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ABSTRACT 

Planning as a management function is essential to any 

organization. Planning must be done on a short-, 

intermediate-, and long-term basis. A major problem exists, 

however, for the small non-profit organization that must 

often employ administrative generalists, rather than a 

management or planning specialist. Therefore, arts 

administrators often lack the necessary skills to plan 

effectively. To aid the arts administrator in the planning 

process there is an immediate need for an arts-related 

strategic planning model. Although the corporate world 

possesses numerous strategic planning models, they are 

virtually nonexsistent in the art world. 

The purpose of this study is to compile a system of 

planning strategies applicable to arts organizations. This 

study presents a rationale for planning and discusses the 

principle components inherent within traditional strategic 

planning models. The study is innovative in that it studies 

existing concepts, distills principles common to all, and 

compiles those principles into a strategic planning system 

suitable to arts organizations. 

The strategic plan outlined in the study focuses on arts 

organizations. Simplistic in form, it intends to: (1) set 

the strategic planning novice at ease, (2) aid the 

organization in designing a strategic plan, and (3) increase 

iv 



communication between administrator and artist in the 

development and realization of the plan. The study explains 

the challenges placed upon the strategic planning leader and 

includes a discussion of leadership styles. Particular 

emphasis is placed upon the communication process between the 

administrator and the artist, including a brief summary on 

right-left brain thinking. 

The Southwest Theatre Association was used as an example 

organization in the study of this professional problem. 

Suffering from leadership burnout, lack of budget control, 

poor public relations, and declining membership, the 

Southwest Theatre Association exemplifies an arts 

organization containing problems due to a lack of short-, 

intermediate-, and long-range planning. This study includes 

an example of a strategic plan designed for the arts 

organization from beginning to end. 



CHAPTER I 

INTRODUCTION 

Background of the Problem 

Planning as a management function is essential to any 

organization and William Osgood regards planning as the 

"secret ingredient in business success."^ Planning is as 

important to the non-profit arts organization as to large 

profit taking enterprises. However, the small non-profit 

arts organization often lacks the "resources to absorb the 

costs of mistakes, errors in judgement, or failure to 

anticipate change."^ Small, non-profit organizations must 

often employ administrative generalists, rather than a 

management or planning specialist. 

Arts organizations realize the importance of planning 

and the need to employ administrators with education and 

experience in the business of the arts. Fortunately, some 

universities offer advanced degrees in Arts Administration. 

However, a major problem still exists for small 

organizations that desperately need a qualified arts 

administrator, yet cannot afford one. In 1986 at the 15th 

Annual National Conference of the Foundation for the 

Extension and Development of the American Professional 

Theatre (FEDAPT), Nello McDaniel presented a paper entitled. 

^William R. Osgood, Basics of Successful Planning (New 
York: AMACOM, 1980), p. 1. 

2lbid. 



"On Structure: Toward A New Synthesis." Her presentation 

addressed the difficulties the arts organization 

traditionally faces. 

. . . the assumption is that a full-time paid manager 
will be able to organize and forcefully direct the 
business of the company, thus freeing the artist to 
devote himself or herself exclusively to making art. 
The reality is that few organizations have enough money 
to hire a qualified, experienced manager. And yet 
because there is no support staff, the person who is 
hired . . . is expected to be equally expert in every 
organizational function--from planning to budgeting to 
board relations to marketing to booking and 
fundraising.^ 

Many young administrators suffer burnout leaving the 

administration of the organization up to the creative 

artist. Mike Steele, drama and dance critic for the 

Minneapolis Star & Tribune and a former member of the 

National Endowment for the Arts Dance Advisory Panel notes 

one possible result: 

One of the reasons that theatre gets boring is that our 
young artists--who come along full of energy and vision 
and perception--end up having to spend enormous amounts 
of time trying to keep their institutions afloat."* 

The Southwest Theatre Association (SWTA) is a non-profit 

arts organization that recently developed its second 

strategic plan. Until 1991, the SWTA operated with only a 

volunteer staff. The SWTA also operated without a manual of 

^A Challenge of Change. Nello McDaniel, "On Structure: 
Toward A New Synthesis" (New York: FEDAPT, Papers And 
Presentations From The 15th Annual National Conference, 
1987), p. 40. 

"̂ A Challenge of Change, Mike Steele, "Change Is Always 
Upon Us" (New York: FEDAPT, Papers and presentations From 
The 15th Annual National Conference, 1987), p. 129. 



policy and procedure for the first forty years of its 

history. In 1988, a detailed study of the Southwest Theatre 

Association resulted in a Manual of Policy and Procedure 

that the organization currently uses. Included in the 

manual are job descriptions of various offices and the 

duties accompanying each office. The manual also contains 

operational policies, the goals and objectives of the 

organization, examples of membership, travel, and audition 

forms, and other pertinent information. 

However, in December of 1990 the future of the Southwest 

Theatre Association was in doubt. It faced problems of 

leadership burnout, lack of budget control, declining 

membership and attendance at the annual convention. The 

association decided to engage in the process of strategic 

planning at a retreat held in Lubbock, Texas, December 28-

30, 1990. This planning process would shape the future of 

the organization. 

Ideally, an organization designs a manual of policy and 

procedure to prevent the very problems that have plagued the 

Southwest Theatre Association and other arts organizations. 

Yet, an organization must follow the policies and procedures 

in the manual if they wish to see successful results. 

Procedures, in common with other forms of planning, seek 
to avoid the chaos of random activity by directing, 
coordinating, and articulating the operations of an 
enterprise. They help direct all enterprise activities 
toward common goals, they help impose consistency across 
the organization through time, and they seek economy by 
enabling management to avoid the costs of recurrent 
investigations and to delegate authority to subordinates 



to make decisions within a frame of policies and 
procedures devised by management.^ 

Inherent within the above definition is the process of 

planning. A plan is ". . . a common sense way of defining 

what it is that one wants, when one would like to attain it, 

and how one goes about attaining it."^ Specifically, 

"strategic planning focuses on how to implement programming 

rather than on the creation and content of programs."' More 

importantly, strategic planning focuses on the human element 

of planning that provides input from all levels of 

management. 

A plan serves as the guideline for making programmatic 
decisions leading toward a better or fuller 
implementation of the organization's purpose. It is an 
outline of how to get from where the organization 
currently is, to where it wants to go. It specifies the 
time frames, and what human and financial resources are 
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necessary for full implementation.° 

The United States involvement in the War with Iraq has 

heightened many Americans' perceptions about the importance 

of planning. Military strategists spent much time in the 

planning process. Sgt. Maj. Robert E. Wilson of the U.S. 

Army's VII Corps sums up the success of the United States 

and its allies in the brief ground war: "They had a good 

^Theo Hairaann and William G- Scott, Management in the 
Modern Organization (Boston: Houghton Mifflin Company, 
1970), p. 104. 

^Frederic B. Vogel, ed., No Quick Fix Planning (New 
York: FEDAPT, 1985), p. 14. 

"^Ibid. 

8 Ibid,, p. 21. 



plan and they stuck with it. It's when you try to shoot 

from the hip that everyone gets in trouble."^ "Shooting 

from the hip" is not a wise course of action for arts 

organizations interested in survival. Successful 

organizations must explore, implement, and practice sound 

business principles, particularly those related to planning. 

No matter the scope of program activity, no matter 
what the magnitude of the budget, no matter what the 
size of the staff and the board, no matter how long the 
organization has been in existence, if it is assumed 
that it is to continue as an organization, planning for 
a specific period of time is absolutely vital to 
orderly, flexible development.^^ 

The art world must generate managers who understand the 

benefits of sound business practices as well as the unique 

needs of the arts organization and its artists. The 

challenge for these organizations is to develop a planning 

process that parallels the needs of the arts organization 

and is simplistic enough in form that it can be used by 

those organizations needing guidance the most. 

Purpose of the Study 

The purpose of this study is to compile a system of 

planning strategy applicable to arts organizations. Seeking 

rationale for planning and the principle components inherent 

within traditional strategic planning models serve as the 

^"Soldiers from Army's VII corps credit deception for 
war victory," Lubbock Avalanche Journal. 3 March 1991, p 
A-15. 

^^Vogel, No Quick Fix Planning, p. 21. 



focus of the study. The research results in the compilation 

of a system of planning that arts organizations can use. 

The study is innovative in that it studies existing 

concepts, distills principles common to all, compiles those 

principles into a strategic planning system, and applies it 

to arts organizations. The study also integrates existing 

concepts into the development of the plan. This study is 

motivated by the need to provide arts organizations with a 

method of strategic planning that can be implemented by 

managers of those organizations. 

Methodology 

Theatre Management has been a major area of study for 

Stephen W. Taft at Texas Tech University from the summer of 

1988 through the summer of 1991. This writer has a 

particular interest in the overall structure and process of 

planning. As part of this study, Taft served as an intern 

on the 1991 Strategic Planning Team of the Southwest Theatre 

Association and later served as Chairperson of the By-Laws 

Committee. Taft also participated in the January 12, 1991 

Southwest Theatre Association Executive Committee Board 

Meeting held in Dallas, Texas at Richland College. The 

Association held this meeting to approve the Strategic Plan 

developed by the Strategic Planning Committee at a retreat 

held at the Lubbock Plaza Hotel in Lubbock, Texas, between 

December 28-30, 1990. 



The study includes research conducted in the field of 

strategic management and planning. The study also employs 

works concerning the History of the Southwest Theatre 

Association and its Manual of Policy and Procedure in 

addition to interviews with present and past officers and 

committee chairs of the Southwest Theatre Association. 

Review of the Literature 

Planning is a part of life. People make plans to avoid 

the rush hour traffic and plans for anniversaries. People 

plan to have babies, plan for a vacation, and plan to make 

out wills. People plan to make plans. Although planning 

takes place everyday at home, we often avoid planning at 

work, William Osgood provides an interesting analogy in 

Basics of Successful Business Planning: 

Operating a business without planning is very much 
like playing "chicken" in an automobile--driving 
along without touching the wheel until the very moment 
to avoid an imminent crash. This may be thrilling, but 
it carries a very high risk. One disadvantage of 
planning is that through risk reduction it also causes 
the loss of excitement and the thrill of near-disaster 
avoidance.^^ 

No business, whether it be a major corporation, a small town 

hardware store, or a new advant-garde theatre can 

successfully operate without a plan. Osgood admits that: 

Planning is frequently seen as a complex process and one 
that requires great sophistication and skill. But the 
complexity and sophistication of the plan are more a 
function of the nature of the business itself than 

^^Osgood, Basics of Successful Business Planning, p. 2. 



8 
endemic to planning. In fact, there is a real danger in 
overplanning, in making complex what is basically 
simple.^^ 

Because of this perceived complexity of the planning 

process, many organizations avoid the most important 

business tool. 

Nowhere is planning more critical than to those in the 

performing arts. The various performance artists involved 

in theatre, dance, opera, and music plan every day. In 

theatre, the director is a manager and administrator. 

Practical realities concerning the business of theatre 

confront the director every day. Ted Swindley, artistic 

director of Stages, a professional theatre in Houston, 

Texas, provides this job description: 

Primarily I'm responsible for the artistic design of the 
theater. I plan the season, have complete control over 
what we produce: easting, directors, designers. I'm 
also in charge of the administrative side of the 
theater. I am very much involved in planning, 
marketing, publicity, development. . . .̂ "̂  

J. Michael Gillette notes in Theatrical Design and 

Production: "More than anything else good theatre requires 

organization. Every successful production has a strong 

organizational structure that follows a fairly standard 

pattern. ^^ Although planning is essential, the process of 

planning holds mysteries for many arts organizations and 

12 Ibid. 

l^R. H. O'Neill, The Director As Artist ( New York: 
Holt, Rinehart and Winston, 1987), p. 295. 

l^J. Michael Gillette, Theatrical Design and Production 
(Palo Alto: Mayfield Publishing Company, 1987), p. 5. 



performance artists. Michalann Hobson of the McCarter 

Theatre wrote in 1980: 

I would like to suggest that we run the risk of losing 
the original concept of developing audiences and helping 
them grow, differentiate, and evolve with our artist if 
we think only in terms of corralling ticket buyers. The 
fight is no longer to recognize the need for sound 
marketing programs in the arts. What we do have to 
fight for and remember is what we are marketing. We 
must learn new methods, re-evaluate the old, select 
carefully, plan in detail. At the same time, we must 
not relinquish the unique identity of our own 
institutions, our own special products, our own 
artists.^^ 

Joseph V. Mellillo, former Theatre Program Director of the 

Foundation for the Extension and Development of the American 

Professional Theatre (FEDAPT), concurs with Hobson on the 

difficulty of combining traditional business processes with 

the performing arts organization: 

. . . the superimposition of standard corporate 
marketing processes and techniques on to a performing 
arts organization is an error made out of naivete. The 
performing-arts by their essential nature, require the 
marketing principles (and the resulting processes and 
techniques) to go through a transformation before being 
inseminated into the creative process. •'̂^ 

Because of their noble attempt to put the "Art" ahead of 

ticket sales, arts organizations need financial assistance 

more than ever. Hobson admits the problem lies in a lack of 

planning. 

^^A Challenge of Change. Michalann Hobson, "A Marketing 
Manifesto" (New York: FEDAPT, Papers and Presentations from 
the 15th Annual National Conference, 1987), p. 102. 

l^Joseph V. Melillo, Market The Arts (New York: FEDAPT 
1983), p. 11. 
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Real planning requires a special kind of time, 
objectivity, imagination, honest evaluation, 
meaningful projection--an understanding of the 
true goals of the artists whom we are supporting 
and the community in which we wish or hope to have 
support returned.^' 

Hobson's concerns are universal and the lack of planning has 

resulted in: 

The day-to-day crisis mentality going unchecked . . . 
attempting to do too many things with limited budgets 
and limited manpower . . . a tremendous lack of 
accountability at all levels of our organizations. . . . 
Constant changing of promotional materials. . . . The 
result? No image, no consistency, no public identity. . 
. . Seduction by quick-sales techniques, without a 
careful consideration of the long term results. , . . ^ 

How does the arts organization combat the problems noted 

above? Is there a secret formula? If a plan works for 

large business corporations like Sony or Wal-Mart, will the 

plan work for the small non-profit arts organization? Many 

questions bombard those involved in the management of arts 

organizations. The present challenge lies in discovering 

the answers. 

Although not a guarantee, proper planning will alleviate 

many problems an organization may face in the future. It 

will also provide beneficial information which will increase 

the ratio of success for the arts organization. To succeed, 

the arts administrator must have an understanding of the 

techniques and components inherent within the planning 

process. 

^'^Hobson, A Challenge of Change, p. 104. 

l^Ibid. 
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Without a well-organized plan, you are subject to 
judgement calls by your boss, second guessing by the 
board of trustees and constant controversey within the 
organization over the marketing activities. . . . A 
plan, during difficult times, will not only protect you 
from those who feel they know far better than you how to 
promote your organization, but will give you the 
confidence that you are, in fact, doing everything you 
can to make your campaign successful.^^ 

Douglas Eichten, Communications Director for The Guthrie 

Theater in Minneapolis, believes that planning is a 

necessity. "Our great difficulty when times are tough is 

that we may not have a plan and, therefore, may have caused 

the problem we are in."^^ Arts organizations o^ favored 

the planning process: 

Planning in arts organizations became a bit a fad in 
the late 1970s when corporate and governmeni eaders 
recommended that arts managers turn to strat ,ic 
planning. As selling tickets became more di "icult in 
the early 1980's, many organizations abandon i the 
planning process in favor of the eternalj^y p pular 
method known as, "shooting from the hip. ^^ 

Arts organizations began "shooting from the hip" when they 

needed planning the most. In the 1980s, the Reagan 

Administration launched a program designed to decrease 

Federal financial support for the arts. A study of the 

Reagan legacy conducted by the Theatre Communications Group 

in 1989 discovered that: 

Federal arts appropriations have remained virtually flat 
since 1981, rising only 4 percent, while theatre 
operating expenses have increased by 89.7 percent, 
resulting in a shrinking percent of costs by federal 

19 Melillo, Market The Arts, p. 55. 

20lbid. 

21lbid. 
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grant subsidies—from 7 percent of expenses in 1981 to 
4.3 percent in 1988.^2 

Arts organizations have since discovered that "shooting from 

the hip" is not a favorable management style and are again 

in search of a planning process that is advantageous to 

their respective performing art. 

Evolution of Strategic Planning 

Strategic planning slowly began to evolve among 

businesses in the 1950s and 1960s in an effort "to reduce 

the gap that often occurred between the firm's aspirations 

and plans and the extrapolation of existing trends."23 

Corporations discovered that long-range planning techniques 

were not conducive to developing strategy for daily 

operations because "it became evident that forecasting 

existing trends into the future did not produce accurate 

results."24 

One of the pioneers of strategic planning was Harry Igor 

Ansoff of the Harvard Business School. It was his 

contention that a company's overall corporate strategy 

needed to function in a manner similar to accounting and 

production departments.25 Harvard led the way and other 

22Barbara Janowitz Ehrlich, "Theatre Facts 88j" American 
Theatre (April 1989) p. 10. 

23william R. King and David I Cleland, Strategic 
Planning and Management Handbook (New York: Van Nostrand 
Reinhold Company, Inc., 1987), p. 4. 

24lbid. 
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leading business schools soon followed as business men 

realized that everyday decisions could affect long-term 

results. 

Upper-level management realized that they had to analyze 

the relationship between planning and control. 

