perceptions of the client within a short time frame with a minimal 
number of participants. The solution needed to address Mayworks’ need 
to develop a revenue stream, be inclusive of marginalized populations, and 
address social justice issues within an arts and labour perspective.

Throughout the project, the Team engaged in a variety of collaborative 
group techniques to drive their creative thinking: developing the design 
criteria, gathering, sifting, synthesizing, framing and analyzing the information 
for the purpose of arriving at practical solutions that meets the current and 
future needs and capabilities of the organization.

Process

SECONDARy RESEARCH
A review of the Mayworks’ internal documents was conducted in order to 
gain knowledge of the current business model including, organizational 
structure both governance and operations as well communication 
documentation to its external stakeholders such as web site, pamphlets and 
Festival program catalogue.

Sources of secondary research also included research on the changing 
landscape of the workforce in relation to the role of Unions and the rise of 
non-unionized workers such the creative economy and knowledge workers. 
This knowledge informed the final recommendations for innovative initiatives 
within Mayworks.

FIRST GENERATIVE SESSION
A two-hour session was held with 3 members of the Project Team and 
two of the six Mayworks employees, the Festival Director and the Festival 
Administrator, the only staff available to attend at that time. The session 
was video-recorded with permission of the participants. The purpose of the 
session to elicit information on employee perception and understanding of 
the organization’s value proposition to its stakeholders/customers, and how 
this is communicated by its services and throughout its operations. 

The session was designed using techniques selected to support this goal and 
facilitate participant engagement and expression by using a variety of papers, 
pencils, markers and materials to express their ideas . The employees worked 
together to create a mind-map around the concept of “labour art”. They each 
generated a personal version of the organizational structure by sketching 
with markers and paper. Together they produced a journey map outlining 
Mayworks’ yearly activities, and finally created personas of Mayworks’ current 
target audience. The participants were invited to discuss their productions 
and were guided by the facilitators to elaborate on their findings.

INTERVIEw wITH FOUNDER
Min Sook Lee, one of the early founders of Mayworks agreed to a telephone 
interview with one of the Team members. As an early founder of Mayworks, 
she was able to inform the research of the challenges and opportunities from 
a historical and organizational culture perspective. Her contributions to the 
arts and labour movement are so highly regarded that Mayworks grants an 
annual Min Sook Lee Award to recognize individuals and organizations that 
have made significant contributions to the arts and labour movement.

SURVEy FOR ARTISTS
Mayworks distributed an online survey developed by the Project Team 
assisted by Mayworks’ staff. The survey was distributed to Mayworks’ current 
mailing list of stakeholders. A survey template was used because of the very 

short frame to reach stakeholder groups to determine their service needs 
from Mayworks. There were 15 responses in one week. The data collected 
contributed to the development of the new business model. 
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SECOND GENERATIVE SESSION
A second session was held with two members of the Project Team and four 
of the nine members of the Board, including its two co-chairs. The first goal 
of this two hour session was to elicit the perceptions and understanding 
of the Board members with respect to the organization’s value proposition 
to its stakeholders/customers and how this is communicated by its services 
and throughout its operations. Facilitated through elicitation of participants 
contributions using post-it notes, this activity provided a visual display of the 
many perceptions of customer base, services, and guiding principles.

The second goal was to engage the Board to consider the strengths and 
weakness of the organization through discussion and the creation of a large 
canvas using a SWOT analysis technique. 

The design of the activities enabled participants a certain degree of anonymity 
and safety in their responses and at the same the opportunity to generate a 
significant amount of important knowledge.

This session, using generative research methods, provided consensus on 

the organizational challenges and opportunities informing problem finding, 
problem framing and solution creation phases of the project.

FINAL CO-CREATION SESSION
A final session with five members of Mayworks Board of Directors, including 
two co-chairs and the treasurer, took place with 4 members of the Project 
Team. The session was video-recorded with the permission of the group. 
The purpose of the session was to generate feedback on three draft business 
models modeled on the work of Osterwalder and Pigneur.[17]

First there was a generative activity to provoke thinking about and validating 
the challenges facing the organization. The Board was provided with a list of 
challenges arising from a synthesis by the Project Team. The Board provided 
their feedback on the challenges through a facilitated discussion.

