
HIAP - HELSINKI INTERNATIONAL ARTIST PROGRAMME 
 
 
 

STRATEGY 2016-2020  
 
 
The annual autumn meeting of HIAP - Helsinki International Artist Programme has accepted the 
strategy for years 2016-2020 on 25 November 2015. HIAP is an artists residency programme 
which was established in 1998 to promote the mobility and collaboration possibilities of artists in 
Finland and abroad. HIAP strategy functions as a tool for the HIAP board and staff. The strategy 
clarifies and strengthens the long term planning of activities, goals and economy of the 
organisation. 
 
1. CONTEXT (TOIMINTAYMPÄRISTÖ) 
 
HIAP is part of the local art field, which opens through the immediate neighbours (Helsinki, 
Nordic Countries, Saint Petersburg and Baltic Countries) to cover the whole global art field and 
its scopes for action. While other actors and organisations are responsible for coordinating the 
domestic collaboration between different residency programs, HIAP aims to proactively work for 
creating international networks as well as to work in the international context. 
 
The baselines/points of comparison for developing HIAP are other internationally recognized 
residency organisations, such as ISCP in New York, Rijksakademie in Amsterdam, Bethanien in 
Berlin, Capacete in Rio de Janeiro and Gertrude in Melbourne. Taking part in these residency 
programs is seen as a significant step for artist’s career. 
 
HIAP’s work is based on the collegial approach and this offers artists and other actors working 
in the field a space for making art without accountability in order to enhance the possibilities of 
free thinking and freedom of expression. Through this collegiality a hierarchy free, different 
professionalisms as well as different roles and positions allowing policies and structures are 
created. 
 
The residency community of HIAP consist of the residency guests, the staff and the close 
partners in cooperation. In the collegial cooperation, the multiple premises of different actors as 
well as their shared interests are emphasized. In the case of HIAP, this means opening up the 
fixed modes of operation, taking into account the research aspects of artistic processes as well 
as enabling collaboration between different forms of art. 
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2. VALUES 
 
Following values guide the activities of HIAP: 
 
Hospitality (Vieraanvaraisuus) 
Within the community, HIAP maintains confidential and open atmosphere which encourages to 
learn new and to collaborate. The residency guests chosen for the HIAP program as well as the 
guests invited through cooperation networks can feel themselves at home and welcomed to 
Finland. The program is free for the artists and the programming is of high quality and 
premeditated.The artistic processes are supported. 
 
Making initiative (Aloitteellisuus) 
HIAP sustains the artistic ambition and the high quality residency program. HIAP appears as 
curious and active organisation within the art field. HIAP defends the issues that are important 
to it, has courage to take a stand and keeps up to its basic values also in the challenging 
situations. 
 
Dialogue (Dialogisuus) 
HIAP is open to new people, thoughts and initiatives. HIAP listens to the needs of the art field 
and studies the surrounding world actively. To its partners HIAP is easily approachable and a 
trustworthy partner. The aims and policies of the residency program are developed in an open 
dialogue together with the collaboration partners. The decision making and the actions are as 
transparent as possible. 
 
3. MISSION: THE TASK OF THE ORGANISATION UNTIL 2020 
 
HIAP enables international collaboration, exchange and dialogue in the art field. HIAP supports 
experimental, multidisciplinary and ground breaking artistic practices. HIAP takes actively part in 
the social debate around the art field. 
 
HIAP has stabilized its position as an active agent among the other internationally significant 
residency organisations. The high quality residency program of HIAP is known widely among 
the artists and other art professionals and actors. 
 
In the international context, HIAP promotes the networking of the Finnish art field. 
 
4. VISION: GOAL UNTIL YEAR 2020 
 
The high quality residency activity of HIAP is internationally known and Finland is a desired 
artist residency destination. The residency exchanges realised by HIAP open up possibilities for 
Finnish artists to become connected to international art context. HIAP residency programme 
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realises bold experiments and high quality artworks. HIAP is know within Finland and 
internationally as a place, where art professionals and professionals from other disciplines can 
meet in a fruitful environment. HIAP resources and the scale of activities are in right balance, 
and staff members have a high work motivation. 
 
The aims of HIAP are: 
 

● To promote the connections between Finnish and international artists and art 
professionals by pursuing the high quality residency and programming work both in 
Finland and abroad. By the year 2020, the aim is to reach a point where the core 
structural funding will enable the realisation of a high quality residency operation. The 
preconditions for the high quality residency program are the funding for the artists’ work, 
functional facilities, diverse residency community and a strong support for working as 
well as networking both locally and globally. HIAP aims to contribute to the working 
conditions and the development of the local mediator sector (curators, galleries, 
museums etc.) in order to enable closer international relations and dialogue. 

 
● To encourage the experimentations of cross-disciplinary artistic practices as well as to 

enhance the creative possibilities of the interaction of art in the society. By the year 
2020, HIAP aims to support the realisation of three to five ambitious production 
residencies. These working methods are documented with high quality and 
communicated as wide as possible. In the communication, the potentiality of the site of 
Suomenlinna and its wider development are utilised in the best possible way. 