Traditionally, planning is listed as the initial management 

activity and control as the last. Therefore, top level 

management has often failed in implementing plans because 

they give assignments to middle- or lower-level management 

personnel to fulfill the task designed and planned by upper 

level management. They ask middle- or lower-level 

management personnel to serve as a labor force without 

allowing them any contributions in the creation of the plan. 

Many corporations employed planning specialists. Research 

indicates that the planning specialists and senior 

executives rarely communicated.2" The specialists would 

gather quantitative data, feed the information into 

computers, and rely on computer generated decisions to 

formulate corporate strategy. In effect, because the top-, 

middle-, and lower-level management personnel did not 

communicate during the planning process, they failed to 

improve the quality of the corporation's strategic 

thinking.27 

25»'Management Brief," The Economist (22 July 1989), 
p. 64. 

26ibid. 

2'7ibid. 
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Japanese and American car manufacturers have since 

discovered that the quality of work improves greatly once 

the manufacturers give the labor force an opportunity to 

participate in the planning process. Japanese corporations 

instituted a suggestion plan in the late 1940s. Since then, 

such companies as Toshiba Electric Co., Toyota Motor Co., 

and the Sony Corporation have used this plan in management 

and production. A suggestion plan is a management system 

that makes good use of employees suggestions and rewards 

employees when management uses their particular suggestions. 

Suggestions by Toyota employees "rose from 49,000 in 1970 to 

362,000 in 1975 to 859,000 in 1980."28 The suggestion plan 

has resulted in improved productivity, higher profits, 

increased communication, and small group identity. 

John C. Camillus of the Graduate School of Business at 

the University of Pittsburgh believes: 

The most obvious relationship between planning and 
control is that it is not possible to control 
without having planned. The need to plan prior to 
the exercise of control stems from the fact that 
planning is the means by which objectives and 
courses of action are decided upon in the organization. 
Without these guidelines, it is not possible to 
determine whether an organization or an executive is 
deviating from what is expected.^ 

2SYashurio Monden, Rinya Shibakawa, Satoru Takayanai and 
Teruya Nagao, Innovations In Management; The Japanese 
Corporation (Atlanta: Industrial Engineering and Management 
Press, 1985), p. 70. 

29john C. Camillus, Strategic Planning and Management 
Control (Toronto: D.C. Heath and Company, 1986), p. 15. 
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In essence, Camillus is asserting that a relationship 

between planning and control will determine the 

responsibilities of management. Camillus continues: 

Control is not possible without the benchmarks and 
guideposts that can be provided only by planning. 
Neither is it reasonable to conceive of planning that is 
independent of control. Control insures that the plan 
is reasonable. Also, planning without ensuring that 
implementation is effective and efficient is nothing 
more than an expensive exercise in futility.^^ 

In 1965, Robert Anthony of the Harvard Business School 

suggested that management should separate planning and 

control into three categories consisting of: (1) strategic 

planning (and control), (2) management control, and (3) 

operational control.^^ Anthony believes that: 

. . . planning and control are so closely interlinked in 
organizations as to make their separation meaningless 
and undesirable. . . . It makes much more conceptual and 
practical sense to link together similar and intertwined 
planning and control activities into systems of 
homogeneous characteristics.'^^ 

Planning and control are fundamental to the management 

process and Camillus contends that strategic planning is a 

form of control. 

Managerial discretion at lower levels in the hierarchy 
is circumscribed by the strategic plan. . . . The 
behavior of lower-level managers is affected by the 
nature and extent of their involvement in the strategic 

30 Ibid. 

^^Robert N. Anthony, Planning and Control Systems: A 
Framework for Analysis cited by John C. Camillus, Strategic 
Planning and Management Control (Lexington: Lexington 
Books, 1986), p. 18. 

^2camillus, Strategic Planning and Management Control, 
p. 18. 
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planning exercise. Second, strategic plans are 
converted into reality not only by their influence on 
the management control activity but also the key 
decisions regarding the allocation of resources.^^ 

Most important to Camillus is the importance of the 

strategic issue management system. The strategic issue 

management system is "a flexible system providing quick 

responses to early signals of unexpected and important 

developments. . , ."34 Developing the strategic management 

system helped in the development of strategic plans which 

are flexible yet efficient. 

The strategic issue management system (SIMS) responds in 
a sensitive but powerful fashion to the imperatives of 
the inevitable, unanticipated, and significant changes 
in the environment and in the organization. ^^ Ci • • 

Using such a system inables an organization to adjust 

strategy and increase efficiency by deleting policies and 

procedures rendered obsolete and irrelevant. 

Although strategic planning appeared to solve many 

management problems during its inception, it came under 

scrutiny in the 1970s as businesses became disillusioned: 

"Strategic Plans often got buried in drawers, and key 

decisions were reached outside the formal planning 

process."^^ Organizations based much of the disenchantment 

33ibid., p. 20. 

34ibid. 

35ibid., p. 23. 

^^King and Cleland, Strategic Planning and Management 
Handbook, p. 4. 
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on the non-involvement of personnel on all levels of 

management. 

Strategic planning, as a theory, is still in the process 

of developing. From strategic planning, the field of 

strategic management has emerged with the Harvard Business 

School once again emerging as the leader. Several books 

have been written concerning strategic planning and 

management within the business environment. King and 

Cleland's Strategic Planning and Management Handbook. 

Koteen's Strategic Management in Public and Non-Profit 

Organizations. Strategic Planning and Management Control by 

Camillus, and Anthony's Planning and Control Systems: A 

Framework for Analysis are examples. In addition, 

periodicals such as Association Management. National 

Institute of Business Management, and the Journal of 

Business Ethics consistently publish articles exploring the 

process of strategic planning and management. An 

Association for Strategic Planners also exists. 

In the Basics of Successful Business Planning. William 

Osgood describes strategic planning as: 

. . . the process of making choices between alternatives 
that are available to any business that are mutually 
exclusive. It involves the allocation of scarce 
resources and the strategic coordination of resources 
once utilized. 

37 Osgood, Basics of Successful Planning, p. 31. 
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Richard Weaver, facilitator of the Southwest Theatre 

Association's 1991 Strategic Plan, provides a similar 

definition of strategic planning: 

Strategic planning is a process which validates existing 
plans and procedures, modifies and enhances current 
endeavors, filters out unnecessary and nonproductive 
activities, and identifies new goals, thereby creating a 
dynamic unified plan for the future.^^ 

Essential to the understanding of strategic planning is the 

realization that strategic planning is the planning process 

utilized in short-term decision making on a daily basis. 

Peter Drucker clarifies strategic planning by explaining 

what it is not. 

It is not a box of tricks, a bundle of techniques. . . . 
Strategic planning is not forcasting. . . . Strategic 
planning does not deal with future decisions. It deals 
with the futurity of present decisions. . . . Strategic 
planning is not an attempt to eliminate risk, ^ 

However, one must realize that the creation and 

implementation of a plan, reduces the likelihood of risk and 

failure. Research indicates that strategic planning results 

in a fuller commitment to planning because of the input by 

employees at all levels. It involves: 

(1) Tapping the perceptions of members and leaders of 
the association. (2) Analyzing and interpreting these 
perceptions to discern future needs. (3) Deciding how 
to revise the current plan in line with what has been 
learned from the analysis."*^ 

38 Interview with Dr. Richard Weaver, 12 February 1991. 

^^Peter F. Drucker, Management: Tasks. 
Responsibilities. Practices (New York: Harper and Row, 
1974), pp. 122-124. 
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Involved within the analysis are "line managers" rather than 

the business executive. 

The trend is to cut back on the number of central 
planning staff, have smaller planning staffs report 
directly to operating units, and operate in what is 
considered a support function. ""̂ ^ 

Inherent within this change is the creation of the 

strategic plan and the implementation of specific action 

plans, thus creating the term "strategic management." 

Strategic Management is defined by Godiwalla as: 

. . . the study of how an organization manages itself 
and plans to manage itself in the future so that 
it effectively survives, grows, and profits along 
planned and desirable ways.^2 

The term strategic management makes it clear: "The plan is 

incomplete until carried out and implemented."^^ In 

essence, one may hypothesize that strategic planning is 

simply a theory, something not proven. However, because a 

strategic plan contains "action plans," the essential 

element for implementation is inherent within the strategic 

planning process. 

^^Caroline McNeil, "Responding to the Times," 
Association Management (June 1988), p. 131. 

-̂••Jack Koteen, Strategic Management in Public and Non
profit Organizations (New York: Praeger Publishers, 1989), 
p. 21. 

^2Godiwalla, Strategic Management (New York: Praeger 
Publishers, 1983), p. 4. 

43ibid. 
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Definition of Terms 

Some terms will carry specific meanings within this 

study. An examination of the literature concerning 

management and planning indicate discrepancies among the 

writers concerning the use of some basic terms. Two primary 

terms used throughout the planning process are goal and 

objective. In a sense, the terms goal and objective are 

interchangeable. The Southwest Theatre Association's Policy 

and Procedure Manual interchanges them. Yezdi H. Godiwalla 

in Stategic Management defines goals as:, "the more 

specific, detailed, shorter-term, quantified, and time-

specific intentions of the firm's future perf ormance. ""̂ ^ 

Godiwalla defines objectives as:, "those long-term, 

generally stated, broad intentions about the character and 

performance of the firm as a whole."^^ The Foundation for 

the Extension and Development of the American Professional 

Theatre (FEDAPT) utilize definitions similar to Godiwalla's: 

GOAL—a desired and obtainable result, such as a 
percentage or numerical increase in ticket sales or a 
dollar amount in contributions. One or more goals must 
be achieved to fulfill an objective.^° 

FEDAPT also defines objective and provides clarification of 

the two terms: 

OBJECTIVE--the purpose to be achieved by an activity or 
sequence of related actions. An example of an objective 

^^Ibid., p. xii. 

^^Ibid., p. xiii. 

^^Vogel, No Quick Fix Planning, p. 94. 
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may be, "to bring the organization into a broader 
spectrum of the community." Strategies--activities 
related tothis objective--could include in-school 
programming, after performance discussions, touring to 
suburban communities, etc. . . . GOALS and OBJECTIVES 
are sometimes used as interchangeable terms. FEDAPT 
makes a distinction between these two terms, based on 
the football analogy. The objective is to win the game. 
On the way to the objective, the team must achieve 
several goals. The STRATEGY outlines the approach the 
team expects to use to achieve the goals (short-term 
strategy) or objectives (long-term strategy).^' 

To the contrary, John G. Bollinger in "Strategic Planning in 

an Academic Environment," contends that goals are long-term 

and not quantifiable and objectives are short-term, 

quantifiable and serve toward attaining the goal(s).^° Gary 

D. Williams states in "The Adventures of Successful 

Planning:, "Agreement concerning the definition of terms is 

a perplexing issue in the world of business and planning. 

To begin with, association planning is in a confused 
state. Terms such as goals, mission, objectives, 
purposes, strategic, short-term, long-term, are freely 
interchanged when they mean quite different things.^^ 

For this study, this writer will use the definitions 

incorporated by the Southwest Theatre Association and Dr. 

Richard Weaver, the Southwest Theatre Association 

facilitator of the December 28-30, 1990 Strategic Planning 

Retreat. 

47 Ibid., p. 95. 

"^^John G. Bollinger, "Strategic Planning in an Academic 
Environment" Engineering Education (January/February 1990), 
p. 21. 

^^Gary D. Williams, "The Adventures of Successful 
Planning" Association Management (August 1989), p. 95. 
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A goal is a long-term, generally stated, broad intention 

of the organization. For example, to provide a system of 

networking for resource sharing and career opportunities 

could be considered a goal. A goal is non-quantifiable and 

simply states what an organization would like to do or 

accomplish. In essence, a goal does not contain an action 

verb. 

An objective is a specific statement of purpose 

indicating how the organization will attempt to attain a 

particular goal. An objective is the more specific, 

detailed, shorter-term, quantifiable, and time-specific 

intention of the organization utilizing an action verb 

within the statement (i.e., the Southwest Theatre 

Association will establish a placement service). The goal 

establishes what the organization would like to do and the 

objective is the more specific statement stating how the 

goal will ideally be realized. 

A strategy is the "effort undertaken to achieve an 

objective."5^ The strategy chosen determines how the 

organization will use its resources to pursue the stated 

objective. A procedure is a specific method or technique 

for implementing an action. A procedure would state, in 

chronological order, the necessary actions required to 

realize the objective. The procedure answers (1) who will 

carry out the action, (2) what specific action must be done 

50 Vogel, No Quick Fix Planning, p. 95. 
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and in what order, (3) when to implement the action, (4) 

where to implement the action, and (5) why such actions are 

necessary to realize the objective. 

A Mission Statement "describes the basic activity or 

purpose of the organization, to include the image the 

organization wishes to project within the industry and 

professional community."^^ The Foundation for the Extension 

and Development of the American Professional Theatre uses 

the term Strategic Planning, "to identify the process of 

planning strategy--of determining the step by step 

procedure" to accomplish an objective.^2 

Organization of the Study 

This study is divided into five chapters. Chapter I, 

the Introduction, establishes and identifies the problem. 

It outlines the purpose of the study, the methodology 

incorporated within the study, and key definitions used 

throughout the dissertation. In addition. Chapter I 

contains a review of the literature on strategic planning 

and develops a rational for planning. Chapter I concludes 

with the organization of the dissertation. 

Chapter II focuses on the strategic planning process and 

compiles the traditional components of strategic planning. 

Chapter II outlines and further defines beliefs, mission 

Sllbid. 

52ibid. 
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statements, parameters, internal and external analyses, 

objectives, strategies, and action plans. The chapter 

focuses on the role of the strategic planning facilitator, 

including his responsibilities concerning the planning of a 

strategic planning retreat, his role as mediator throughout 

the retreat, and managing after-retreat activities leading 

to the final plan. 

Chapter III includes a distilled theory of planning. 

The theory is integrative as it consists of elements 

inherent within the traditional planning process. However, 

it is innovative because the Southwest Theatre Association 

and comparable arts organizations may consider these new 

ideas and concepts. Chapter III includes a discussion on 

the challenges facing the strategic planning leader, 

including choice of leadership style. Chapter III also 

includes a strategic plan developed by this author to be 

utilized by arts organizations. Chapter IV focuses upon 

understanding the communication process between 

administrator and artist. This chapter includes a brief 

examination of right-left brain thinking. 

Chapter V begins with a brief history of planning within 

the Southwest Theatre Association and chronicles the 

development of the SWTA 1991 Strategic Plan. It discusses 

the organization and activities of the retreat, the 

development of the strategic plan, the actions taken by the 

Executive Committee, and specific elements of the strategic 
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plan approved by the Executive Committee. Chapter V 

concludes with recommendations of by-law changes. The 

recommendations are a direct result of the SWTA 1991 

Strategic Plan. Appendix A includes the workbook utilized 

by the SWTA Strategic Planning team at the December 1990 

Strategic Planning Retreat. Appendix B is the revised 1991, 

SWTA Strategic Plan adopted on January 12, 1991 by the 

Executive Committee. 



CHAPTER II 

THE STRATEGIC PLANNING PROCESS 

The Development of a Strategic Plan 

The process of strategic planning should be a simple, 

rational, creative process. Strategic Planning can aid an 

organization in defining where it wants to go in the future 

and how it will get there. Misunderstood, strategic 

planning can become a very difficult process. The following 

discussion provides an understanding where strategic 

planning fits into the overall planning process and when an 

organization should engage in the process of strategic 

planning. 

Before developing a strategic plan (which focuses on 

implementation), an organization should develop a plan. The 

Foundation for the Extension and Development of the American 

Professional Theatre (FEDAPT), suggests that the initial 

planning process (which focuses on the creation of a plan), 

observe the following fourteen steps: 

(1 

(2 

(3 

(4 

(5 

(6 

(7 

Decide Where The Buck Stops 

Create A Statement Of Purpose 

Program Development and Support Chart 

Dream A Bit 

Share The Dream 

What Are The Price Tags? What Can Be Earned? 

Shake Down The Budget 

26 
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(8) Set Parameters 

(9) Develop Options (Best To Worst) 

(10) Committee Review 

(11) Full Board Review And Consensus 

(12) The Redraft 

(13) Vote On The Plan 

(14) The Care And Feeding Of The Plan^^ 

FEDAPT's planning process focuses on the creation of a plan. 

In the initial planning process, it is vital that the arts 

organization's planning "be done from an artistic $ 

programmatic point of view keyed toward the best 

implementation of the organization's reason for existence--

its purpose."^^ The arts organization is allowed to dream 

in the initial planning process. It is not necessary to 

discuss details of financial resources. "Perceptions of 

cost should not inhibit the board from determining if they 

believe in what the artistic and management leadership is 

presenting to them from an artistic point of view. . . ."55 

Strategic planning is an active process and follows the 

initial planning process. Frederic B. Vogel, Executive 

Director of the Foundation for the Extension and Development 

53Frederic B. Vogel, No Quick Fix Planning (New York: 
FEDAPT, 1985), pp. 22-30. 

54ibid., p. 22. 