Second, the Project Team presented each business model and facilitated 
discussion on the strengths and weaknesses of each model culminating in 
the co-creation of one hybrid model which required further elaboration by 
the Project Team.
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FINDINGS

Organizational Structure

Mayworks faces many challenges arising from internal and external 
forces such as changing funder and donor needs, Board instability, 
the need for administrative oversight, and adequate leadership. 
These factors have significantly weakened the organization leaving 
it in a vulnerable financial position. Mayworks will need to undertake 
organizational changes if it wants to take advantage of new 
opportunities and achieve financial sustainability.

BOARD ALIGNMENT
The first challenge revolves around a lack of alignment in Mayworks' 
current model of governance. The Board of Directors is composed of 
nine volunteers including two co-chairs. Mayworks struggles to recruit 
Board members who can help move their mission forward and, once 
recruited, there is uncertainty on how to keep members active and 
engaged.

ROLE DEFINITION 
Mayworks is considered to be a management board overseeing the 
operations of the organization. However, it is not clear how decisions 
are made and Leadership is needed to coordinate and manage staff 
performance. The current staff includes the Festival Director, two 
Program Coordinators, a Promotion and Communication Designer, one 
person in charge of Communication and Outreach, a Cultural Services 
Coordinator which is currently vacant and one Festival Administrator 
who is also in charge of Fundraising. 

Because the festival takes place in May, there is a high turnover of 
seasonal and casual staff, which adds to the complexity within the 
organization. It also creates a gap in knowledge transfer, making it 
difficult to maintain a consistent vision for the organization over time.

LABOUR-MANAGEMENT RELATIONS
The structure of the Collective Agreement, which governs labour-
management relations is a major barrier to managing administrative 
expenses and personnel. 

Staff functions have their own allocated hours, which are specified in 
the Collective Agreement. Moreover, job descriptions are very detailed 
creating a real obstacle for organizational growth and flexibility. 

Given that the aforementioned agreement restricts the dynamics and 
thus the performance of the organization, it should be renegotiated. 

Organizational Culture

LEARNING ORGANIZATION
To remain relevant in today’s fast-changing world, organizations need 
to become learning organizations. Systems scientist Peter Senge that 
coined the term “learning organization” to describe an organization 
that facilitates the learning of its members and continuously transforms 
itself.”[7] .Mayworks lacks the essential qualities of a learning organization 
and thus finds itself at odds with the changing economic and social 
context that it belongs to.

A supportive learning environment is one of the most important 
things that defines a learning organization. Our observations of group 
discussions showed a lack of psychological safety in Mayworks, as 
opinions inconsistent from the belief held by majority of the members 
are rarely valued. When opposing opinions are expressed, the group 
ceases to talk about the difference to avoid confrontation. There is a 
lack of time for reflection due to a mismatch between demands and its 
members’ commitments. 

Mayworks also lack a systematic learning processes as it does 
not facilitate collecting information on their stakeholders, other 
organizations, and the social-economic environment. 

Any organization’s leadership plays an important role in shaping 
the propensity of its members to learn and adapt. In Mayworks, the 
leadership keeps the organization focused on the same labour issues 
and with the same attitudes as it did when it was founded in 1986, 
without regard for how that might have changed over the ensuing 
decades. 

There are numerous tools to improve leadership in an organization. One 
worth exploring is the Learning Organization Survey, available online for 
free. (http://los.hbs.edu)



1817

PERCEPTION OF LEADERSHIP AND CHANGE
Industrial economy in the 20th century was dominated by a paradigm 
centered around the theory of scientific management, or Taylorism. Its main 
objective was to maximize efficiency through command and control. Before 
then, work was done through artisanship. Scientific management separated 
the tasks of physical execution and mental planning. It ushered in a paradigm 
in which the “worker” is nothing more than a pair of hands that executes the 
plans conjured by “management.” It was the norm at the time for managers to 
treat workers with little respect. Looking back through today’s lens, leadership 
back then was oppressive and demeaning.