 
● To produce new approaches for making, understanding, receiving and evaluating 

(arvottaminen) art. HIAP works as a forum for the discussions and critique around art, 
culture and society as well as a platform for further developing the discourses within the 
art field. By the year 2020, the collaboration with academies, universities as well as other 
organisations, which are vital for the contextual development and regeneration of the art 
field, will be further developed. HIAP has an active dialogue and interaction with the 
community of professionals that are committed to the work of HIAP. 

 
 
 
5. ACTIVITIES (TOIMINTAMUODOT) 
 
5.1. Residencies in Finland 
 
Strategic goal: 
The core function of HIAP is to run the residency program in Finland. HIAP offers the visiting 
artists peaceful but inspiring environment for working. In addition, curatorial, administrative, 
productional and communicative support is provided as well as wide local contact network and 
international residency community. 
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The main focus of the residency is in visual arts but in addition the performing arts, design, 
literature and research processes are emphasized. The residency program is formed through 
the open calls, the collaborations, the thematic projects as well as the international contacts.  
 
Essential part of the residency program of HIAP is the high quality public programs related to 
the residencies and realised in collaboration with the local partners. 
 
To be developed:  
HIAP develops dialogue and collaboration with partner organisations in such a way, that 
residency activity is more closely connected to their programme activity. Creating a clear annual 
cycle for performing art residencies, which makes it possible to make the collaboration more 
stable. Collaboration partners are involved more actively in the open calls.  
 
5.2. Residency exchanges (Residenssivaihdot) 
 
The Strategic Goal: 
The residency exchanges are developed together with Frame Contemporary Art Finland as well 
as other similar organisations in order for them to become essential parts of the 
internationalisation of the Finnish art field in the future. Through the residency exchanges the 
artists can participate in the high quality residency programs in which there are no open calls 
normally. 
 
Within the framework of the residency exchanges HIAP is in close dialogue with the residency 
organisations abroad. This offers an opportunity to learn from other actors as well as to develop 
new forms of residencies. 
 
To be developed: 
During the next years, the goal is to establish residency exchanges to other regions than 
Europe and North-America, because in Europe and North-America there are already many 
residency opportunities for Finnish artists. For the residency exchanges in Europe, the goal is to 
collaborate with Finnish Cultural Institutes. 
 
Based on the discussions with Frame Contemporary Art Finland, the most interesting residency 
exchange countries would be Korea, China and Japan (as well as other countries in Asia). In 
these countries there is at the moment a great interest towards Finnish arts, and in comparison 
to this the residency opportunities for Finnish artists are nearly nonexistent. 
 
5.3. Projects (Hankkeet) 
 
HIAP has two strategically significant projects during the strategy period: 
 
Theme: Ecology 
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Ecology is the main theme of the Frontiers in Retreat initiative, which addresses the 
environmental issues polyphonically through the research methods of contemporary art. The 
initiative maps out the ways in which local and global phenomena are intertwined, as well as 
creates a platform for the dialogue of multi-disciplinary interdependencies defining the 
ecological challenges of our times.The artistic work, research, knowledge production and 
networks made up during the long durational process of the initiative, highlight the critical 
questions about sustainability and development in their many meanings as well as point out 
issues around site-specificity and mobility, which are at the core of the residency work. 
 
Theme: Freedom of expression  
Freedom of expression is the main theme in the Nordic Fresh Air project, which focuses on 
creating the operational concept for the safe residency program (turvaresidenssi) and its 
start-up in Helsinki. In addition, the project will launch a pilot of the first safe residencies in 
Finland for the actors working in the field of visual arts, who have due to their work encountered 
different kinds of threats and limitations of freedom of expression and speech. 
  
 
To be developed (Kehittämiskohteet):  
 
5.4. Impact (Vaikuttavuus) 
 
The activities of HIAP centre on the indirect, long term impacts. The impacts of HIAP are 
created through the network oriented and cost-effective working methods, which are based on 
the position of HIAP as internationally recognised residency programme. HIAP takes advantage 
of reporting and data collection in the evaluation of its effectivity. 
 
6. COLLABORATION AND INTERACTION 
 
6.1. Strategic partners 
The strategic partners of HIAP are well established institutions (such as The University of the 
Arts, Aalto University, Frame Finland, HAM Helsinki Art Museum, The Museum of 
Contemporary Art Kiasma, The Finnish Museum of Photography, Gallery Sinne and The Centre 
for New Dance Zodiak), independent organisations within the art field (such as Gallery Alkovi, 
Gallery Huuto, SIC, Sorbus Gallery) as well as several foreign residencies especially in Nordic 
and Baltic Countries. HIAP and its strategic partners share the interest for long durational, 
contextual and strategic collaboration. Between HIAP and its strategic partners there is no 
intrinsic competition, but rather natural synergy.  
 