55ibid., p. 26. 
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of the American Professional Theatre (FEDAPT) elaborates on 

the role of the strategic plan within the planning process: 

Strategic planning focuses on how to implement 
programming, rather than on the creation and the 
content of the programs. Such an approach tends 
to result in planning being done in terms of what 
seems to be fiscally possible, in the light of the 
then-known resources or competition, rather than 
in terms of what the artistic leadership recommends 
doing to implement the organization's artistic purpose. 
Elements of strategic planning make sense later in the 
planning process, but if it is used as an approach to 
planning, it is almost sure to result in a great sense 
of frustration on the part of the artistic leadership^^^ 

Gerald Edgley, manager of strategic planning development at 

the Edison Electric Institute, Washington, D.C. defines the 

process of strategic planning: 

Strategic planning defines a vision of where an 
association wants to be in the future and uses that 
vision to guide daily decision making. The process 
integrates decision making and the actions of the 
organization with the aid of a strategic plan. The 
strategic plan functions as a compass pointing toward 
members' needs and draws human energy and capital 
together to achieve the association's mission.^' 

Components of Strategic Planning 

John Haslow in "Planning For Survival . . . And Success" 

contends that a step by step process is necessary to engage 

in strategic planning. This process includes: 

(1) situation analysis/research 

(2) goal setting 

56 Ibid., p. 22. 

5'^Gerald Edgley, "Strategic Planning," Association 
Management (March 1990), p. 77 
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(3) program planning 

(4) implementation 

(5) evaluation 

Each step is essential to the success of an organization 

involved in the process of strategic planning. The 

components Haslow suggests are inherent within traditional 

strategic planning processes. Gerald Edgley suggests 

necessary components of the strategic plan include: 

(1) Assumptions forming the basis of the plan. 

(2) Indentification of internal strengths and 
weaknesses. 

(3) Identification of external opportunities and 
threats. 

(4) A mission statement. 

(5) Goals. 

(6) Strategies. 

(7) A list of priority programj 
implement the strategies.^* 

and activities to 
ipli 

K. J. Radford's list of basic strategic planning components 

include: 

(1) Formulation of the economic mission: setting 
performance objectives on the type of activities 
engaged in the organization, 

(2) Determination of the competitive strategy: 
finding the right product-market-sales approach 
combination for effective accomplishment of the 
economic mission, 

(3) Specification of a program of action: search for 
effective means of implementing for competitive 
strategy. 

58 Ibid., p. 78. 
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(4) Reappraisal of activities and results: the need 
for continuous review of the plan in light of 
events and accomplishments, and 

(5) Feedback and modification of current 
strategies.^9 

Y.N. Chang and Filemon Campo-Flores list their essential 

components of strategic planning in Business Policy and 

Strategy as: 

(1) Environmental analysis (includes economic, 
sociopolitical, industrial, and technological), 

(2) Internal assessment of past and present, 

(3) Objective setting, 

(4) Strategic guidelines (alternatives, approaches, 
constraints) and situation studies (functional, 
special), 

(5) The strategic plan. ̂ ^ 

The components of a strategic plan may differ from 

organization to organization. "Strategic plans tend to vary 

in purpose, scope, and content, particularly in the business 

and industrial sector."°^ However, an examination of 

nonprofit organizations by Jack Koteen reveals a commonality 

of plan components: 

(1) Statement of mission, basic purpose, or 
organizational aims, 

(2) Statement of philosophy and values. 

59 Godiwalla, Strategic Management, p. 189. 

^^Y.N. Chang and Filemon Campo-Flores, Business Policy 
And Strategy (Santa Monica: Goodyear Publishing Company, 
Inc., 1980), p. 62. 

^^Koteen, Strategic Management in Public and Nonprofit 
Organizations, p. 117. 
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(3) Strategic directions/goals, 

(4) Description of possible outcome, 

(5) Trends, 

(6) New Strategic initiatives, 

(7) Provision for implementation, such as: 

Program/project changes or design. 

Multi-year budget requirements. 

Designation of responsible officials. 

Action plans. 62 

With the exception of "Multi-year budget requirements," the 

common strategic planning components Koteen discovered are a 

part of the 1991 SWTA Strategic Plan. Dr. Richard Weaver, 

Professor of Theatre Management at Texas Tech University, 

and facilitator of the SWTA Strategic Plan provides a more 

detailed list of essential strategic planning components. 

(1) Beliefs: 

(2) Mission: 

(3) Parameters: 

(4) Internal Analysis 

A statement of the 
organization's fundamental 
convictions, its values, its 
character. 

A broad statement of the 
unique purpose for which the 
organization exists and the 
specific function it 
performs. 

A statement of the limits 
within which the organization 
will accomplish its mission. 

Strengths of the 
organization. 
Characteristics which 
contribute to the ability of 

62 Ibid. 
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(5) Internal Analysis: 

(6) External Analysis: 

(7) Competition: 

(8) Critical Issues: 

(9) Objectives: 

(10) Strategies: 

(11) Action Plans: 

the organization to achieve 
its mission. 

Weaknesses of the 
organization. 
Characteristics that limit 
the ability of the 
organization to achieve its 
mission. 

An examination of those 
forces over which the 
organization has little or no 
control, 

Analysis of any entity that 
successfully attempts to fill 
the same need as the 
organization. 

An examination of threats and 
opportunities for the 
organization. 

An expression of the desired, 
measurable end results for 
the organization. 

The broadly stated means of 
deploying resources to 
achieve the organization's 
objectives. 

The explicit portion of a 
given strategy that outlines 
the tasks required to 
implement that 
program, the person 
responsible for each task, 
the due date for the 
completion of the task, and 
an analysis of the benefits 
and costs for the specific ana costs lor 
action plan."3 

Components may be added, deleted, or rearranged to benefit 

the structure or nature of an organization. Essential to 

^^Richard A. Weaver, Southwest Theatre Association 
Strategic Planning Retreat (December 1990), p. 16. 
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any strategic plan, however, is the recognition on the part 

of the organization that they need a plan. Robert W. 

Crawford, former chair of the Theatre Advisory Panel of the 

National Endowment for the Arts and freelance consultant 

suggests: 

A formal decision is made by the board, in conjunction 
with the staff, that a plan should be made, when it 
should start, and how many years it will cover. . . . If 
there is a reluctance . . . it probably would be helpful 
to have a special work session, or retreat, to bring the 
organization into focus through the process of self 
assessment."^ 

After determining the need for a plan, the organization 

should engage the services of a strategic planning 

facilitator. 

The Strategic Planning Facilitator 

The facilitator is a champion. A champion is someone 

who believes in an idea and acts as a mentor or coach. The 

champion may be a board member or respected staff member. 

Most important in this procedure is to engage the talents of 

a champion who understands the strategic planning process 

and the organization about to engage in strategic planning. 

The strategic planning facilitator serves as the mediator at 

a retreat. His responsibilities may include: 

(1) interviewing all participants before the retreat 
to determine the objectives, agenda, and issues, 

^^Frederic B. Vogel, ed. No Quick Fix Planning (New 
York: FEDAPT, 1985), p. 23. 
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(2) developing a tentative array of facilitative 

approaches and deciding at what stages to employ 
them, 

(3) assisting the group in setting ground rules at 
the retreat, 

(4) helping the group gain consensus, 

(5) managing after-retreat activities leading to the 
final plan.65 

FEDAPT suggests the use of two consultants: the interviewer 

and the strategic planning facilitator. The interviewer 

should gather background information. He should have 

experience in and possess knowledge of the artistic 

discipline involved. FEDAPT suggests a facilitator who is 

"conversant with the nature and dynamics of not-for-profit 

boards and organizations, as well as being perceptive of 

general group dynamics.""° 

The Strategic Planning Retreat 

Four primary components of the retreat process are: 

"research, interviews, the retreat itself, and the written 

follow-up report or planning outline.""' The organization 

should provide the interviewer and the facilitator with a 

copy of the original Articles of Incorporation and 

amendments. They should also provide audits for the last 

^^Gerald Edgley, "Strategic Planning," Association 
Management (March 1990), p. 78. 

^^Vogel, No Quick Fix Planning, p. 84. 

6'̂ Ibid. 
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two years and other financial information concerning the 

organization, a list of board members and their 

qualifications, and an organizational chart listing job 

descriptions and responsibilities.^^ 

The organization should hold a retreat at a conference 

center or hotel with comfortable accommodations for business 

and recreational application. Edgley emphasizes the 

importance of the retreat: 

A retreat is important because of the group process and 
planning perspectives it affords. Through group process 
and shared experiences, participants gain a common 
understanding of the association's accomplishments, as 
well as team strengths and functions--essential elements 
in developing, implementing, and managing the strategic 
program.^^ 

There are no rules concerning who should participate in the 

retreat. However, personnel from all levels of management 

in the organization should participate to insure that short-

term strategies or objectives are conducive to the long-term 

goals of the organization. 

The personnel involved in the retreat will begin with an 

orientation session monitored by the strategic planning 

facilitator. We will consider this orientation session as 

the interview. The orientation will establish or clarify 

the purpose and objectives of the retreat, rational for 

planning, philosophy of planning, and the planning 

procedure. Most important to the orientation session is the 

S^ibid. 

69lbid. 
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establishing of ground rules when parameters for discussion 

and participation are introduced. 

The planning session will then move forward to a session 

designed to examine the analytical information (internal 

analysis, competition, external analysis, and critical 

issues). This analysis requires honesty, tact, and candid 

self-evaluation. However, it is necessary. "The premise is 

that you cannot decide where you want to be, or how to get 

there, until you know exactly where you are and where others 

are."70 

After the group gathers the analytical information, it 

can formulate the strategic plan following a similar 

procedure to those suggested by Edgley and Weaver. Various 

strategic planning models can be followed depending on the 

particular size, structure, and needs of the organization. 

The length of the retreat varies. However, most 

associations holding a retreat for the first time, limit the 

retreat to two or three days. 

The Followup 

Following the retreat, the organization must insure the 

budget can support the strategic plan, only then can the 

organization implement the action plans. In addition, 

Edgley suggests a communication program. This would include 

70john C. Bolinger, "Strategic Planning in an Academic 
Environment," Engineering Education (January/February 1990), 
p. 19. 
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a newsletter, magazine, special letters to members and 

staff, updates, and briefings. These communications would 

benefit those involved in the strategic plan. Such 

communications would update the progress of the strategic 

plan to the strategic planning team. The communication 

program would reinforce the importance of the participants 

role in accomplishing the various tasks inherent within the 

strategic plan. Finally, Edgley, in his article entitled, 

"Strategic Planning," notes his rubies for success: 

Keep both the process and the products simple. Ensure 
the strategic plan meets members' needs. Find and keep 
a champion. Involve those who will implement the plan. 
Don't spread the association's resources too thin. 
Thoroughly communicate the results of the planning 
process to members and employees. Tailor actions to the 
culture of the association. Be willing to change the 
program and products as the strategic planning process 
matures. Most importantly, listen, be open minded, and 
apply what you hear to the planning process. '•'̂  

Benefits of Strategic Planning ^ v̂  , ̂  

A properly implemented strategic plan will increase 

commitment, morale, communication and efficiency throughout 

an organization. 

Everybody knows the work of the whole, its overall 
expected result and outcome, and accepts 
responsibility for it. . . . Assuming responsi
bility for the total outcome and feeling a share in 
its success creates greater commitment, pride, and 
a disposition to work well with others.'2 

^^Gerald Edgley, "Strategic Planning," Association 
Management (March 1990), p. 80. 
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Philip Kuehl, the 1988 strategic planning facilitator for 

the American Society of Association Executives (ASAE) 

believes organizations benefit from the process of strategic 

planning because the opportunity to balance input from all 

levels of the organization are inherent within the strategic 

planning process. 

It gives both volunteer leaders and staff a forum 
to create a better partnership. Input from both 
can be sought and brought into an appropriate 
context for decision making. I think a good plan 
is one that is neither staff driven nor leader 
driven but instead reflects a balanced perspective 
between the two.'3 

Caroline McNeil concurs with Kuehl in an additional benefit 

of strategic planning. McNeil notes the relationship of 

strategic planning to budgeting: "A strategic plan results 

in a fuller commitment to planning, and that fuller 

commitment to planning can drive the budget, as opposed to 

the budget driving the plan."74 

An implemented strategic plan will achieve specific 

results and guide the organization toward specific goals. 

The organization may then evaluate the data so they may 

suggest and act upon new strategies, resulting in the 

organization's continued growth and stability. 

'2jaek Koteen, Strategic Management in Public and 
Nonprofit Organizations (New York: Praeger Publishers, 
1989), p. 193. 

73caroline McNeil, "Responding to the Times," 
Association Management (June 1988), p.132. 

74ibid. 
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Strategic planning permits organizations to react 
quickly in a dynamic environment, to explore more 
alternatives, and to develop new techniques. Strategic 
planning is a key to survival, profits, improved 
decision making, and avoiding mistakes.^5 

Other benefits of strategic planning result from the 

internal and external analysis. Analyzing the results of 

the internal and external analysis will force the program 

leaders to examine the environment in which the organization 

exists in a realistic manner. John G. Bollinger, Dean of 

Engineering at the University of Wisconsin-Madison notes: 

Sharing solutions leads to a more consistent 
organization. In developing goals and strategies, an 
organization becomes dynamic, driving change rather than 
always responding to crises.'" 

Strategic planning also provides upper management and lower 

level managers a concrete means of evaluating the 

performance of personnel and particular departments. 

Problems of Strategic Planning 

Strategic planning can also be a very complex process 

with various models incorporating graphs, charts, and terms 

such as SPS (Strategic Planning System), MCS (Management 

Control System), and MIS (Management Information System). 

These may prove confusing or intimidating to the strategic 

planning novice. The democratic and collaborative strategic 

^^Yesdi H. Godiwalla, Strategic Management (New Yoi-k: 
Praeger Publishers, 1983), p. 188. 

76john G. Bollinger, "Strategic Planning in an Academic 
Environment," Engineering Education (January/February 1990), 
p. 22. 
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planning team possesses strengths yet also contains 

weaknesses, particularly in a large organization. The team 

effort towards strategic planning requires a team leader 

with extensive organizational and managerial abilities. A 

team demands constant attention and the team leader must 

insure that the following communication process takes place: 

. . . defining and clarifying relationships among 
peoples on the team . . . assigning members to jobs 
and clarifying what the job entails . . . communicating 
to ensure that personnel understand their role and job, 
and carry it out well.'' 

Jack Koteen in Strategic Management in Public and Nonprofit 

Organizations clarifies why team oriented structures have a 

tendency to fail. 

Primarily, teams are disappointments because they 
do not impose the self-discipline required to compensate 
for the flexibility and freedom characteristic of 
carrying out a team task. 

Drucker notes that a teams greatest limitation is its size 

and notes that teams work best with a few members. Once 

again, teams with many members must possess a leader with 

strong leadership, organizational, managerial, and 

communicative skills. 

Although an increase in communication may be a primary 

objective of strategic planning, it may also be counter

productive to the objective of the executive. He may 

maintain a power base due to access to information that is 

^^Koteen, Strategic Management in Public and Nonprofit 
Organizations, p. 193. 

78 Ibid., p. 194. 
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not available to others. An additional obstacle in the 

strategic planning process may involve the upper-level 

manager who often is uneasy about the planning input of 

lower level managers. Being responsible for the plan, the 

upper level manager may also perceive a lack of control over 

"operational and administrative challenges that need to be 

considered part of the plan."79 Inhibiting the planning 

process further is the realization concerning the 

overwhelming number of decisions a manager must make on a 

daily basis. The process of identifying additional 

weaknesses for which the manager may ultimately be 

accountable, is another justification for avoiding strategic 

planning. 

Another obstacle affecting the strategic planning 

process comes from members of a group who assume a plan is 

being considered because the organization is faltering. 

However, strategic planning concerns itself with the daily 

operation of the organization and an organization should 

review the plan annually regardless of the success or 

impending failure of the organization. The review of a plan 

is simply an evaluation. It does not imply that an 

organization should develop a new strategic plan on an 

annual basis. Although short-term in nature, the 

^^Gerald Edgley, "Strategic Planning," Association 
Management (March 1990), p. 78. 
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implementation of a strategic plan will directly affect the 

long-term prosperity of the organization.^^ 

Summary 

Planning is essential in the arts organization. 

Although the performing arts organization is a business, it 

is unique in its needs. The arts administrator must 

"coordinate and balance perceptively the needs of the artist 

he serves and the commercial world in which the institution 

that supports the art exits."^^ 

Many feel that the process of strategic planning may 

provide a feasible framework which will benefit the arts 

organization and increase its chances of survival and 

growth. However, the question remains whether the logic and 

structure of strategic planning can coexist within the world 

of the performing arts? 

^^Leila J. Gainer, "Making the Competitive Connection," 
Training and Development Journal (September 1989), p. 6. 

^^Joseph V. Melillo, ed., Market The Arts (New York: 
FEDAPT, 1983), p. 23. 



CHAPTER III 

STRATEGIC PLANNING FOR THE ARTS 

Every organization, regardless of its size or mission, 

faces the challenge of seeing each step of a plan 

implemented. Too often a well designed plan gathers dust on 

the shelf and is never implemented. Organizations encounter 

less difficulty in designing a workable plan than they do in 

the implementation of the plan. Without implementation, a 

plan is simply a good idea. The strategic plan suggested in 

this chapter cannot guarantee success. However, strategic 

planning can increase the probability of organizational 

survival and decrease the probability of failure. The focus 

of this strategic plan is on implementation. The 

implementation of a well designed plan can improve the 

probability of success of an organization. 

A Strategic Plan For the Arts Organization 

The strategic plan outlined in this chapter focuses on 

the arts organization. Simplistic in form, it intends to: 

(1) set the strategic planning novice at ease, (2) aid the 

organization in designing a strategic plan, and (3) increase 

communication between administrator and artist in the 

development and realization of the plan. Discussed in the 

first section are the challenges of the strategic planning 

leader, including choice of leadership style. Section two 

43 
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outlines the basic components of the strategic planning 

process. 