Mayworks is a champion for the belief that working people deserve to be 
treated with respect and dignity. Mayworks' organizational culture embodies 
this belief through its emphasis on participatory leadership and consensus-
based decision making. Mayworks is so committed to equity that a strong 
stance for one’s beliefs is looked down upon as it reminds the group of the 
kind of autocratic leadership they fought against in the industrial era. 

While an emphasis on agreeableness minimizes conflict, it is not well suited for 
situations where drastic action that deviates from the status quo is required.
[9] As Mayworks teeters on the edge of financial collapse, it is more important 
than ever for members of Mayworks to take a strong stance to unify the board 
and staff towards a common vision. Mayworks needs to understand that a 
strong stance is necessary to align everyone towards a common vision, and 
that it could be carried out in a way that serves the long term interests of the 
organization and its workers.

PERCEPTION OF INNOVATION
For most of human history everyone was an entrepreneur. From weavers to 
blacksmiths to farmers, everybody who had the option to do so worked for 
themselves and they were rewarded based on the results they produced. The 
widespread adoption of machines during the Industrial Revolution amplified 
efficiency of production, drove down food prices, raised the standard of living. 
It could be argued that industry put a lot of farmers out of jobs. Today, even 
though two percent of the population work as farmers,[19] our economy is 
much stronger and resilient than the pre-industrial era.

In 1867, one of the first American labour unions was formed that called 
themselves the Order of the Knights of St. Crispin. Boasting a membership of 
50,000 or more, the union fought against the encroachment of machinery 
and unskilled labour that replaced master cobblers. In its heyday, the Knights 
fought against employment of Chinese workers and tried to stop the training 
of new workers so as to keep wages high.[11] Ultimately, as we see today, 
efficient machines took their place in the industry and prevailed.
 
In 2016, we are entering what some call the fourth industrial revolution, 
where the Internet is democratizing access to income for “unskilled” labourers 
much like how shoe-making machinery enabled unskilled labourers to replace 
master cobblers. Through platforms like Uber and AirBnB, it no doubt takes 
away a portion of the jobs held by taxi drivers and hotel chains, but it also 
makes it easier for people to become self employed and over time create their 
own “hotels,” while increasing access for a larger population to hospitality and 
convenient transportation. Humans have always been entrepreneurs. The 
fourth industrial revolution is returning us to a time before ‘big business.’

Financial Sustainability

A detrimental consequence of the findings discussed is the financial 
unsustainability that Mayworks is currently undergoing. The organization has a 
significant accumulated deficit, and is experiencing a severe financial crisis.

The mandates of funding organizations offering grants can change from 
year to year, which prevents Mayworks from adhering to a consistent vision, 
and makes the organization too dependent on this income. Furthermore, the 
current cost structure of Mayworks operations is too expensive for the amount 
of revenues it generates. Cultural Services needs a redesigned to provide 
offerings customers are willing to pay for.

The lack of alignment between board and staff creates communication 
difficulties that impede sound financial management and budgeting of 
Mayworks operations. Additionally, the current staffing structure is expensive 
to maintain and not sustainable with the current financial status of the 
organization.
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RECOMMENDATIONS

Overview 

In the short-term Mayworks should focus on addressing its internal issues around governance, alignment between staff and board, and redefining 
how they will remain relevant in today’s landscape. In the middle to long term Mayworks needs to focus in developing additional offerings and 
expanding its customer base. The following table contains an overview of the recommendations:

AREA OF CONCERN SHORT TERM (<1 yEAR) LONG TERM
Organizational capabilities
Board governance Define a leader and develop leadership

Define relevance of values and vision in today’s 
landscape
Transition of board management mode

Develop leadership capacity

Staff role assignments Executive Director
Festival administrator
Outsourced design

Administrative coordinator
Outreach and partnerships

Revenue generating activities
Festival Four day festival + 1 day for Fundraiser Longer festival based on feasibility and success 

potential
Award show + fundraiser Rebrand event to be more accessible
Annual donor campaign Packaged donations with a single solicitation 

per year
Cultural Services Continue with existing Cultural Services

Scan market to understand needs and inform 
workshops

Launch consulting services and educational 
workshops

Staple public events Scan market and understand needs Define and develop topics to be explored
Membership benefits Tiered membership offering benefits to 

individuals and organizations
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Organizational Capabilities