6.2. Participation in collaboration networks 
The strength of HIAP is openness for collaborations, since HIAP can bring partners together or 
connect partners. HIAP does not primarily aim to be the leading organisation in projects, but 
rather be a partner in projects lead by others. As a partner HIAP is responsible for residencies, 
and other partners are responsible for other activities. For this kind of networking to function, 
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HIAP has to make precise choices in choosing the partnerships. HIAP has a need to strengthen 
and maintain its networks with the help of a partnership plan (‘sidosryhmäsuunnitelma’). 
 
6.3. Communication 
Communication is better resourced. Public communication supports the activities of HIAP and 
makes them visible, while internal communication develops the HIAP (work) community. A 
communication plan is made for both public and internal communication. A key issue in public 
communication is to clarify what is a residency. Also HIAP partnerships and networks are made 
more visible in communication. The communication towards residency artists is clarified so that 
the expectations better correspond to what is available. Additionally the visuality and visibility of 
communication is developed. 
 
7. RESOURCES (TOIMINTAEDELLYTYKSET) 
 
7.1. Administration (Hallinto) 
HIAP has a proactive administration. The Board of HIAP association (consisting of seven 
members maximum) and its head (nominated by the board) are responsible for the 
administration. The members of the board are selected due to their international networks, their 
diverse experience and high quality know-how within the arts and culture as well as the 
experience in public participation and economic affairs. 
 
HIAP ry (The HIAP association) is a network consisting of the following members: The Fine Arts 
Academy in The University of Arts, Stiftelsen Pro Artibus, The Foundation of Kunsthalle Helsinki 
(Helsingin Taidehallin säätiö), The Foundation of the Finnish Museum of Photography, MUU 
association, AV-arkki association, Zodiak Presents association, Kaasu association, Kiinteistö Oy 
Kaapelitalo, M.A.D Tanssimaisterit association,  Piknik frequency association/Pixelache Festival 
ja Mehiläispesä association./Gallery Huuto as well as individual members. The board is in 
charge of the acceptance of new members. 
 
In order to strengthen the financial base, HIAP has discussed internally about the organisational 
form. A survey has been made regarding the possibility of turning HIAP into a foundation or 
merging with another organisation. At this point, the organisational form of association is the 
most functional one, but in the future establishing a foundation might become relevant. 
 
7.2. Staff (Henkilöstö) 
HIAP works as a flexible expert organisation with skilled, professional and motivated staff. The 
professional development, the knowledge of arts and the international connections of the staff 
members are encouraged and supported within the framework of the existing resources. Within 
the work community, the internal communication is being developed so that information is 
openly accessible and updated between the staff members, the management and the board. 
 
At the beginning of the strategic period, a staffing program (henkilöstöohjelma) is drawn up in 
order to better outline the principles of overwork for example. In the staffing program of HIAP 
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also the working conditions and terms, such as principles for renewing working contracts, are 
examined. If needed, the staffing program will be updated and specified with themes that arise 
in the yearly one-to-one discussion between the manager and the staff. 
 
The human resources (henkilöstövoimavarat) of HIAP are strengthened in a long run, so that 
the number of permanent staff members is proportioned with the amount of operations and the 
amount of the base funding (perusrahoitus) available. The permanent staff is responsible for the 
tasks of the basic operations and activities, if possible they also work in different initiatives and 
projects in addition. For the initiatives and projects, temporary employees are hired as 
outsourcing service (ostopalvelu) or with the employment subsidies. By reorganizing the work 
tasks, a new permanent employee is hired for taking care of the communications of HIAP. If 
necessary part-time contracts can be made. 
 
7.3. Funding and resources 
 
The economy of HIAP is stabilised in such a way, that the planning of activities is connected 
with funding and resources. Basic activities and projects are separated in such a way, that basic 
activities can be covered by the base funding from the state and Helsinki City. The goal is to 
secure and increase the base funding in such a way, that HIAP’s activities can be planned with 
time perspective of several years. 
  
The different initiatives (hanketoiminta) of HIAP are based on collaborations and partnerships. 
During the strategic period, a special attention is made in the selection, quantity and the scale of 
the initiatives. In the initiatives, the content and the relation to the core functions of HIAP are the 
main criteria for collaboration. For the initiatives, the financial administration is being developed 
in terms of the follow-up of the projects (projektiseuranta). 
 
HIAP has facilities both in the Cable Factory (around 300 m2) and in Suomenlinna (1500m2). 
These facilities are unique and have been especially designed for artists’ residencies. Both 
Cable Factory and Suomenlinna offer a unique and stimulating environment for artists work. The 
Ministry of Education and Culture grants rent subsidies (vuokratuki) for HIAP for the facilities in 
Suomenlinna. During the strategic period, it is necessary to solve how HIAP can invest enough 
in the maintenance and repair of the equipment and supplies. 
 
8. IMPLEMENTATION AND FOLLOW-UP OF STRATEGY 
 
The staff of HIAP implements the strategy with the lead of the manager responsible of the 
operation of HIAP. The plan of action presents the concrete implementations for achieving the 
goals set in the strategy. The board of HIAP follows yearly the implementation of the strategy. In 
the middle of the strategic period (in the autumn 2018), the convenience of the strategy will be 
evaluated. If necessary, the strategy will be updated in relation to the changes in the context of 
HIAP. 
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