Section One: 
Leadership Style 

Most people acknowledge that the chances of a successful 

strategic plan increase with the accurate analysis of 

appropriate data and a well designed plan. However, the 

success of implementing a strategic plan depends on people. 

Without cooperation and commitment at all levels of an 

organization, the probability of success will decrease. 

Proper communication is essential. The person or persons in 

charge of organizing and preparing a strategic plan must 

understand ways to gain the trust and respect of the 

strategic planning team. They must be able to use time and 

personnel efficiently. They must also be able to inspire 

and to lead. 

Buchholz and Roth cite a description of leadership 

written in the Sixth Century B.C. by Lao-Tzu in Creating The 

High-Performance Team. The description is an excellent 

example of a leader with superior leadership, management, 

and people skills: 

The superior leader gets things done 
With very little motion. 
He imparts instruction not through many words 
But through a few deeds. 
He keeps informed about everything 
But interferes hardly at all. 
He is a catalyst. 
And although things wouldn't get done as well 
If he weren't there, 
When they succeed he takes no credit. 
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And because he takes no credit 
Credit never leaves him.^2 

The successful leader will rally a team to support its 

mission and attain the objectives set forth by the team. 

Whether it be sports, politics, the military, or the fine 

arts, planning leaders are essential. The challenge for the 

leader of the strategic planning team is to create an 

atmosphere that will generate synergism. 

Synergism is the simultaneous actions of separate 
entities which together have a greater total effect than 
the sum of their individual effects . . . synergism is 
focusing a group's efforts so that 2 + 2 = 5.^^ 

Charles Garfield, from his best seller, Peak Performers: 

The New Heroes of American Business describes an experience 

as a member of the Grumman Aerospace team: 

Something extraordinary began to happen as the work 
got under way. Thousands of ordinary men and women who 
had been competent workers--project managers, 
secretaries, technicians--suddenly became super-
achievers, doing the best work of their lives. Within 
18 months, our section moved its performance rating from 
the bottom 50 percent to the top 15 percent. "Want to 
know why we're doing so well?" our manager asked me. He 
pointed to the pale moon barely visible in the eastern 
sky. "People have been dreaming about going there for 
thousands of years. And we're going to do it."°^ 

The Grumman Aerospace team believed in the goals and 

objectives of the organization and they accomplished as a 

team what none could do as an individual. The Grumman 

82steve Buchholz and Thomas Roth, Creating the High 
Performance Team (New York: John Wiley & Sons, Inc., 1987), 
p. 20. 

8^Ibid., p. 2. 

^'^Ibid., p. 1. 
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Aerospace team took a dream and made it a reality. It is an 

excellent example of synergism. 

The initial responsibility to create such a synergistic 

atmosphere falls upon the leader. The leader must carefully 

choose a leadership style that will encourage collaboration. 

To create a high-performance team and encourage 

collaboration, the Wilson Learning Corporation notes the 

differences between the authoritative leader and the 

participative leader: 

AUTHORITATIVE LEADER 

MANDATE (TELL) 

COMPLIANCE (HAVE TO) 

TIME 

PRODUCE 

PARTICIPATIVE LEADER 

INFLUENCE (TELL & ASK) 

COMMITMENT (WANT TO) 

TIME AND ENERGY 

PRODUCE AND PERFORM 

Communication is down
ward; little upward 
communication 

Position power 

Tell oriented 

People do things because 
they "have to" 

People put in their time 

Energy decreases 

People produce to standard 

Greater upward and 
lateral communication 

Personal Power 

Tell and ask oriented 

People do things because 
they "want to" 

People put in their time 
and their energy 

People perform more than 
"just the expected" 

85 

85 Ibid., p. 25. 
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Although there are times when authoritative leadership is 

needed (an employee is injured or a fire alarm goes off 

during a performance), a participative leadership style is 

more effective in the strategic planning session. The 

participative leader will enhance creativity and increase 

the probability of creating a synergistic atmosphere. The 

most efficient leaders do not care about power, control, 

money, or the need to be served. However, leaders 

ultimately attain power, control, and are served by 

empowering others. Bennis and Nanus suggest in Leaders: The 

Strategies for Taking Charge that: 

. . . leadership is not so much the exercise of power 
itself as the empowerment of others. Leaders are 
able to translate intentions into reality by aligning 
the energies of the organization behind an attractive 
goal. . . . These leaders lead by pulling rather than 
by pushing, by inspiring rather than by ordering; by 
creating achievable, though challenging, expectations 
and rewarding progress toward them rather than by 
manipulating; by enabling people to use their own 
initiative and experiences rather than by denying or 
constraining their experiences and actions.°° 

Good leaders care about people. Respect for people and 

their training, talent, ideas, and time is the first step 

towards a successful collaborative venture. It is also the 

first step of ensuring a team's growth from dependence to 

independence to interdependence. 

The dependent employee is often told what to do by the 

manager. The manager may give specific directions, set 

^^Warren Bennis and Burt Nanus, Leader: The Strategies 
for Taking Charge (New York: Harper and Row Publishers, 
1985), p. 80. 
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small, immediate goals, and provide constant feedback. At 

the independent stage, employees begin to think for 

themselves. The independent employee desires responsiblity. 

The manager allows more freedom and input and engages in 

mutual goal setting.°' The interdependent employee becomes 

a collaborator: 

An employee at this stage of growth can be described 
as cooperating, caring for, assisting, supporting, and 
uniting. . . . Interdependence is a way to relate to 
each other that recognizes and uses each member's 
strengths and weaknesses. . . . A unique benefit of 
creating interdependence is the sense of community 
thatdevelops between members of the work unit. This 
creates an atmosphere that is not only productive, but 
also humanly satisfying.°° 

The leader of the strategic planning team who surrounds 

himself with interdependent teammates will not have to worry 

about being a heroic manager. Bradford and Cohen provide a 

description of the heroic manager in Managing for Excellence 

and the results of such a management style: 

Feeling responsible, they take over and go into high 
gear to collect data, marshall resources, and get the 
problem solved. They believe they have to know all the 
answers and can't be caught without a solution. . . . 
Heroic leadership fails to make full use of the 
knowledge and competencies for which their subordinates 
were hired. When subordinates are managed by someone 
who feels responsible for and in charge of, everything, 
they feel deprived of important job challenges. In 
addition, they perceive that such management neither 
produces quality decisions nor adequate coordination.°9 

^^Buchholz and Roth, Creating the High Performance 
Team, pp- 23. 

88 Ibid., pp. 23, 24. 
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In recent years, a post-heroic leader has replaced the 

heroic manager style of leadership or management. Buchholtz 

and Roth describe the difference between heroic management 

and post-heroic leadership: 

(1) The heroic manager feels personally responsible 
for the success of the department; the post-
heroic leader helps members increase their sense 
of responsibility of managing a department. 

(2) The heroic manager tries personally to figure out 
solutions to problems and sell them to 
subordinates; the post-heroic leader facilitates 
the subordinates to be more skilled in and 
committed to solving core department problems. 

(3) The heroic manager tries personally to control 
what goes on; the post-heroic leader builds 
control into the system by facilitating peers in 
feeling responsible for control and coordination. 

(4) The heroic manager finds satisfaction in solving 
touchy problems; the post-heroic leader finds 
satisfaction in seeing individuals and the team 
succeeding and developing as a high-performing 
department. 

If questioned, many employees would state that their manager 

is a heroic manager. Various actions perpetuate such an 

evaluation: withholding the purpose of a task, directing 

all questions to the manager, insisting that the manager 

approve everything. 

The heroic manager is an example of the authoritative 

leader. The heroic manager may use what Douglas McGregor 

titles the Theory X style of management. Theory X assumes 

that the average person dislikes work, has to be forced or 

^^David L. Bradford and Allan R. Cohen, Managing For 
Excellence (New York: John Wiley & Sons, Inc., 1984), p. 
29. 

^^Buchholz and Roth, Creating the High Performance Team, 
p. 38. 
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threatened to accomplish organization goals, is passive, and 

prefers to be directed. McGregor's Theory Y has a "greater 

decentalization of authority, less reliance on coercion and 

control, a democratic leadership style, and more 

participation in the decision process. "̂•'̂  Theory Y 

incorporates a more relaxed management style and equates to 

the participative leader. A Theory Y style of management 

would yield more positive results in the strategic planning 

process. However, the participative or Theory Y leader 

needs to be acutely aware of each team members 

responsibility throughout the strategic planning process. A 

strategic plan, when properly lead, prepared, designed, and 

implemented, will prevent the following scenario: 

Once upon a time there was a work unit with four 
members named Everybody, Somebody, Anybody, and 
Nobody. There was an important job to be done, 
and Everybody was sure that Somebody would do it. 
Anybody could have done it, but Nobody did it. 
Somebody got angry about that because it was Everybody's 
job. Everybody thought Anybody could do it, but Nobody 
realized that Everybody wouldn't do it. It ended up 
that Everybody blamed Somebody when Nobody did what 
Anybody could have done. 

Although a participative style of leadership is highly 

recommended, a certain amount guidance is a necessity. In 

many respects, the film producer and the leader of a 

strategic planning session have similar responsibilities. 

^^Robert M. Fuller, The New Management (New York: 
Macmillan Publishing Company, 1988), p. 126. 

92Buchholz and Roth, Creating the High Performance Team, 
p. 39. 
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Kathleen Kennedy, producer or executive producer of E.T., 

Back To The Future. The Color Purple, and many more films, 

is relied upon by producer/director Steven Spielberg "to get 

things done. And that is basically what a producer does."^^ 

The producer focuses on the implementation of plans. 

Kennedy points out the reason a producer (or a strategic 

planning leader) should exercise a certain amount of control 

or guidance: 

One very important aspect of producing is always staying 
on the case. I used to take common sense for granted 
until I finally realized that there are a lot of people 
who don't have common sense. Once you come to that 
realization, you stop assuming things. . . . That's why 
in the key categories of filmmaking, you need to 
absolutely rely on good people . . . one of the most 
important functions a producer can provide is coming up 
with alternatives, not just describing what is wrong.^^ 

The strategic planning leader should keep the planning team 

focused. The team cannot be allowed to discuss matters not 

connected to the the present subject. The strategic 

planning leader must guide the team throughout the strategic 

planning process. 

Section Two 
The Strategic Planning Process 

The four-step process described below presents the 

planning process in a simplistic, rational manner. The 

^^Alexandra Brouwer and Thomas Lee Wright, Working In 
Hollywood (New York: Crown Publishers, Inc., 1990), p. 15. 

94 Ibid., pp. 19, 20. 
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process includes: (1) organizing and preparing for the 

strategic planning process, (2) an internal and external 

assessment of the organization, its competition, and other 

critical issues, (3) the design of the strategic plan, and 

(4) the implementation of the strategic plan. 

Step One--0rganization and Preparation 
of the Strategic Plan 

Chapter Two discussed the need for a strategic planning 

facilitator. If a facilitator is available to organize and 

lead a strategic planning session, the organization should 

utilize his skill and talent. However, a small non-profit 

organization can conduct a strategic planning session 

without such a person. This strategic plan is designed for 

such an organization and for the strategic planning novice. 

A little preparation and planning will provide the 

confidence to lead the strategic planning team and gain 

their trust. The leader should be a respected member of the 

staff. A staff facilitator must, however, remember to be an 

unbiased observer who is simply leading the team through the 

strategic planning process. 

The Retreat 

To organize properly and prepare for a strategic 

planning retreat, the leader must gather the following 

information: (1) the date(s) of the strategic planning 

retreat, (2) the location of the retreat, (3) the personnel 
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who will be attending the retreat, and (4) organizational 

information pertinent to the strategic planning process. 

Setting a date for the retreat that is conducive to 

everyone's schedule is ideal. Generally, this is possible 

if the organization gives the personnel involved sufficient 

notice. A one to two-month notice will give the personnel 

time to add the event to their calendars or adjust their 

calendars. Asking someone to adjust their calendar with 

less than one weeks notice may create a negative reaction to 

the project and the leader. Traditionally, the strategic 

planning retreat is scheduled for a weekend. The retreat 

normally begins on a Friday evening and ends early Sunday 

afternoon or evening. The rational for holding a retreat on 

a weekend is that a retreat held during a regular work week 

may be a distraction. Members of the team may worry about 

what is happening back at the office or the session may 

experience interruptions from phone calls from the office. 

The corporate world often has a Monday-Friday work week. 

Therefore, a weekend retreat fits into the schedule of a 

corporate manager much easier than it does for the managing 

or artistic director of an arts organization. 

In the world of fine arts, weekends are often filled 

with performances (play, symphony, ballet, etc.). A weekend 

retreat is not conducive to the production schedules of an 

arts organization. Recreation time for members of arts 

organizations is limited. Therefore, it is not recommended 
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to schedule a retreat on an employee's day off. To schedule 

a strategic planning retreat, the organization should 

consult its Program Development and Support Chart as 

suggested by FEDAPT. The chart will most likely reveal an 

appropriate time for the organization to meet during the 

week and during normal work hours which will not interfere 

with scheduled performances. Holding only morning and 

afternoon work sessions will give members of the strategic 

planning team the opportunity to think about the retreat and 

issues which have been or will be discussed in the evening. 

In the excitement of a moment, opportunities and obstacles 

are often not thought of that may affect the design and 

implementation of the strategic plan. An opportunity should 

be given at the beginning of each morning session to note 

potential opportunities or obstacles. The length of the 

retreat should be three-five days depending on the 

complexity of the initial plan or the strategic plan. This 

will allow time for the full development of objectives, 

strategies, and action plans. The morning session should be 

9:00 A.M.-12:00 P.M. with a lunch break from 12:00 P.M.-1:00 

P.M. The afternoon session is suggested to last from 1:00 

P.M.-5:00 P.M. 

Recommended retreat sites traditionally consist of a 

hotel, lodge, or conference center with comfortable 

facilities conducive to a business meeting. Food and 

recreational offerings are also recommended by strategic 



55 

planning experts. However, such arrangements may be 

difficult for the small non-profit arts organization. There 

may be a concern over money. Should the organization cover 

the expenses of a retreat or should the individual? 

Obviously, if the organization covers all expenses, the team 

will be more open to a retreat. A negative reaction will be 

apparent if the individual must cover his/her expenses. 

Remember, however, that a strategic plan is simply a process 

involved in the implementation of a greater plan. Ideally, 

the Board of Directors supports and endorses a plan. 

Therefore, let us assume that the budget presented to and 

approved by the Board of Directors includes the expenses of 

the strategic planning retreat. 

The small non-profit arts organization which cannot 

afford the ideal location should consider its own facilities 

as a possible retreat headquarters. However, rather than 

meeting in a conference room, the organization may consider 

the stage as a meeting place. The stage is a special place 

for the performance artist. The stage is where the magic of 

theatre, music, and dance occurs. Imagining a sold-out 

auditorium, spectacular sets, and a bright future may be 

easier if planned within the performance space of the 

organization. The option of meeting in the arts 

organization facility (rather than budgeting for the rental 

space at a hotel or conference center) may allow the 
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organization to provide meals and refreshments for the 

strategic planning team. 

Whether the strategic planning team meets in the ideal 

atmosphere of the hotel or in their own facility, the leader 

must be aware of establishing a creative and collaborative 

atmosphere. The area chosen for the strategic planning 

session should be spacious and contain adequate lighting. 

The heat or air conditioning should be set at a comfortable 

level. Ideally, the temperature can be adjusted from within 

the room. 

One of the most important considerations is the seating 

arrangement. A round table is ideal because no one will sit 

at the head of the table. A round table may encourage 

collaboration because everyone is on an equal level. 

However, a round table may cause a problem for the strategic 

planning facilitator who may choose to use an overhead 

projector. Therefore, a semi-circle or U-shape seating 

arrangement may be the best to fully utilize the equipment 

necessary for the meeting. In addition, comfortable seating 

is a necessity. 

A variety of supplies is necessary for a retreat. The 

organization should provide each member of the strategic 

team with: (1) pen or pencils, (2) a tablet of notebook 

paper, (3) a copy of the organizations manual of policy and 

procedure, (4) an organizational chart, and (5) a detailed 

retreat agenda. The retreat agenda utilized by the 



57 

Southwest Theatre Association (see Appendix A) is an 

excellent example. The information provided by the SWTA 

clarifies the purpose of strategic planning, the agenda of 

the retreat, and valuable information for members unfamiliar 

with the strategic planning process. Water, soft drinks, 

and coffee should be available for the team throughout the 

planning sessions as well. A decision will also have to 

made (by the leader or the team), whether or not smoking 

will be allowed during the work sessions. In addition to 

the materials noted above, the strategic planning 

facilitator should use an overhead projector. The overhead 

projector will prove to be a valuable tool throughout the 

process. The strategic planning agenda should be copied on 

transparencies in addition to the necessary charts or 

graphs. Blank transparencies should also be available. 

Extension cords should be added to the list of required 

equipment. Someone with excellent secretarial skills should 

be available to note the progress of the strategic planning 

sessions. This information may be written down by hand or 

the organization may choose to use a computer. 

Who attends the retreat will depend on the size of the 

organization and its management philosophy. In large 

organizations, the officers of the corporation often develop 

the strategic plan. Since many arts organizations contain a 

limited staff, the organization may consider inviting the 
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entire staff to the retreat or a representative from each 

department (management, artistic, promotion, box office). 

The retreat facilitator should have a copy of the 

original Articles of Incorporation, amendments, pertinent 

financial information, and a staff organizational chart 

listing job descriptions and areas of responsibility if 

available. If possible, a staff or staff member should 

gather information concerning the organizations competition. 