Both staff and Board recognize the need for change and are motivated to 
change. Currently Mayworks is aligned in terms of its values yet it has strayed 
off course needing more oversight of staff, financial controls, and relevant 
festival programming. There are growing tensions internally among staff and 
Board. Effective leadership is needed to enable people to gain perspective on 
their day-to-day activities, unlearn their bad habits, and open up to new ways 
of reaching their objectives.[12] 

Leadership will bring these entities together to address and resolve the current 
conflicts, and establish operational stability for longer term strategic planning 
and sustainable operations. In the short term, a conscientious leader is 
required to negotiate the power dynamics and competing interests within the 
Board and among the staff.[9] 

More specifically, the leader will need to be very disciplined, have a strong 
sense of direction, detail-oriented and very deliberate in decision-making as 
well as persistent in achieving organizational objectives. In order to achieve 

this objective, it is fair to say that this leader will also have to manage the 
disruptions and uncertainty sensitively and strategically.

BOARD GOVERNANCE
The first function to address is governance. Mayworks requires a strong Board 
that holds the organization accountable, and provides fiscal oversight. It is 
recommended that the Board develop a set of policies and procedures that 
reflect best practices on financial management for the not-for-profit sector. 
These practices should be communicated throughout the organization as 
a risk management measure and reviewed on a regular basis to ensure 
compliance.

BOARD GOVERNANCE MODEL
It is recommended that Mayworks transition its governance model from its 
current management model to policy governance.[4] This will tie the Board 
function to policy development, risk management, fiscal accountability, and 
responsiveness to new and emerging trends that will impact the organization.
The short term strategic recommendations will position Mayworks to integrate 

and strengthen its functions and capacities from Board governance with 
administration, human resources, programming, fundraising, outreach and 
communications.

BOARD LEADERSHIP
In addition, Mayworks needs to champion its existing leadership potential or 
bring in new leadership to undertake governance restructuring that will allow 
for staff reallocation, communication and accountability. By creating financial 
stability and sound accountability processes, it can develop a longer term 
strategy in the future. 

In the short term, the leadership of the Board should be assigned to one 
individual who is accountable for the Board transition. This leader should 
have traits that enable him/her to manage issues requiring conflict resolution, 
negotiation, problem-solving, persuasion and influence, in addition to 
empathy and listening skills.[9] During the transition, new models of leadership 
can be explored to meet Mayworks future needs. Following the transition, 
Mayworks will require new leadership with a vision to drive the mission 
throughout the organization aligning with stakeholder/ customer needs. The 
mission should be embedded in everything the organization does from policy 
to programming to fundraising to developing new sources of revenue.

VISION AND VALUES
As Mayworks works through the strategy plan, the realignment of the vision, 
mission and business model will play a key role in determining the appropriate 
staff capabilities to meet the changing needs of the organization. Strong Board 
leadership committed to an evolving vision for Mayworks will need to guide 
the renegotiation of the Collective Agreement to ensure that the new terms of 
employment address the changing needs of the organization. In this situation, 
Mayworks can anticipate that long standing values may be challenged and 
external resources may be required to assist the leadership to manage the 
disruption and uncertainty for both the staff and Board.

Attached in the appendix are several references on leadership and team 
management that can help Mayworks’ board understand the capabilities 
required to execute effective governance.
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STAFF ROLE DEFINITION
The restructuring of the staff and their roles is a fundamental endeavour 
that will allow Mayworks to change, be relevant and financially sustainable 
moving forward. The following paragraphs will discuss staffing structure for 
the short-term and the long-term based on growth of revenues and financial 
resources.
 
Currently, Mayworks employs 1.6 full-time equivalent (FTE) a year, which is 
2,450 hours. This pool of time is spread among six staff members, who work 
remotely for the majority of their tasks. The recommendation is to restructure 
the staff roles and employ two full time staff for the next year, depending on 
the financial stability of the organization.

Executive Director
It was observed that the staff lacks a manager to orchestrate and spearhead 
the staff team. We recommended hiring an Executive Director who will 
report to the Board, and act as the link between the staff and board. This 
person would be responsible for developing, managing, and executing the 
vision and direction of the board. Initially in the short-term, this role would 
also be in charge of fundraising activities like grant applications, and donor 
relationships, as well as outreach and external relations with clients and 
partners. The remuneration of this role should be higher than the other staff 
member because of his management role as staff leader.

Festival Coordinator
In addition to the Executive Director, we recommend to incorporate a Festival 
Coordinator, who would be responsible for the administration, coordination, 
and programming of the festival. Ideally, this person should be employed as a 
full-time position, but given the 1.6 FTE constraint Mayworks has, at least 0.6 
FTE is recommended. This person would work with the Executive Director 
in all the fundraising and outreach tasks. It is important to keep in mind that 
the festival would be shorter and reduce the workload. Also, this staffing 
structure is a short-term recommendation until Mayworks achieves financial 
sustainability and can invest in more staff resources. 

Administrative Coordinator
Once Mayworks has turned around its financial position and overcome its 
accumulated deficit, it should look into incorporating an additional role to 
its staffing structure. An Administrative Coordinator should perform all the 

administrative tasks related to Mayworks, and provide support to both the 
Festival Coordinator and Executive Director.

Outreach and partnerships
Finally, in the longer term, once Mayworks achieves well developed new 
offerings and is generating stable revenues, it should consider incorporating 
an Outreach and Partnerships role. This role would be responsible for the 
development and growth of Mayworks’ redesigned offerings. It would 
perform account manager and sales force activities to expand revenues.

Outsource graphic design
Graphic design activities are seasonal, and do not require a full-time role or 
a year-round position. It is recommended that graphic design and related 
design tasks be outsourced to a third party contractor in the short term. 
Should Mayworks decide to redesign their website and branding image, it 
can negotiate a package deal with a designer or hire that person as a part-
time employee.

Executive Director 
(immediate)

 - Manage and supervise staff
 - Implement board decisions
 - Facilitate communication between 

board and staff
 - Manage donor relationships
 - *Client outreach and parterships
 - *Grant applications

Administrative Coordinator
(1 year)

 - Provide administrative support for 
Festival Coordinator and Executive 
Director and where else needed

 - Grant applications

Festival Coordinator
(immediate)

 - Develop and coordinate festival
 - Artist outreach
 - Client outreach and partnerships
 - *Manage donor relationships
 - *Grant application

Outreach Coordinator 
(long term)

 - Manage donor relationships
 - Client outreach and parterships
 - Grant applications
 - Fundraising-related tasks

ROLE RESPONSIBILITIES
* temporary short-term responsibilities until more staff is hired 
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Revenue Generating Activities

These recommendations contain an overview and assessment of Mayworks’ 
core offerings to understand opportunities for improvement, and how these 
opportunities can be championed moving forward.
 

ANNUAL FESTIVAL
Currently, Mayworks’ annual festival operates for two weeks with 
programming (content) scattered among a number of venues. The 
composition and structure of the festival is based on a call for submission 
to artists, which results in programming that appears loose and lacking in 
cohesiveness. There is opportunity to organize a festival that is cohesive 
around an overarching theme.

Festival Duration
Given the current accumulated deficit and scarce financial resources available, 
a recommendation is to consider making next festival’s duration shorter than 
two weeks. A five-day festival with a strong overarching theme can be more 
consistent and impactful. To achieve this, it is important to clearly define a 

central overarching theme, and work with artists to develop relevant content 
that is strongly linked to the festival’s main theme. A shorter festival can also 
allow Mayworks to have rigorous criteria and be more critical when choosing 
the content for the festival. Additionally, the reduction in festival expenses 
allows for a larger artist budget, which translates in better artist remuneration 
and possibly higher caliber content for the festival.
  