In addition, accurate data concerning national, regional, 

and community trends (social, economic, and demographic) 

would be extremely valuable to the strategic planning 

facilitator and team. Although generally discussed in step-

two of the strategic planning process, it is essential to 

gather the information on the competition and trends before 

the assessment. Only if the information is accurate can the 

team correctly analyze the information and plan a particular 

strategy. 

Step Two--Assessment 

Perhaps the most overlooked step of strategic planning 

is the assessment or analysis of an organization's strengths 

and weaknesses, its competition, and social, economic, and 

demographic trends. An internal analysis of an organization 

may be rewarding, yet difficult. Such an analysis includes 

the strengths of the organization. Before listing the 

positive qualities of the organization, ask the team to 
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think about the times when they had an enjoyable work 

experience. Then ask the team to identify why the 

experience was successful and enjoyable. Examples of 

organizational strengths may include: strong leadership, 

talented artists, professional image, and a community 

outreach program. Listing the strengths of the organization 

is often difficult. 

Members of an organization have a tendency to focus on the 

negative aspects of an organization rather than the 

positive. It is also difficult or embarrassing to speak 

well of oneself. However, this is the time to do it. 

The noted weaknesses of an organization often out number 

the strengths. Weaknesses are "characteristics that limit 

the ability of the organization to achieve its mission."^5 

The organization must overcome such weaknesses if it is to 

accomplish its mission. 

Step Three 
Designing The Strategic Plan 

The design of the strategic plan is perhaps the most 

critical. Whether a plan is perceived as feasible or needed 

will directly affect the level of commitment of the 

personnel involved and the implementation of such a plan. 

Components required in step-three of this strategic planning 

process include: (1) mission statement, (2) goals, (3) 

objectives, (4) strategies, (5) action plans, and (6) 

95 SWTA Strategic Planning Retreat. December 28-30, 1990. 
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budget. The mission statement is perhaps the most important 

element of a strategic plan. Mission statements: 

. . . express to the public at large, and to your 
clientele in particular, the basic nature and 
purpose of the business you are in. . . . They state 
what the organization tries to accomplish in a 
broad sense. They define the basic philosophy and 
values of an organization. They provide an 
appealing and motivating inspiration. They are 
never completely attainable. Thus the statement 
of mission is oftgn known as the "ideal goal" of 
an organization.9" 

If the organization is already in business, it probably has 

an existing mission statement. If so, it is important that 

the strategic planning team not see the existing mission 

statement. The team should create its own. The creation of 

a new mission statement will clarify the team's perception 

of the organization. The team may also identify a new and 

more important purpose for the existence of the 

organization. If the team discovers a contrast of purposes, 

it should continue based on its perceptions of the 

organization. The mission statement should be brief and 

written down (to use on brochures or flyers). The statement 

should be less than sixty seconds when read aloud and 

consist of approximately one hundred and twenty words or 

less. 

After establishing the mission of the organization, the 

team should develop strategic goals. Goals are long-term. 

96Jack Koteen, Strategic Management in Public and 
Nonprofit Organizations (New York: Praeger Publishers 
1989), pp. 118, 119. 
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non-quantifiable statements that are more specific than the 

mission statement. The first part of a goal should state 

the action desired which is why goal statements contain an 

action verb. The function of a goal is to: 

. . . provide definitive direction for the entire 
organization, or a major component or program, and 
to serve as a "planning umbrella" for integrating 
the efforts of operating units and persons into a 
total, more cohesive, organization effort.9' 

The goals of the organization should be its dreams. Goals 

may select a specific situation to change, expansion of a 

specific activity, or quality improvement. Goals will 

define the direction, emphasis, and priority of the desired 

change. A goal may state the desired outcome.9° A study by 

Jack Koteen notes that various plans in organizations do 

reveal change occuring in their goal statements. Examples 

of the action, verb, and intent that may prove valuable to 

the strategic planning team are: 

Action Verb Intent 

Expansion Expand Do more by change in 
increase product, place, people, 
broaden technology or equipment. 

Improvement improve Do it sooner, better, 
examine cheaper, more effectively, 
eliminate or with higher quality. 
achieve 
decrease 
strengthen 
increase 
develop 
implement 

^^ibid., p. 120. 

98ibid., p. 121. 
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Innovation initiate Do something new, 
establish different, 
experiment 
explore 

Adaptation/ adapt 
modernization update 

moderni! 
examine' 

Ensure that service and 
product reflect changing 
needs, events, and trends. 

The number of goals an organization develops will depend 

upon their mission statement. Each major area of the 

organization should be addressed with new goals being 

created or existing goals validated. 

After establishing the goals of the organization, the 

strategic planning team must establish objectives. 

Objectives are desirable ends stated in quantifiable terms. 

They must be understandable, acceptable, and measurable. 

The SWTA 1991 Strategic Plan contains an example of a good 

objective: "Increase membership in each division by 100% by 

the end of 1992."^^^ This objective states what is to be 

done (increase membership), where the membership increase 

should occur (in each division), by how much (100%), and the 

time span which the organization has to accomplish the 

objective (by the end of 1992). Koteen notes several 

features that may aid the team in developing objectives for 

their organization. 

(1) They are statements of target, 

(2) They are achievable accomplishments. 

99lbid., p. 123. 

lOOg^TA 1991 Strategic Plan, p. 19. 
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(3) They are concrete indicators of attainable 
outcomes, 

(4) They usually take place within the framework of 
goals, 

(5) Their time span is usually one to twelve months, 

(6) They are often accompanied by action steps to 
carry them out, 

(7) They represent a joint commitment between 
managers and subordinates, and 

(8) They involve "reach" or "stretch" that encourage 
managers to progress toward or beyond levels of 
excellence.^^^ 

Following the creation of organizational objectives, the 

team must develop strategies for achieving each objective-

"Strategies provide the means by which an objective can be 
^ 7 — 

met."-*-̂ "̂  Each objective may contain one or more strategies 

for achieving the objective. Objective #18 of the SWTA 

Strategic Plan states: "Establish programs to improve 

theatre teaching on high school and university level. "•'̂ ^̂  

The strategies developed by the strategic planning team are 
(1) Offer a shortcourse on teaching (for TA's) at 

conventions; 

(2) Offer workshops on specific teaching techniques; 

(3) University/College Theatre Association encourages 
and establishes system of exchanges between 

lOlj^Q^een, Strategic Management in Public and Nonprofit 
Organizations. p. 158. 

1^2jobn G. Bollinger, "Strategic Planning in an Academic 
Environment," Engineering Education (January/February 
1990), p. 21. 

103 SWTA 1991 Stratet^ic Plan, p. 24. 
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Universities, Professional, and Community Theatre 
organizations.^^^ 

Although the strategy notes what must be done to achieve the 

objective, it does not provide answers to: (1) how to 

accomplish such strategies, (2) the procedures for 

accomplishing each task, or (3) who is responsible for 

carrying out each task. The answers to these questions lie 

in the next component of this strategic plan--action plans. 

Each component of strategic planning becomes more 

important as the process progresses. One of the more 

important components is the action plan. Without action 

plans, the plan fails. The action plan outlines the 

procedure(s) used to implement a strategy to achieve a 

desired objective. Action plans contain: 

Details concerning the tasks required to implement 
each program, the person responsible for each task, the 
due date for the completion of each task, and an 
analysis of the benefits and costs for the specific 
action plan.-"-^^ 

How an organization chooses to develop action plans will 

directly affect the strategic plan itself. The organization 

must look ahead to who will carry out the action plans. If 

management is to carry out the action plans, then upper, 

middle, and lower management should involve themselves in 

the strategic planning process to develop the action plans. 

People are the organization's most important resource. 

People will carry out the action plans. To be able to give 

lO^ibid. 

lO^Ibid., p. 4. 
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100% to a project, the people asked to perform various tasks 

(in order to carry out strategies to achieve objectives), 

must understand their role in the entire project. The 

leader and the people he/she works with must respect their 

respective roles within the organization. 

It must be recognized that leaders have a responsibility 
to their followers and that productivity is directly 
tied to a leader's relationship to his or her followers. 
No one knows a job better than the person who performs 
it, but no one knows how and why that job fits into the 
overall scheme of things better than the leader.^^6 

Does this mean that the strategic planning session must 

involve everyone in the organization? No. However, the 

strategic planning process should include a representative 

from each level of management. The more people know, the 

more they will understand and contribute to the 

organization. They will be more flexible and valuable as 

well. 

People who are vocationally trained to unquestioningly 
perform a single task are manifestly unprepared to 
design their own work, participate in decision-making, 
assume control over their own working conditions, work 
as members of a community of equals, or take 
responsibility for their quality of their own work when 
a boss is not looking over their shoulders. Like 
narrowly trained managers, these workers feel easily 
threatened by change and act defensively. . . .107 

1^6j4ichael Bisesi, "Strategies For Successful Leadership 
In Changing Times," in Leadership, ed. A. Dale Timpe (New 
York: KEND Publishing, Inc., 1987), p. 309. 

107 Ibid., p. 311. 
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The creation of an action plan must involve those who will 

carry out the tasks. Koteen suggests why collaboration is 

of the utmost importance: 

An action plan without agreement and support is a 
waste of time. Disagreements among those responsible 
for implementation can result in action steps not being 
carried out or by being distorted or undermined. The 
most effective way to gain agreement is through a 
process of participation of those involved and affected 
by the steps of the action plan.^^° 

In making assignments, the managers (upper-, middle-, or 

lower-level) should suggest who should plan or implement a 

specific step within the action plan. Assign the task to an 

interested and qualified individual. Avoid giving a task to 

a friend unless that person has the skills to perform such a 

task and has been responsible in completing similar tasks in 

the past. 

The Budget 

One of the more simplistic defintions of budget states 

that: "budgets are an expression of expectations in 

numerical terms."^^9 Many strategic plans fail to account 

for specific budget considerations. Most planning experts 

contend that the consideration of a financial budget 

prematurely will inhibit group activity. However, an 

organization must estimate the cost of a project and the 

l^^Koteen, Strategic Management in Public and Nonprofit 
Organizations, p- 160. 

109 Fuller, The New Management, p. 82. 
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source of funds. A proper financial analysis will determine 

the feasibility of the project. 

The budgeting of people, time, and other resources 

should also be a major consideration of the strategic 

planning team. One cannot over emphasize the importance of 

respect for people and their time. To best utilize the 

talents and time of the strategic planning team and the 

members of the organization, action plans should be used. 

Proper utilization of action plans, will aid the 

organization in budgeting money, people, time, and other 

resources. 

Summary 

The emphasis of the strategic plan is on implementation. 

The suggested three step strategic planning process includes 

choosing a leadership style, assessment, and designing a 

strategic plan. A participative leadership style is 

recommended when organizing and guiding a team through the 

strategic planning process. When developing a strategic 

plan, the team should conduct an internal and external 

analysis of the organization. The analysis or assessment 

will include a study of the strengths and weaknesses of the 

organization, its competition, and social, economic, and 

demographic trends. The components of strategic planning 

outlined in this chapter include: (1) mission statement. 
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(2) goals, (3) objectives, (4) strategies, (5) action plans, 

and (6) budget. 

The strategic planning team should remember that 

flexibility is important during the creation and 

implementation of the plan. Strategic planning is a short-

term planning process designed to guide the daily activities 

of the organization. Frequent changes may occur which will 

require flexibility in the action plans and budget. The 

dreams of the organization can become a reality by building 

one step at a time and realizing objectives through the 

completion of action plans which will guide an organization 

toward its goal and its mission. The realization of the 

organization's objectives depends on the successful 

communication between administrator, artist, and staff. 



CHAPTER IV 

THE COMMUNICATION BETWEEN 

ARTIST AND ADMINISTRATOR 

To be effective, managers must be leaders. To be 

effective, a leader must be able to understand and 

communicate with those he leads. Scientific studies by 

Sally Springer and Georg Deutsch (Left Brain, Right Brain). 

Leslie A. Hart (Human Brain and Human Learning), and 

astronomer-biologist Carl Sagan (The Dragons of Eden), have 

determined that communication may be more effective if one 

understands the basic functions of the human brain. A 

leader must discover the best approach to communicate with 

those who favor the left or right hemisphere. It must be 

acknowledged however, that studies exist contrary to the 

findings by the above scholars. However, evidence also 

exists which support Springer, Deutsch, Hart, and Sagan. 

Robert Yesselman, Executive Director of the Paul Taylor 

Dance Company, notes that it is essential for the arts 

administrator: 

. . . to balance the contradictory needs of running 
a business in a cold, hard world of diminishing 
financial resources with the often irrational needs of a 
creator who is creating an irrational yet essential 
product.1^^ 

ll^Joseph V. Melillo, Market The Arts (New York: FEDAPT, 
1980), p. 26. 
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This conflict directly affects the planning process. Many 

of the plans the arts administrator and his staff create 

follow a rational, logical, analytical sequence which the 

performance artist finds difficult to comprehend. Just as 

the marketing director and managing director must understand 

the audience before the development and implementation of a 

marketing campaign, so must the arts administrator and 

artist understand each other before developing a strategic 

plan. 

Right Brain. Left Brain 

Dr. Steve Buchholz and Thomas Roth of the Wilson 

Learning Corporation suggest that if one understands the 

function of the human brain, better communication can occur. 

Generally, the right hemisphere processes spatial 
information, while the left hemisphere processes 
linear information. Right-brain thinking is more 
holistic, intuitive, nonrational, concrete, 
nontemporal, and nonverbal. Left-brain thinking 
is more segmented, logical, rational, symbolic, 
temporal, and verbal.m 

The conflict concerning the merging of business and artistic 

practices and philosophies lies in the assumption that the 

business oriented administrator may use the left-brain 

approach to problem solving and the performance artist the 

right-brain. A study directed by Mary Oberg in the 

Minneapolis Public Schools resulted in the following chart 

11^Buchholz and Roth, Creating The High-Performance Team. 
p. 133. 
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concerning research on left-right brain functioning which 

may aid the arts administrator and performance artist in 

understanding the thinking process: 

Left Hemisphere Right Hemisphere 

small logical linear 
steps 

successive 
phonetic reader 
grammatical correctness 

knows names 
knows right/wrong, black/white 
words 
math 
writing 
reading 

controls right side 
reasoning 
day thinking 
literal meaning 

conscious 
thinker 
lawyer 
research of Skinner 
Immanuel Kant 
Aldous Huxley 
verbal coach, self 1 
Western thought 
objective 
scientific skills 
intellectual 
logical 
abstract 
convergent 
vertical thinking 
verifies ideas 
digital 
rational 
sequential 

looks at the whole 
situation at once 
(holistic, gestalt) 
simultaneous 
whole word reader 
figurative style, 
metaphoric 
recognizes faces 
sees the grays 
visual images 
the arts 
music 
sees in 3D--detects 
patterns 
controls left side 
imagination 
day dreaming 
tone of voice, body 
language 
unconscious 
sensor 
sculptor 
research of Freud 
da Vinci 
Michelangelo 
silent player, self 
Eastern thought 
subjective 
insight 
sensuous 
"feel for it" 
concrete 
divergent 
lateral thinking 
generates ideas 
spatial 
nonrational 
nonsequential!1^ 

112ibid., pp. 133, 134. 
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Research has determined that the two hemispheres are 

important for various reasons. 

The right hemisphere carries our map of reality. This 
means that it carries within it a picture of the world 
and how it works. People never act on the world as it 
is, they act on it as they believe it to be. How they 
believe it to be is determined by the right hemisphere. 
M ' ' „ ^ ^ ^ ^ Is logically ethically, and emotionally 
"time" or "right" is determined by the right hemisphere. 
The left hemisphere's main job is to prevent change, to 
protect the right hemisphere from having to alter its 
picture. To do this, the left hemisphere throws up 
cognitive change barriers. There are logical barriers, 
ethical barriers, and emotional barriers. No 
information is retained unless these barriers let it 
through.113 

Psychologist Robert Ornstein suggests in The Psychology of 

Consciousness, that men and women of the Western world use 

half of their mental capacity because they have only been 

using half of their brain. H"* Ornstein also concurs with 

Hart (Human Brain and Human Learning). Springer and Deutsch 

(Left Brain. Right Brain), and Delgado (Acting With Both 

Sides of Your Brain), that the educational system of the 

Western world has emphasized the development of the left 

hemisphere of the human brain: 

. . . with the result that we have learned to look at 
unconnected fragments instead of the entire solution. 
. . . As a result of this preoccupation with isolated 
facts, it is not surprising that we face so many 
simultaneous problems whose solutions depend on our 

ll^"Stages of Achieving: High Peforming Human Systems," 
p. 8. (Presented by Dr. Earl Reeves, President of Missouri 
Valley College) . 

ll^Robert Ornstein, The Psychology of Consciousness, 
cited by Sally PI Springer and Georg Deutsch, Left Brain. 
Right Brain (New York: W. H. Freeman and Company, 1985), p. 
238. 
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ability to grasp the relationship of parts to wholes. 
. . . Split-and whole-brain studies have led to a new 
conception of human knowledge, consciousness, and 
intelligence. All knowledge cannot be expressed in 
words, yet our education is based almost exclusively on 
its written or spoken forms. . . . But the artist, 
dancer, and mystic have learned to develop the nonverbal 
portion of intelligence.^^^ 

Because of the imbalance, a lack of understanding often 

results between the left-brain business minded arts 

administrator and the right-brain performance artist. 