Festival Revenue Model
A pay-what-you-can entry fee with a suggested amount is attractive because 
it helps build critical mass, and get as many people as possible into the festival. 
However, it is also important to have revenue generators within the festival, 
so people inside are enticed to make purchases. Mayworks should partner 
with vendors and artists who can sell their goods to festival attendees, and 
pay Mayworks a fee for using festival space. Arts, crafts, and food vendors 
are examples of revenue generators that Mayworks could leverage to offset 
unrealized proceeds from the pay-what-you-can entry. The festival’s pricing 
strategy is analogous to bait and hook pricing strategy. In this case, the bait 
is the free entrance to the festival, and the hooks are the offerings inside the 
festival generating revenues.

Advertisement revenues from the festival catalogue should be maintained 
as they represent a significant income. It is important to have a structured 
procedure for the pricing of the advertising space. The pricing should be in 
tune with the similar offerings in the market.
 
Long term engagement with Mayworks
Finally, it is recommended to have a Mayworks’ booth dedicated to 
promoting, engaging and building loyalty towards the movement and 
its trademark. The booth should serve as a physical touch point between 
Mayworks and the general public. For numerous individuals, the festival 
may be the first interaction with the organization, so it is important to leave 
an engaging experience that will facilitate further interaction in the future. 
It is key the booth’s location is in a place with lots of foot traffic and close to 
a main entrance. The purpose of Mayworks’ booth revolves around three 
objectives: To collect donations and memberships, showcase Mayworks 
offerings for organizations, and promote its staple events for the year. More 
details about these components will be discussed below.

DONORS
Donations from individuals and organizations have been an important 
support for Mayworks since its inception. Therefore, it is important to have 
a healthy relationship with past, current, and potential donors. Today, 
Mayworks interacts with donors whenever additional funding is required, 
which can be fatiguing if donors are solicited several times a year for trivial 
sums of money. The recommendation is to try to minimize the solicitation 
instances to one per year. The donation request would come in form of a 
package indicating the benefits received by donors for contributing a specific 
amount. Some examples of potential benefits offered are: Acknowledgment 
in festival, catalogue or other Mayworks events; funding for initiatives with 
specific stakeholder groups/communities; or funding for developing specific 
capabilities within Mayworks. Ideally there should be one annual funding 
request, which comes in form of a package, and ongoing interaction with 
donors through diverse channels like newsletters, phone calls, and events. 
The objective here is to minimize the funding solicitations, and nourish an 
ongoing relationship with donors.
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AwARDS SHOw & FUNDRAISER
The Min Sook Lee Labour Arts Awards Ceremony & Fundraising Gala is a 
differentiator for Mayworks. It celebrates a individuals for their participation in 
labour arts movement.

The event is branded as a lavish gala but the actual experience of the event 
assimilates more to a awards show. There is opportunity to elevate the event’s 
fundraising potential by making it accessible to broader audiences, with a 
stronger connection to the festival, and relevant to Mayworks’ identity as an 
inclusive organization.

Rebrand Awards Show
The recommendation is to re-brand the Min Sook Lee gala into Min Sook Lee 
Award party, and move the event closer to the annual festival. The reason for 
this is to draw in festival attendees who are already engaged with Mayworks. 
To make it more accessible the ticket should be around $20, and should 
include food,,entertainment and attendance at the awards show. This event 
should be a celebration of the Mayworks community.. The timing makes it a 
good tail-end event to wrap up the festival and the month of May.

Auction festival artwork
The silent auction component of the event is a good asset, and Mayworks 
should continue to offer it in their revised event. Mayworks should look into 
running silent auction with the festival artwork. This would be an additional 
offering to the awards party fundraising event.

CULTURAL SERVICES
Cultural service revenues have declined over the last three years. One of 
causes of this decline is the fact that clients are no longer using Mayworks’ 
services for searching and coordinating with an artist/performer because 
they are doing so themselves. Mayworks needs to offer services that frame 
themselves as a strategic partner to the client organization rather than solely 
a coordinator. Such offerings could take the form of a consulting service and 
educational workshops. It is recommended that Mayworks continue with the 
current Cultural Services in the short term, and expand ultural services in the 
long term to also include consulting services and workshops.