To improve communication between artist and 

administrator, some scholars suggest temporarily overriding 

the left or right hemisphere to gain access to the dormant 

hemisphere resulting in a "whole brain" approach. Carl 

Sagan notes: 

There is no way to tell whether the patterns extracted 
by the right hemisphere are real or imagined without 
subjecting them to the left hemisphere scrutiny. On the 
other hand, mere critical thinking, without creative and 
intuitive insights, without searching for new patterns, 
is sterile and doomed. To solve complex problems in 
changing circumstances requires the activity of both 
cerebral hemispheres. . . . H " 

Developing both sides of the brain is not a simple process. 

Yet, it is a necessity for optimal creativity and 

understanding. Human beings may be at their optimal level 

of creativity as children. Dudley Lynch, in You're Smarter 

Than You Think, states: 

In the wild kingdom of their imagination, children are 
forever coming up with creative solutions. Unlike 

ll^Robert Ornstein, "The Split and Whole Brain,"-Human 
Nature 1 (1978): pp. 76-83. 

ll^Buchholz and Roth, Creating The High-Performance Team, 
p. 134. 
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adults, children have an open pipeline to the seat of 
creativity: the right hemisphere of the brain. But 
when they start school, the "left brain"—the seat of 
logic—begins falling victim to the fears, rules, 
obligations and concerns of the adult world and, before 
long, imagination is in retreat. What sets the creative 
person off from the rest of us is that he or she has 
somehow managed to hold onto a childlike curiosity and 
an unbounded sense of creative possibility.!!' 

Just as the performance artist must develop and understand 

the benefits of left-brain thinking, so must the arts 

administrator recognize the benefits that would result from 

the creative qualities of right-brain thinking. Assuming 

recognition does occur, the challenge lies in opening up the 

dormant hemisphere and discovering how to change one's way 

of thinking. Right-left brain research has determined that 

the least productive way to talk to a person is through 

logic and reason. 

All rational management can do is maintain results 
after they have been achieved through other means. . . . 
To change organizational cultures, or to change any 
individual or group behavior for that matter, requires 
that you structure your message in a manner congruent 
with the brain to which you need to talk.11° 

The arts administrator may consider approaching the artist 

using terminology and reasoning conducive to right-brain 

thinking. In essence, the administrator should block off 

the left hemisphere. Doing so: 

. . . takes down the left hemisphere barriers and makes 
the person more able to listen without automatically 
resisting change. This strategy is at the heart of 
hypnosis and superlearning approaches to training. 

ll'^Ibid. , p. 128. 

ll^"Stages of Achieving: High Performing Human Systems," 
p. 8. 
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Through such approaches, people learn new ideas, 
concepts, and information much faster and with better 
retention than in traditional training approaches. Once 
people accept the new mission, this approach teaches 
them its implication in record time.^^^ 

More than discovering a new communication process, the 

artist and administrator must discover a way of 

communicating that has been dormant. The ability to 

converse with the right and left brain is at the disposal of 

everyone. Communicating in a right brain manner when 

someone is predominantly a left-brain communicator or vice 

versa will increase communication simply because someone is 

attempting to understand the thought process of another. 

Rather than evaluating a response, the communicator will be 

understanding the response. 

More important than realizing whether or not one is 

communicating to the left or right brain is the philosophy 

of respect for people, their art, their goals and 

objectives. The person wishing to communicate successfully 

must be sensitive to the issues others think important. A 

communicator who is respectful, sensitive, and understanding 

will find the communication process enjoyable. Such a 

process will yield positive results. 

Summary 

The successful creation, design, and implementation of a 

strategic plan will depend on effective communication. The 

119 Ibid., p. 9. 
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communication is not to be underestimated or ignored. 

Without communication, the organization will not survive. 

With the successful implementation of a strategic plan, the 

possibility of survival will increase. Peter Drucker states 

that the "best way to predict the future is to create 

it."!20 T'Yie best way to create it is to organize, prepare, 

communicate, plan, and implement. 

120Buchholz and Roth, Creating the High-Performance Team, 
p. 91. 



CHAPTER V 

STRATEGIC PLANNING IN THE SWTA 

A Brief History of Planning in the SWTA 

The history of the Southwest Theatre Association reveals 

an organization that rarely has engaged in any kind of 

formal planning. From its inception in 1948, the 

organization has "reinvented the wheel" on several 

121 occasions.^^^ Rarely, has the organization implemented 

informal plans, with the annual convention being the primary 

function of the SWTA.122 

The first attempt at long-range planning came in 1977. 

At the annual convention. President Nancy Vunovich announced 

plans to establish a Long-Range Planning Committee. The 

committee would include members of the Executive Committee 

and other members appointed by the President. The duties of 

the Long Range Planning Committee would include establishing 

goals and objectives for the organization. The Committee 

1 o o 

would also develop a five-year plan.^^*' 

The Executive Committee met in Creede, Colorado in July 

of 1978. They discussed a number of topics including: 
. . . long range plans, goals . . . structural 
modification of SWTA organization which included the 

121personal Interview with Richard Weaver, Former SWTA 
President, May 22, 1991. 

122stanley Sain Norman, "A Systems Analysis of Southwest 
Theatre Association: An Internship" (Ph.D. dissertation, 
Texas Tech University, 1988), p. 97. 

123ibid., p. 71. 
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possibility of hiring an executive secretary. . . . They 
discussed creating two new offices of vice-president . . 
. a permanent SWTA office with an administrative 
director. , . .124 

At the 1978 convention, members voted on several resolutions 

proposed by the Executive Committee in July. However, the 

long-range planning committee never developed and the 

members abandoned the idea of long-range planning. 

At the January 1985 Executive Board Meeting, the members 

made another attempt at long range planning. President 

Richard Weaver suggested scheduling a Long Range Planning 

Meeting for the Executive Committee Meeting in May, 1985. 

The May meeting did not commence. Due to lack of interest 

and time, the idea of long range planning was once again 

delayed.125 However, in February, 1987, President Jerry 

Davis appointed a Long Range Planning Committee. The 

committee for long range planning met in Junction, Texas, 

March 5-7, 1987. The Committee Chair was Richard A. Weaver. 

Committee Members consisted of: Gerilyn Tanberg, John 

Patterson, Peggy Long, Alice French, and Ardith Morris.^26 

The Committee submitted a seven part report. Part One 

dealt with the goals and objectives of the association. 

Part Two consisted of an examination of the organizational 

structure of the SWTA. Part Three analyzed Committee 

124 Ibid. 

125personal Interview with Richard Weaver, Past President 
of SWTA, May 22, 1991. 

126swTA Long Range Planning Committee Meeting Minutes, 
March 5-7, 1987. 
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structure. The committee made recommendations to make 

committee structure more efficient and effective. Part Four 

reviewed the finance and accounting condition and procedures 

of SWTA. Part Five of the Long Range Planning Committee 

Report recommended provisions for continuity of programs and 

policies. Part Five is most important as the committee 

recommended the creation of an SWTA manual of policy and 

procedure. Part Six consists of recommendations concerning 

publicity and promotion of SWTA. Part Seven of the Long 

Range Planning Committee Report included increasing 

Secondary Teacher and Student membership. 

A direct result of the 1987 Long Range Planning Meeting 

was the creation of the SWTA Manual of Policy and Procedure 

by Stanley Sain Norman in 1988. However, incoming SWTA 

officers did not utilize the policies and procedures 

approved by the SWTA Executive Board and membership. 

According to Richard Weaver, many of the incoming officers 

did not receive a manual, resulting in confusion, 

frustration, iand violation of procedures, particularly with 

the annual convention.12' 

The SWTA Manual of Policy and Procedure is an example of 

the benefits of planning and the communication that results. 

As the 1980s ended, the most pressing priorities of the 

organization continued to be the same issues which had 

12'Personal Interview with Richard Weaver, Past President 
of SWTA, May 22, 1991. 
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hindered the organization throughout its history: (1) The 

SWTA must shed its once-a-year convention image, (2) it must 

establish a permanent office location, and (3) the SWTA must 

hire an Executive Director. In 1990, the SWTA engaged in 

the process of strategic planning resulting in the hiring of 

its first Executive Director and establishing a central 

office. 

The SWTA 1991 Strategic Planning Process 

Richard A. Weaver generated the idea of developing a 

strategic plan for the Southwest Theatre Association. At 

the 1990 SWTA convention, the appointment of committee 

chairmen continued as usual. The usual method consists of 

the newly elected President asking friends to take the 

appointment. The results of such a procedure are: (1) the 

friend may feel pressured into taking the appointment even 

though he/she may not have the time or interest or (2) the 

friend does not possess qualifications to chair the 

particular committee. At the 1990 SWTA Convention, 

President Molly Risso asked Richard Weaver to Chair the By-

Laws Committee. Weaver accepted the appointment.128 

In a later discussion with Weaver, President Risso 

suggested completely revising the SWTA Manual of Policy and 

Procedure. Weaver noted the officers of the Southwest 

Theatre Association had never used the present manual 

128ibid. 
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designed in 1988. He then suggested that he would be 

willing to serve as the facilitator of a strategic plan for 

the SWTA.129 

President Risso and Richard Weaver scheduled the 

Strategic Planning Team to meet December 28-30, 1990, at the 

Lubbock Plaza Hotel in Lubbock, Texas. The team convened to 

engage in the process of strategic planning to enable the 

Southwest Theatre Association to more effectively accomplish 

its goals within an ever changing environment. The retreat 

members were charged with developing a planning document to 

be utilized in problem solving based upon a thorough 

analytical evaluation of historical SWTA strengths and 

weaknesses. 

The team, led by Richard Weaver, included: Molly Risso 

(SWTA President), Rick Chudomelka (Arkansas Representative), 

Paul Baker (Past President), Jimmy Vaughn (Oklahoma 

Community Theatre Association), Bodine Johnson (Secondary 

School Teachers), Jimmy Humphries (United States Institute 

for Theatre Technology), Jac Alder (Professional Theatre), 

Chuck Sheffield (Vice President), Thomas Jones (New Plays), 

Frederick Christoffel (University/College Theatre 

Association), and Stephen Taft (Strategic Planning Intern). 

Richard Weaver noted the purpose of strategic planning 

in the initial orientation of the team: 

129 Ibid. 
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The process of strategic planning validates existing 
plans and procedures, modifies and enhances current 
endeavors, filters out unnecessary and nonproductive 
activities, and identifies new goals thereby creating a 
dynamic unified plan for the future.^^^ 

The SWTA strategic planning retreat focused on identify

ing and evaluating pertinent analytical information and on 

the creation of a strategic plan. Richard Weaver prepared 

the material for the Strategic Planning Team. Each team 

member received a strategic planning packet which included: 

(1) the retreat agenda, (2) personal and professional goal 

worksheets, (3) planning session topics, (4) rationale for 

planning, (5) philosophy of strategic planning, (6) 

components of strategic planning, (7) examples of group 

blocking roles, (8) examples of group building roles, (9) a 

copy of the strategic planning process, (10) ground rules, 

and (11) various charts to help the strategic planning 

process. In addition, each team member received the SWTA 

Manual of Policy and Procedure- Most important to the 

process were the ground rules: 

Think 
Listen; ask for clarification; be specific. 

One Focused Conversation 
No parallel sub-conversations. 

Equal Voice 
No rank or position here. 

Silence Gives Consent 
Voice your opinion. 

Don't Duck It 

l^^Richard A. Weaver, Strategic Planning Facilitator, 
SWTA Strategic Planning Retreat, December 28-30, 1990. 
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Resolve each issue as it arises. 

Binary Decision 
No maybe's; yes or no. 

Consensus Required 

No voting; work out an agreement.!*^! 

The planning session began with the team conducting an 

internal analysis concerning the strengths and weaknesses of 

the SWTA. This lengthy and candid session resulted in the 

team noting 29 strengths and 42 weaknesses of the SWTA. 

Particular weaknesses noted by the committee included poor 

staffing with undefined duties, tolerance of poor 

performance, lack of professional staff or office, 

leadership burnout, lack of budget control, lack of 

innovative and advanced programming at the convention, no 

job placement service, poor public relations, no officer 

training, and the recognition that committee chairs and 

members often do not have the time to perform duties 

adequately due to occupational commitments. Noting 

strengths of the organization was a difficult process for 

the team. Example strengths of the Southwest Theatre 

Association are: policy and procedure manual, extensive 

state contacts, SWTA auditions, convention. Theatre 

Southwest publication, newsletter, democratic operation, and 

heavy university involvement. 
The team conducted further analysis concerning: (1) 

SWTA's competition, which includes: the Oklahoma Community 

l^^Richard A. Weaver, ed., SWTA Strategic Planning 
Booklet, p. 19. 
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Theatre Association (OCTA), the Texas Educational Theatre 

Association (TETA), American College Theatre Festival 

(ACTF), and the Southeast Theatre Conference (SETC), (2) the 

critical issues concerning specific threats (isolationism, 

burnout of leaders, lack of continuity), and opportunities 

for the organization (hire an Executive Director, increase 

membership, restaff and organize), and (3) an external 

analysis of those forces over which the organization has 

little or no control such as social, demographic, and 

economic trends. The team then progressed to the heart of 

the strategic planning process. They listed beliefs, goals, 

and parameters of the organization. To accomplish the 

mission of the organization, the team developed nineteen 

objectives and strategies to accompany each. (Appendix B 

contains the entire SWTA Strategic Plan.) 

The SWTA Strategic Plan recommends the use of action 

plans. The use of action plans should insure success and 

reduce the frustration of new committee chairpersons and 

members. Action plans contain details concerning the tasks 

required to implement each program, the person responsible 

for each task, the due date for the completion of each task, 

and an analysis of the benefits and costs for the specific 

action plan. SWTA will document the action plans and use 

them in the future when training new officers, committee 

chairpersons, and members. SWTA will continually update and 
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refine the action plans in the search for the ideal 

procedure to accomplish present and future objectives. 

The strategic planning team also recommended SWTA 

members formally apply to become a chairperson or member of 

a committee in the future. The committee believes this 

policy will allow new members to become actively involved in 

SWTA. The policy will also insure that qualified and 

interested personnel assume roles of leadership within the 

organization. The highlight of the strategic planning 

session was the creation of Objective #6. This objective 

resulted in establishing SWTA's first Executive Director. 

Mr. Paul Baker, past President of SWTA and one of its 

founding members accepted the challenge upon approval by the 

Executive Committee. 

The strategic planning session ended on the evening of 

December 30, 1990. The future of SWTA, which had appeared 

dim at the beginning of the session, appeared much brighter 

and exciting at the end. Richard Weaver and Stephen Taft 

prepared the final draft of the strategic plan. The SWTA 

Board of Directors received the final draft at the January 

12 meeting. 

The Approval of the 1991 SWTA Strategic Plan 

The SWTA Board of Directors convened on January 12, 1991 

on the Richland College Campus in Dallas, Texas, to discuss 

the proposed strategic plan. Present at the board meeting 
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were: Molly Risso (President), Chuck Sheffield (Vice-

President), Patrick Rucker (Secretary), Julies Angelo 

(Treasurer), Jimmy Vaughn (Children's Theatre Association), 

Richard Weaver (By-Laws), Jac Alder (Professional Theatre), 

Frederick Christoffel (University College Theatre Associa

tion), Doug Cumins {Theatre Southwest)^ Thomas Jones (New 

Plays), Rick Chudomelka (Arkansas Representative), Bodine 

Johnson (Secondary Schools), James Miller (Texas Educational 

Theatre Association), Nat Eke (Awards and Resolutions), Mary 

Patterson (Oklahoma Community Theatre Association), Glynese 

Floyd (Theatre New Mexico), Jimmy Humphries (United States 

Institute Theatre Technology), and guests, Mr. Paul Baker 

and Stephen Taft (SWTA Strategic Planning Intern). The 

objective of the meeting was to review, refine, and approve 

the 1991 Strategic Plan developed at the strategic planning 

retreat in Lubbock, Texas over the Christmas holidays. 

The attendance at the January 12 Board of Directors' 

meeting was exceptional and surprising.1^2 ^he meeting 

began at 10:00 A.M. The members made minor changes to the 

minutes of the November 1, 1990 meeting. A Treasurer's 

report followed, as did general reports from the various 

represented divisions. The remainder of the meeting devoted 

time to discussing the proposed strategic plan. Two of the 

more prominent decisions made by the board were the hiring 

1^2pepgonal Interview with Richard Weaver, Past President 
of SWTA, May 22, 1991. 
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of Paul Baker as the Executive Director and the movement of 

the SWTA audition site. Beginning in 1992, SWTA will hold 

auditions during the Region VI, American College Theatre 

Festival hosted by Texas Tech University, The strategic 

plan received minor changes and the Board of Directors 

approved the document as amended.^^^ President Risso set 

the next Board meeting for July 12, 1991. In addition, she 

requested to have the action plans of division 

representatives and standing committees completed for 

discussion by July 12. 

SWTA By-Law Changes 

The SWTA 1991 Strategic Plan includes several objectives 

which may require changes to the SWTA By-laws. The SWTA 

Board of Directors will receive recommendations noted in 

this section before the July 12, 1991 meeting. The meeting 

will be held in Durant, Oklahoma. 

The objectives of the SWTA 1991 Strategic Plan which 

appear to conflict with the current SWTA By-Laws are 

objectives #4 and #19. Strategy #2 of objective #4 of the 

SWTA 1991 Strategic Plan states: "Add USITT-Regional as 

standing committee immediately and as division upon 

application."!^^ £)o the President and the Executive Board 

l^^SWTA Board of Directors Meeting Minutes, January 12, 
1991. 

l^^SWTA 1991 Strategic Plan, p. 21. 
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of SWTA have the authority to create a standing committee? 

After examining the SWTA By-laws it is not clear how an 

organization gains division status. 

Examining By-Laws 6.1-6.5 (Executive Committee) and 7-

7.3 (Standing Committees), no procedure can be found for 

establishing additional standing committees. By-law 7.1 

states: 

Standing Committees: Unless otherwise indicated below, 
all chairmen shall be appointed by the president with 
the approval of the Board, and members shall be 
appointed by the President after seeking advice of the 
Executive Committee.13^ 

By-law 7.1 gives the President and the Board the power to 

appoint chairmen and members. The President or the Board 

does have the power to create non-standing committees (by

law 7.2).!36 

By-law 2.4D does not state clearly that regular members are 

to vote on such matters. By-law 2.4D states: 

Regular members shall be entitled to vote for: 
1) The election of corporate officers and 

directors. 
2) Matters submitted to the membership by mail 

ballot or at a business meeting. 
3) All matters submitted expressly required by law 

to be submitted to a vote of the membership.13' 

Once again, it is unclear what "matters" the regular members 

should vote upon. By-law 2.4E does state that: "All other 

135swTA Membership Directory 1991. p. 34. 

136ibid., p. 35. 

13'^Ibid. , p. 32. 
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voting rights are vested in the Board of Directors."^^^ 

Does all other voting rights include the President and the 

Board voting to establish new divisions or standing 

committees? The current by-laws do not clearly state the 

procedure for creating a standing committee or division. 

If the Executive Director, the President, and the 

Executive Board believe regular members should vote on this 

issue, it is suggested that by-law #4 be amended to read: 

Designation: The Board of Directors of the corporation 

shall consist of the President, the Vice-President, the 

Secretary, the Treasurer, the Immediate Past President, 

the Editor of Theatre Southwest, and delegates elected 

from Arkansas, Louisiana, New Mexico, Oklahoma, and 

Texas and one (1) delegate from each of the divisions of 

this corporation: 

Community Theatre, University/College Theatre, 

Childrens Theatre, Secondary School Theatre, 

Professional Theatre, and USITT Regional, 

and any other division(s) that may be properly 

designated in the future by the Executive Board and 

approved by the membership. 

SWTA history sets a precedent for the Board of Directors to 

create divisions or standing committees. On October 31, 

1981, the SWTA Board of Directors approved divisional status 

138 Ibid. 
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for the Multi-Cultural Affairs Committee and appointed an 

interim chairperson.!^9 

Questions concerning objective #19 relate to strategy 

#1, #7 and #8. Strategy #1 states: "President informs 

current appointees their term will last only through 

convention 1991."!'^^ The President cannot take such action. 

Such a statement or action is in direct violation of by-law 

4.2 which states: 

Each member of the board shall serve a term of two (2) 
years, each year commencing with the adjournment of the 
annual business meeting of the corporation, except that 
Directors elected from the states and divisions shall 
serve two (2) year terms commencing at dates compatible 
with the state organizations' or divisions' codes of 
operations or other governing instruments.1^1 

At the January 12, 1991 meeting, the Executive Board decided 

that all of the non-elected members of the board would 

symbolically resign and then be reappointed by the President 

upon written application containing an application letter 

and vita. The members of the board orally resigned at the 

meeting and were reappointed by the President. This action 

was in violation of by-law 9.4A which requires a resignation 

in writing.!^2 in addition, the President has only received 

one written application. Stephen Taft of Texas Tech 

l̂ ĵsjQrnjan, "A Systems Analysis of Southwest Theatre 
Association," p, 80. 

I^QSWTA 1991 Strategic Plan, p. 25. 

l^lsWTA Membership Directory 1991. p. 32. 

142ibid., p. 35. 
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University has applied to Chair the SWTA By-Laws Committee. 

The President cannot proceed with such an appointment until 

Richard Weaver of Texas Tech University resigns in writing. 

In essence, strategy #2 of objective #19 is not a valid 

course of action. 

Strategy #7 of objective #19 does require a 

consitutional amendment. Strategy #7 states: "Recommend 

that Vice President should become President. "1"^^ An 

amendment to by-law 5.1 is needed to approve such an action. 

The Committee should amend by-law 5.1 to read: 

Designation and Election: The Officers of this 

corporation shall be the President, the Vice-President 

(President-Elect), the Secretary, the Treasurer, the 

Immediate Past President, and such others as the Regular 

Members shall determine. On even-numbered years, the 

Regular Members shall elect officers with the exception 

of the President who is to be the President-Elect (Vice-

President). The method of nomination and election shall 

be determined by the Board or by these By-laws. 

Such a policy is a part of the history of the SWTA. In 

1967, automatic succession of the first vice-president to 

the presidency became official policy. 1"̂ ^ 

143sWTA Strategic Plan, p, 25. 

l^^Norman, "A Systems Analysis of Southwest Theatre 
Association," p. 41. 
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Strategy #8 of by-law #19 requires a Constitutional 

Amendment because such an action is not accounted for in the 

present by-laws. By-law 4.4 needs amending. The suggested 

amended by-law may read: 

Vacancies: The President, with the concurrence of a 

majority of the other members of the Board, may upon 

reasonable grounds declare that a vacancy exists in the 

position of any state or divisional Director. 

Subsequently, the Board may elect a Regular member from 

that state or division to serve until a successor is 

named by the state or divisional organization. In the 

event that a division or state does not have 

representation for two years, the Board may remove the 

division or state from division status. 

The by-laws Committee Chaiperson will forward the 

recommended changes to SWTA Executive Director, Paul Baker 

and SWTA President, Molly Risso before the July 12, 1991 

Board of Directors Meeting. The By-laws Committee 

Chairperson will make any changes deemed necessary by the 

Executive Director and President. The recommended changes 

will then be forwarded to the Board of Directors for 

consideration. Further amendments may then be suggested and 

approved to be published in Theatre Southwest prior to the 

November convention. By-law amendments will then be voted 

on by the membership. 
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Conclusion 

The survival and success of an organization depends on 

many factors. Those factors may include leadership, 

management, organization, preparation, and communication. 

All play a part in the success of an organization. One of 

the most essential elements leading to the success of an 

organization is planning. Without a plan, the need for 

leadership, management, organization, preparation, and 

communication does not exist. A plan reveals the role a 

person plays in the implementation of the plan. It reveals 

the desired future of the organization. Proper planning 

requires advanced planning: 

The chief purpose of most meetings should be to 
face exchange of informed opinion, and that purpose 
should guide advanced preparation. Gathering of facts, 
written statements of proposals and ideas, 
identification of issues should all be a part of advance 
planning. . . . Careful preparation for meetings 
increases the possibility that most participants will be 
involved and that most of the time will be spent at the 
center of the issues.1^5 

Advanced planning will lead to the development of a plan. 

The desire to implement a plan will lead to strategic 

planning. The implementation of the organization's 

strategic plan will increase the probability of survival and 

success for the organization. 

1^5Kenneth E. Eble, The Art of Administration (San 
Francisco: Jossey-Bass Publishers, 1985), p. 30. 
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Southwest Theatre Association 

Strategic Planning Retreat 

December 28 - 30,1990 
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Southwest Theatre Association 

Retreat Agenda 
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December 28 - 30,1990 

The objectives of our meeting will be: 
To become acquainted personally and professionally with each 
other, the association, and the region. 
To establish a philosophical basis for all future planning of the 
Southwest Theatre Association. 
To develop goals, objectives, and strategies in the areas of 
programs and operations. 

In addition to some rules included in the orientation packet provided, we will absolutely 
limit our conversation in each area to 90 minutes. In our conversations we will provide 
thoughtful answers to the following questions: 

1. Who are we? What are our priorities individually? What are our 
collective priorities? 

2. What are our collective beliefs? 
3. What shaU be the mission of the SWTA? 
4. Within what parameters will we strive to accomplish the mission of 

the SWTA? 
5. What is the optimum organizational structure for the SWTA? 
6. What are the strengths of the SWTA ? Who can we enhance and 

capitalize on them? 
7. What are the weaknesses of the SWTA? How can we strengthen 

them? 
8. What is ±e external environment that we must accomplish our 

mission? 
9. Who is our competition? How do we compare with them? How 

can we best compete with them? 
10. What are the critical issues facing the SWTA right now? 
11. What objectives shall we establish for this year in program and 

operations? 
12. What strategies shall we employee to meet these objectives? 
13. What will be our plan of action to achieve our immediate objec

tives and long term goals? 
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Meeting Agenda 

Orientation 
^ Rationale for planning 

^ Philosophy of planning 

^ Planning procedure 

Planning Session Topics 
° Beliefs 

^ Mission 

^ Parameters 

° Organizational Structure 

^ Strengths 
° Weaknesses 

External Analysis: 

^ Competition 
CI Critical Issues 

Strategic Plan: 

^ Objectives 

n Strategies 

n Action Plans 

J3 Review of proposed plan 

n Modification of "SWTA Manual of Operations" 

n Drafting of any Constitution and bylaws changes 
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Organizational goals and objectives are usually determined in the areas 
of: 

Personal 
Social 
Service 
Profit 

As we establish goals, objectives, and strategies we must keep in mind the 
complex nature of the association. We operate a complex of activities 
designed to provide a service to a complex of markets. 
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1 Worksheet #1 

What are my lifetime goals? 

Priority: Lifetime Goal: 
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Worksheet #2 

How would I like to spend the next three 
years? 

Priority: Things I want to do in the next three years? 
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Worksheet #3 
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If I knew now I would be struck by lightn 
ing six months from today, how would I 

live until then? 

Priority: Things I would do for the next six months: 
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Worksheet #4 

My three most important long-term 
goals are: 

Priority: Three long term goals: 
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1 My Role in SWTA 
iC'̂ M'i'̂ W.i^^X'>X'Xi'MiC*X^**wi'X*Xi^.>^>»sw X'X'.<'<'»»A»i'»»^A^^i*i^^*v .̂* 

In the perfect SWTA role for me, I would do the following things: 

In the perfect SWTA role for me, I would have enough funds available to: 

In the perfect SWTA role for me, I would have enough authority to: 

In the perfect SWTA role for me, I would be rewarded with: 
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Meeting Agenda 

Orientation 
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° Rationale for planning 

^ Philosophy of planning 

° Planning procedure 

Planning Session Topics 
CI Beliefs 

Et Mission 

Q Parameters 
Interned Analysis: 

n Organizational Structure 

n Strengths 

n Weaknesses 
External Analysis: 

^ Competition 

n Critical Issues 

Strategic Plan: 

n Objectives 

n Strategies 

n Action Plans 

n Review of proposed plan 

n Modification of "SWTA Manual of Operations" 

n Drafting of any Constitution and bylaws changes 
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Strategic Planning 
Orientation 

Rationale for Planning 
1) Demographics 

Aging of the population 

^ decline of support for education from "empty-
nesters" 

^ career changes provide opportunity for continuing 
education 

Restructuring of the family unit 

^ contributing to behavior problems, emotional 

^ disturbances, substance abuse, sexual irrespon
sibility, health crises, dropouts, suicide 

Emerging of minorities 

^ communication problems due to language differen
ces 

"^ conflict of cultural values 
° emergence of cultural pride 

2) Economic Transitions 
Management of Information 

n human knowledge is now doubling every 1.5 years 

n education is currently focusing on critical singeing 
skills (often excluding values) 

n education in the future will focus on creative think
ing skills (emphasis on uniqueness of individuals 
rather than on norms) 

Polarizing of Society 
n knowledge is separating society into classes 

n cultural benchmarks and ethical reference points 
are disappearing 



110 

System Obsolescence 

Maturity /lO 

Adolescence/5 

Infancy/0 

ChUdhood 

Life Cycle 
° Everything has a life-cycle moving in a curve from 

progress to digression, from birth to death 

° At the end of a cycle decline sets in or a new cycle 
is started 

^ The Greeks called the turning point in the cycle 
acrisis - the point at which things either get better 
or worse. 

° Once started on the down curve, recovery is not 
impossible but it is improbable. 

° The secret of survival is recognizing the beginning 
of decline and taking action that leads to revitaliza-
tion and continued growth. 
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Maturity 

Infancy/0 

Metamorphosis 

CMldhood 

Revitalized Life-Cycle 
^ Creating a new life cycle is the alternative to 

decline 

^ Metamorphosis entails a change in form 
it is not a revolution, which impUes rejection 

it is not an evolution, which involves more of the same 
^ Form foUows function - if the content is changed 

the form wiU necessarily follow 

^ Most reform movements are rearrangements, not 
a change in substance 
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Builder / Explorer J ^ Administrator 

Barbarian .^r ^ ^ Bureaucrat 

Prophet ^ ^^ Aristocrat 

Transition of Leadership 

prophet has the vision 
barbarian meets one crises after another, takes the beachhead 
builder/explorer builds on ideas, expands into new markets 
administrator builds tight control system, focus shifts to maintenance 
bureaucrat purposely keeps decisions from being made 
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Rationale For Planning 
3) Transformation of Mainstream Values 

^ Values have changed with economic periods: 
agrarian, industrial information, biogenetic, life, 
morality, being 

^ Interest is now focusing on the purpose of being 
and the equally important components of life: job, 
family, financial, health, spiritual, civic/social, per
sonal and professional development, avocations 

^ Education is starting to emphasis the whole per
son, critical thinking, values, and character 

4) Competition 
^ The information age has led to a globalization of 

tastes, a universal demand for the same things. 
There is an abundance of supply which leads to 
competition. 

n Ways to best the competition 
innovation 
technology 
quality 

Excellence is strength compounded. 
Excellence demands concentration of effort. 
Excellence is dependent on paying the cost, 

n Survival depends on finding your place (market 
niche) and doing what you do best. 
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Philosophy of Strategic Planning 

Strategic Planning: Inventing the Future 

Theorem # 1 

Past X Present = Future 
^ The past interacts with the present to create the fu

ture. 
Such a future is, at best, a result of coincidence; at 
worst, a result of accident. 
Such thinking is reactionary (we go where we're 
pushed). It leads to preparing for an inevitable future. 

Theorem #2 

Past X Present = Present 
Q The present is the future chasing itself. 

We can define our present reality if we know where 
we've been and where we want to be. 
The future does not have to be postponed. By acting 
as a change agent we can realize results immediately. 
We prepare the future for us. 

Strategic Planning 
n Validates existing plans and procedures 

n Filters out unnecessary and nonproductive ac
tivities 

n Identifies new goals and creates a dynamic unified 
plan for the future. 
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SWTA VALIDATION FILTERING CREATION SWTA 
TODAY TOMMORROW 

Strategic Planning 
^ Validates existing plans and procedures. 

Ei Filters out unnecessary and nonproductive ac
tivities. 

^ Identifies new goals and creates a dynamic unified 
plan for the future. 
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Discipline of Strategic Planning 

Components of Strategic Planning 

Beliefs 

Mission 

Parameters 

A statement of the organization's fundamental convic
tions, its values, its character. 
A broad statement of the unique purpose for which 
the organization exists and the specific function it per
forms. 
A statement of the limits within which the organiza
tion will accomplish its mission. 

Internal Analysis: Strengths 

Characteristics which contribute to the ability of the 
organization to achieve its mission. 

Internal Analysis: Weaknesses 

Characteristics that limit the ability of the organization 
to achieve its mission. 

External Analysis An examination of those forces over which the or
ganization has little or no control. 
Analysis of any entity that successfully attempts to fill 
the same need as the organization. 
An examination of threats and opportunities for the or
ganization. 
An expression of the desired, measurable end results 
for the organization. 
The broadly stated means of deploying resources to 
achieve the organization's objectives. 
The explicit portion of a given strategy that outlines 
the tasks required to implement that program, the per
son responsible for each task, the due date for the com
pletion of each task, and an analysis of the benefits and 
costs for the specific action plan. 

Competition 

Critical Issues 

Objectives 

Strategies 

Action Plans 
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Group Dynamics - Roles People Play 
Group Blocking Roles 

Aggressor 

Blocker 

Withdrawer 

Recognition Seeker 

deflates stams of others in group 
disagrees with others aggressively 
criticizes others in group 

stubbornly disagrees and rejects others' views 
cites unrelated personal experience 
returns to topics already resolved 

WLQ not participate 
is a "wool gatherer" 
carries on private conversations within group 
is a self-appointed taker of notes 

tries to show his importance through boasting and ex
cessive talking 
is overly conscious of his status 
Topic Jumper 
continually changes the subject 

Dominator 
tries to take over the meeting 
tries to assert authority 
tries to manipulate group 

Special Interest Pleader 
uses the group's time to draw attention to his own con
cerns 

Playboy 

Self-Confessor 

Devil's Advocate 

wastes the group's time in showing off, telling funny 
stories, and the like 

acts with nonchalance or cynicism 

talks irrelevantly about his own feelings and insights 

when he is more devil than advocate 
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____ Strategic Planning 

The Process 

Strategic Planning Process 
n BeHefs 

CI Mission 

^ Parameters 

° Internal Analysis: Organizational Structure 

n Internal Analysis:Strengths 

CI Internal Analysis: Weaknesses 

n External Analysis 

^ Competition 

n Critical Issues 

n Objectives 

n Strategies 

n Action Plans 

n Review of Proposed Plan 

n Modification of "SWTA Manual of Operations" 

n Drafting of any Constitution and By-Laws changes 
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Ground Rules 

Think 
^ Listen; ask for clarification; be specific. 

One Focused Conversation 
° No parallel sub-conversations. 

Equal Voice 
^ No rank or position here. 

Silence Gives Consent 
^ Voice your opinion. 

Don't Duck It 
^ Resolve each issue as it arises. 