Artist coordination
This service involves having Mayworks find and coordinate artists for union 
conventions. This would be the most accessible offering because the value 
that Mayworks brings to the table is the reduction of search cost and the 
accessibility to a network of artists. It is a service of searching and coordination 
for a cultural event, in which Mayworks serves as a connector and 
administrator between a customer and the artist or performer. The pricing for 
this event could be based on an hourly rate based on the number of hours 
worked with the client.

Consulting: event design and administration
Mayworks consults with the client to develop and execute cultural events 
based on a specific motif that can be developed with the client. The offerings 
of this service would include the development and definition of a theme for 
the event, as well as coordination, interaction, and execution of a tailored 
cultural event. The pricing of this service would depend on the nature and 
scale of the event, so it would vary depending on the features of each 
request.

workshops
Mayworks offers on demand workshops exploring the changing landscape 
of work and the different implications it has on society and its stakeholders. 
This topic is very broad and can be examined through different lenses, which 
allows Mayworks to champion different aspects of this topic while staying 
relevant to its identity. The recommendation is to additionally offer three to 
four staple workshops throughout the year, relevant to Mayworks customer 
segments, which are mostly unions and organizations aligned with Mayworks 
ideology. 

Some example workshop topics:
 - Implications of the creative economy for unions: understand the 

creative economy and opportunities for unions to provide value
 - Smarter strike campaigns: Improve effectiveness of strikes and petitions
 - Changing the union culture: How to nudge the culture of an 

organization of 200,000 people.

It is crucial that Mayworks understands the knowledge that its potential 
clients value. This means scanning the market to understand knowledge-
gaps in unions and other organizations, and the types of workshops that 
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can be offered to meet these needs. This information can be gathered 
through surveys, phone calls, or meetings with these stakeholders to 
develop workshops that are relevant to their needs and offers value to 
their organizations. It also means understanding and acknowledging the 
changing nature of the workforce landscape and how Mayworks can stay 
relevant in this context.
 
As it has been mentioned, the customers for the offerings above would be 
unions and organizations aligned with Mayworks principles and purpose. 
Therefore these offerings are aimed at organizations and not individuals. It 
is also important to mention the need of a dedicated staff that would serve 
as account manager and sales force of these offerings. This person would 
interact with clients and look for new opportunities with current as well as 
potential clients.

STAPLE EVENTS OPEN TO PUBLIC
This offering would be open to the general public, and revenues would 
come from ticket sales. Based on the feedback, quality, and success of the 
workshops mentioned above, Mayworks should look into offering two or 
three similar events open to the public. The events would not be workshops 
per se, but more like speaker series or panels of experts discussing topics from 
the most successful workshops. These events should be developed at a larger 
scale to address big audiences. This way, Mayworks can leverage revenues 
from a large amount of accessible ticket sales. The objective is to benefit 
from a high volume of attendees instead of expensive ticket pricing. The 
recommended ticket price bracket is $10 - $20 to make the event accessible. 

This is a way to communicate with the audience throughout the year, and 
keep them engaged and interested in the upcoming festival. It is important to 
mention that these events should be developed based on the feedback and 
performance of the workshops offered in order to enhance their value. The 

content of the events should be developed to address large audiences.

MEMBERSHIP MODEL
It is recommended Mayworks embrace a membership model. This fosters 
community among its stakeholders, and solidifies Mayworks’ brand 
and purpose. Mayworks should consider three types of memberships, 

and possibly more depending on how Mayworks wants to segment its 
audience. Suggested tiers to consider: Free individual membership, paid 
individual membership, and paid organizational membership.

Free individual membership
All members of the Mayworks community would benefit from monthly 
or quarterly newsletters, access to a member-exclusive blog, and first 
dibs on Mayworks events. Examples of other benefits that can be offered 
advanced access to the festival catalogue, and early bird access to other 
ticketed events. The value of a membership model to Mayworks is access 
to information. As the member base grows, the value of this database 
increases. Mayworks can leverage the knowledge and attention of 
its members to perform surveys for Mayworks or other organizations 
interested in this audience. An engaged community provides richer 
feedback and can be tapped into for valuable knowledge. Therefore, it is 
important that the blog has relevant and engaging content that sparks 
conversations with the different stakeholders in Mayworks membership 
community.

Paid individual membership
The paid individual membership would have the additional benefits 
of discounts for Mayworks events and possibly other events where 
Mayworks members can obtain discounts. An example of this benefit 
would be offering a 20% discount for the Mayworks awards party, and 
15% for staple events.
 
Paid organizational membership
The paid organizational membership may be worth segmenting into 
sub-tiers like unions, small organizations, and large organizations. The 
organizational memberships would also benefit from the discounts 
mentioned for a fixed number of individuals. An example of this would 
be discounts for two people for small organizations, and discounts for 
five people in case of large organizations.
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CONCLUSION

Like many non-profit organizations, Mayworks has two jobs. First it is in the 
business of providing value to its stakeholders/customers through service 
deliverables and second it must    generate operational revenue to support its 
offerings.

The recommendations in this report have identified strategies to address both 
these aspects through new programming offerings, enhancing fundraising 
initiatives and the creation of a membership model. To support these 
strategies, restructuring of the Board governance and operations will need to 
be the first steps towards achieving success.

For Mayworks to create ongoing value for its audience and improve its 
financial status, the organization should develop governance processes 
providing  for more flexibility in its responsiveness to the changing needs of 
the new workforce.

The labour force has gradually changed over the last century from 
agricultural and artisanal to  industrial and currently a creative and knowledge 
based economy. A new kind of worker has evolved with a different mindset 
and needs from the traditional unionized industrial worker. 

By mobilizing its currents strengths and resources, Mayworks has the potential 
to achieve  successful organizational change. Its Board and staff possess 
a passion for social justice and collectively they have knowledge and skills 
in a wide range of domains. Since its inception Mayworks has nurtured 
relationships with artists, unions, marginalized communities and other 
stakeholders that are committed to its success. 

Mayworks recognizes the urgency of  mobilizing its current capabilities for 
change within a critical period of time. To do so, Mayworks will require a 
sustained effort to implement the short term recommendations within the 
next year.
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APPENDIX

Resources

LEADERSHIP AND TEAM MANAGEMENT

Assessment for organizational learning capacity
https://hbr.org/2008/03/is-yours-a-learning-organization 

If-then planning tool that helps teams achieve their goals
https://hbr.org/2014/05/get-your-team-to-do-what-it-says-its-going-to-do

Guide for effective board goverance for non-profit organizations
http://www.communityliteracyofontario.ca/wp/wp-content/
uploads/2014/07/Board-Governance-Manual-June-2014.pdf

Educational resource on policy goverance model
http://www.carvergovernance.com

Vroom-yetton-yago model for effective decision making

https://www.mindtools.com/pages/article/newTED_91.htm

UNION AND LABOUR LANDSCAPE

Globe and Mail: The weakening State of Canadian Labour Unions
http://www.theglobeandmail.com/news/national/the-weakening-state-of-
canadian-labour-unions/article4515873/?page=all

The Guardian: US millennials feel more working class than any 
other generation
https://www.theguardian.com/world/2016/mar/15/us-millennials-feel-
more-working-class-than-any-other-generation

Year-round programming

Festival

Cultural services

Could do better Great AmazingExpectedNeed much 
improvement

wHAT DO yOU LIkE ABOUT MAywORkS?

- IT'S A UNIqUE LABOUR/wORkING CLASS CULTURAL ORGANIZATION

- THE COMMUNITIES AND ARTISTS THAT ARE PROMOTED wHO DON'T  
  HAVE A VOICE IN MORE MAINSTREAM VENUES

- THE DIVERSITy OF EVENTS PRESENTED

- MANDATE AND COMMITMENT TO IT

wHAT CAN MAywORkS DO BETTER? 

- VIRTUALLy INVISIBLE THE REST OF THE yEAR

- MORE COMMUNICATION DURING THE yEAR

- CULTURAL SERVICES MAy NEED A RE-THINk

- I wONDER IF SCALING DOwN IS AN OPTION UNTIL THERE IS MORE STABILITy

Survey Results

HOw IS yOUR EXPERINCE wITH MAywORkS?
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