Binary Decision 
J3 No maybe's; yes or no. 

Consensus Required 
n No voting; work out an agreement. 
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Beliefs 

Definition 
A statement of the organization's fundamental convic
tions, its values, its character. 

Planning Considerations 

The belief statements provides the bedrock values 
which move the organization to commit itself to a 
specific mission and objectives. It establishes moral 
and ethical priorities which serve to guide all the 
organization's activities. The beliefs should not be 
mere observations or statements of fact, but sincere, 
uncompromising convictions. They should be univer
sal in application, but specific in meaning. 

We believe that: 
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Mission 

Definition 

A broad statement of the unique purpose for which 
the organization exists and the specific function it per
forms. 

Planning Considerations. 

The mission is literally the keystone upon which the 
entire plan is built. Typically written in one sentence, 
it provides the primary focus of the organization. The 
mission statement must emphasize the uniqueness, the 
distinctiveness, the singularity of the organization. Es
sentially, it represents the commitment of the 
organization's resources to one purpose. 

The mission of the Southwest Theatre Association is to: 
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Sample Mission Statements 

CI L The mission of XISD is to produce self-suffi
cient citizens who are adaptable to change and 
who possesses the self-esteem, motivation and 
skills to continue individual growth, solve complex 
problems, and respect cultural differences. 

CI 2. The mission of the Y School System is to 
produce self-sufficient citizens who are adaptable 
to change and who possess the self-esteem, motiva
tion and skills to continue individual growth, solve 
complex problems, and respect cultural differences 
by providing clearly focused quality educational ex
periences, beginning at birth, that promote excel
lence through an active and responsible 
partnership with the community, a visionary and in
novative curriculum and a dedicated and 
knowledgeable staff. 
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Parameters 

Definition 

A statement of the limits within which the organiza
tion will accomplish the mission. 

Planning Considerations 
The purpose of the parameter statements is to place 
self-imposed limitations on the organization; this is, to 
close doors. As such, they sharpen the mission and 
cUmate the need for continuously making the same 
decision. Parameters must be stated in exact terms 
and, typically, will be written in the negative. 

Description of the parameters to be followed by SWTA: 
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Sample Parameter Statements 
CI 1. We will not implement any program that does 

not conform to our strategic plan. 
CI 2. We will adopt no new programs without a 

favorable cost-benefit analysis. 
CI 3. We will not tolerate behavior that demeans the 

human worth or dignity of anyone. 

CI 4. We will not practice or tolerate any form of dis
crimination. 

^ 5. We will practice a participating management 
style that emphasized decentralization and unit ac
countability. 

CI 6. We will reward only achievement, performance, 
creativity, and leadership 

CI 7. We will make no decision that has region wide 
impact without the substantive involvement of 
those affected. 

CI 8. We will not tolerate activity that promotes a 
divisive element in the SWTA. 

CI 9. We will not tolerate censorship of artistic ex
pression that falls within the legal boundaries of 
public decency and morality. 



125 

Organizational Structure 

Definition 

The arrangement of authority and responsibilities 
among people within the organization. 

Planning Considerations 
The organizational structure is itself strategic, because 
it represents commitment of resources toward certain 
objectives. A critique of the present organization 
strucmre quite often reveals its inappropriateness for 
emerging emphasis in mission and objectives. 

Description and Critique of the Organizational Structure of SWTA: 
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Definition 

Characteristics which contribute to the ability of the 
organization to achieve its mission. 

Planning Considerations 
Strengths are those present attributes that will be most 
effective in achieving the mission. Organizations that 
achieve excellence do so by capitalizing on their 
strengths: this is, doing what they do best. 

The Strengths of SWTA are: 
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Weaknesses 
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Definition 

Characteristics that limit the ability of the organization 
to achieve its mission. 

Planning Considerations 
The weaknesses are those inadequacies that must be 
overcome if the organization is to accomplish its mis
sion. 

The Weaknesses of SWTA are: 
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Definition 
An examination of those forces over which an or
ganization has Uttle or no control. External change 
usually impacts an organization by virtue of its exist
ence in a larger, sometimes more complex situation. 

Planning Considerations 
External, or environmental, changes may present sig
nificant opportunities if they are appropriately an
ticipated and structured into programs to capitalize on 
them; or, they may present a threat, making it neces
sary to alter products or modify methods of doing busi
ness. By identifying political, technological, and 
socioeconomic changes, isolating the significant fac
tors, and determining their probable impact, either of
fensive or defensive programs can be structured to 
exploit the potential offered or to soften the total im
pact. 

List Social, Political, Technological, or Economic Factors of significance 

to SWTA: 
CI (use chart to develop assumptions and predict 

probable impact) 
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List Social, Political, Technological, or Economic Factors of significance 
to SWTA: (continued) 
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External Analysis 
Category Factors 

! 

1 

Assumptions 

1 

. 

Impact 

1 

1 
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Competition 

Definition 

Any entity that successfully attempts to fill the same 
need as the organization. 

Planning Considerations 

A careful analysis of competition is quite often the 
most productive way of analyzing the planning or
ganization. Dominant characteristics are both con
trasted and compared in order to determine the 
competition's points of vulnerability. 

List SWTA's competition: 

CI (use chart to note their advantages, our ad
vantages, and their vubierability) 
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Critical Issues 

Definition 

Areas in which the institution faces the prospect of 
crisis ~ of getting either much worse or much better. 

Planning Considerations 
Critical issues are those which must be dealt with if the 
organization is to survive in the context of its own 
stated mission. They provide a rationale for the 
strategic deployment of resources. These issues can 
be identified by reconsidering the beliefs, parameters, 
internal and external analysis, and assessment of com
petition. 

Threats facing SWTA: 
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Opportunities for SWTA: 
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Objectives 

Definition 

An expression of the desired, measurable end results 
for the organization. 

Planning Considerations 
The objectives are practical, specific manifestations of 
the mission. They express, in measiuable terms (time, 
money, quality, quantity) the results the organization 
will achieve as it fulfills its mission. Specifically stated, 
they must have broad, organization-wide implications. 
Any they are aspirations, not projections. 

Objectives of SWTA: 
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? Strategies 
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Definition 
The broadly stated means of deploying resources to 
achieve the organization's objectives. 

Planning Considerations 
In the broadest sense "strategy" incorporates purpose, 
function, policies, beliefs, objectives, strategies, and 
concrete action plans; hence "strategic" planning. But 
the word "strategy" in this instance is used in a nar
rower sense and refers to the means used to achieve 
the objectives of the organization. The objectives are 
the what; the strategies are the how. 

Objectives Strategies 
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Action Plans 
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Definition 
The explicit portion of a given strategy that outlines 
the tasks required to implement that program, the per
son responsible for each task, the due date for the com
pletion of each task, and an analysis of the benefits and 
costs for the specific action plan. 

Planning Considerations 
Action plans insure that the strategies are imple
mented. They allow specific assignments of tasks to in
dividuals within the organization; they provide a 
means for measuring both individual and organization
al performance; and they provide an effective system 
of accountability. 

Action Plans for SWTA: (use the charts) 
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Action Plan 

Title 

Strategy: 

Step Numberl Action 

II 
- _ « _ - ^ ^ — ^ ^ — ^ — — 

Responsibility 

^ — i . ^ ^ ^ ^ ^ — _ -

Start 
Date 

— 

Due 
Date 
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Job Accountabilities 
and 

Performance Standards 

Unit or Division: 

I Do This 
(Activities) 

So That: 
(Results) 

Minimum Standards 
(Obj. Are Achieved 

When:) 
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SWTA STRATEGIC PLAN 
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T H E A T R E 
V A S S O C I A T I O N 
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Strategic Plan 

1991 
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Background 
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On December 28 - 30,1990, President Risso convened a team lo engage in the process 
of strategic planning to enable the Southwest Theatre Association to more effectively 
accomplish its goals within an ever changing environment. 
The team met at the Lubbock Plaza Hotel in Lubbock Texas. The agenda included: 

Meeting Agenda 
Orientation 

CI Rationale for planning 
CI Philosophy of planning 
Q Planning procedure 

Planning Session Topics 

CI Beliefs 
CI Mission 
CI Parameters 
CI Internal Analysis: Organizational Structmre 
CI Internal Analysis: Strengths 
CI Internal Analysis: Weaknesses 
CI External Analysis: Competition 
CI External Analysis: Critical Issues 

Strategic Plan 
CI Objectives 
CI Strategies 
CI Action Plans 
CI Review of proposed plan 
CI Modification of "SWTA Manual of Operations" 
n Drafting of any Constitution and By-Laws changes 

At the conclusion of the meeting, Richard Weaver was directed to prepare the strategic 
plan developed by the team for presentation to the SWTABoard of Directors. Stephen 
Taft, of Texas Tech University, was enHsted to complete the task. 
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Strategic Planning Team 
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Rick Chudomelka 
Arkansas State Universitv-Beebe 

Paul Baker 
Past President 

Jimmv Vaughn 
OCTA 

Bodine Johnson 
Secondary Teachers 

Jimmy Humphries 
Texas A&M University 

Jac Alder 
Theatre 3 

Chuck Sheffield 
Vice President 

Molly Risso 
President 

Tom Jones 
New Plays 

Richard Weaver 
Past President 

Fred Christoffel 
UCTA 

Stephen Taft 
Strategic Planning Intern 
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Analytical Information 
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INTERNAL ANALYSIS 
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The Strengths of the Southwest Theatre Association are: 

CI We are an organized organization 
CI Policy and procedure manual 
CI Extensive state contacts 
ĉ  All areas accessible 
CI National recognition 
^ Pride in the history of the Southwest Theatre Association 
CI Extensive network 
CI Southwest Theatre Association auditions 
CI Convention - good fonun 
^ Varied interests 
CI Multi States 
CI Periodic change in thrust 
CI Diverse group 
^ Professional attimde 
^ Theatre Southwest publication 
CI Newsletter 
^ Varied convention sites 
CI Heavy university involvement 
CI Regional recognition 
CI Professional image in the mailings 
CI Diverse mission 
CI Democratic operation 
CI Good focus - Theatre 
CI Large varied nimibers of potential members and con

stituents 
CJ Variety of himian and cultural resources 
CI Strong potential leadership 
CI Willingness to find new paths to mission 
CI American College Theatre Festival 
CI American Community Theatre Festival 
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COMPETITION 
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WHO 
OCTA THEIR ADVANTAGE 

• Close knit (300 members') 
• ŝimilar interests 
• Geographically close 

OUR ADVANTAGE 
• Broader scope 
• More prominent 
• Bigger names 
• More facets 
• More coverage 

THEIR LIMTTATIONS 
• Awards limited to Community Theatre 

TETA THEIR ADVANTAGE 
Large size (1500 members) 
Connected to UIL 
CAPS 
Execudve Director 
Telephone 
Office 
Tight convendon structure 
Broad base 
Multiple meetings 
Need to belong 

OUR ADVANTAGE 
Not limited to Texas 
Broader scope and interests 
University and professional audidons 
Better recognidon for University teachers 

THEIR UMITATIONS 
Can lose interest and membership (USITT) 
Excludes Texas Non-Profit Theatre's 
Excludes professionals 
Journal 
Awards limited to Texas and Education 
Control of UIL by one person 
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COMPETmON (continued) 
WHO 

ACTF 

Ark. Sp. Asn. 

OSTCA 

THEIR ADVANTAGES 
• High level of expertise 
• Performances 
• Strong student involvement 
• Strong recognition 
• National organization 

OUR ADVANTAGES 
• Broader in scope 
• They are us 
• Cheaper 
• Workshops 
• Publications 

THEIR UMITATIONS 
• (not stated) 

THEIR ADVANTAGES 
• Close knit (300 members) 

OUR ADVANTAGES 
• Broader in scope 

• Broader base 

THEIR UMITATIONS 
• Includes Speech 

THEIR ADVANTAGES 
• Recognized by OAB 
• Attracts high school teachers 

OUR ADVANTAGES 
• Broader scope 

THEIR LIMITATIONS 
• Limited to high schools and Oklahoma 
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COMPETrnON (continued) 

SETC 
THEIR ADVANTAGES 

Larger organization 

Larger auditions 
Broader in scope 
Executive Director and staff 
Strong tradition 
Journal 
Placement service 

Good marketing and public relations 

OUR ADVANTAGES 
Geographically closer (to some) 
No screening for auditions 
Cheaper 
More focused 
Good leaders 

THEIR UMTTATIONS 
Distance 
No regional allegiance 
Unavailable to us 
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EXTERNAL ANALYSIS 
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SOCUL TRENDS 

FACTORS Pendulum swing back to stable family 
ASSUMPTIONS Society is in too much pain to continue to ignore 

IMPACT Theatre can become a familv activitv 

• .̂  .*.' 

FACTORS 
ASSUMPTIONS 

IMPACT 

Two working parents 
More money but less time in the family 
Family may spend money on the arts 

Leism^e time is more imponant 

Arts instimtions can serve as after school care for 
yoimg children 

FACTORS 
ASSUMPTIONS 

IMPACT 

FACTORS 
ASSUMPTIONS 

IMPACT 

FACTORS 
ASSUMPTIONS 

IMPACT 

Changing roles of men 
Men are more liberated to enjoy the arts 
Larger male audiences 

Not sports OR arts but sports AND ans 

Culture clash 
Both generational and racial 
Stresses in communication 

Conflict of human value systems 

Changing/adapting seen as abandoimient of principle 

Consumers are T.V. generation 
Society is visually oriented 

Society is comprised of non-readers 
Shon attention spans 

Competition for visual/entertainment values 

Loss of cultural benchmarks peculiar to literature 

Reduced imagination 
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FACTORS 

ASSUMPTIONS 

IMPACT 

SOCUL TRENDS 
(Continued) 

Society now more informational than manufacturers 
or agrarian 
Manufacmring reduced as how people spend time 
on the job 
Dramatization of news—confusion of information 
and entertaimnent 
Some information society occupations are soul kill
ing 

DEMOGRAPHIC TRENDS 

FACTORS Population increase 
ASSUMPTIONS Population will continue to grow 

IMPACT Potential audience panicipation 

FACTORS 
ASSUMPTIONS 

IMPACT 

FACTORS 
ASSUMPTIONS 

IMPACT 

Emergence of the physically handicapped 
Increased awareness 
Develop educational methods and techniques and 
awareness of the needs of the physically hand
icapped - job market 

Single parents 
Children will develop same patterns as parents 
Special identification and indoctrination 

Child must become the teacher at home 

FACTORS Less college educated head of house 
ASSUMPTIONS Witiiout help all will follow this trend 

IMPACT Develop support group 

ECONOMIC TRENDS 

FACTORS 
ASSUMPTIONS 

IMPACT 

Increasing cost of air fare 
Cost of air fare will continue to rise steadily 
Constiments will become more selective concerning 
travel (conventions) 
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FACTORS 
ASSUMPTIONS 

IMPACT 

ECONOMIC TRENDS 
(Continued) 

Increasing cost of automobile travel 
Cost of gas, insurance, and taxes will continue to rise 
Constiments will become more selective concerning 
travel (conventions, workshops, meetings) 

FACTORS 
ASSUMPTIONS 

IMPACT 

Increasing cost of hotel expenses 
Costs rising because of inflation 
Becoming cost prohibitive to attend conventions 
when coupled with transponation costs 

FACTORS - State budget cut backs 
ASSUMPTIONS Suppon for Arts organizations (Theatre) will be cut 

first 
IMPACT Threatens Theatre, other fine arts and participation 

at conventions 

FACTORS Bank failures/Economic deficit 
ASSUMPTIONS Less money for lending and grant suppon 

IMPACT Fewer dollars for Arts organizations 

FACTORS 
ASSUMPTIONS 

IMPACT 

Health care 
Health costs take up major ponion of expendable in
come 
Will result in less discretionary funds available for 
each family for professional travel 
May decrease convention attendance 
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CRITICAL ISSUES 
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Threats to the Southwest Theatre Association are: 

CI Isolationism 
CI Burnout of leaders 
CI SWTA auditions dying 
^ High School auditions not growing 
CI Driving out most successful programs 
CI Lack of continuity 
CI Lack of an Executive Director 
CI Lack of organization in divisions 
CI Plans are made - nothing happens 
CI No public relations effort 

Opportunities for the Southwest Theatre Association are: 

^ Join Southeastern Theatre Conference in ways 
CI Dominate the auditions market 
CI Restaff and reorganize 
CI Hire Executive Director 
CI Create placement service 
H Mobilize divisions 
^ Increase membership 
CI Investigate and exploit the imiqueness of the Southwest 
CI Increase regional recognition 
CI Establish complex of awards 
CI Tie back to our projects 
CI ACTFEST 
CI ACTF 
n Increase Children's Theaure division 
CI Establish Children's Theatre festival 
CI Establish One Act play festival (high school) 
CI Establish New Plays festival 
CI Establish siunmer workshops 
CI Tour Children's Theatre (after hours) 
CI Increase community through newsletter 
CI Orientate all SWTA members 
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The Strategic Plan 



153 

SS s SSS s ^ s ^ s s s % s SS A* V «v^ ff^ •>.< / 

••SSSSS SSSSSSS ^^ •^VAVW A S S V S ^ A ^ S S S S . * A V S ^ ^ ^ A ^ S . * S V^^^ ^ * ^ f* ^ f ^ J 

ASSSS^ASSS• SSWWW^A^V S NSSS-ASSS^V* A ^ X s V A .P .• S ASS SS SS /"A" *• ̂ A>^^^^A'.'^^^«A^^><^MMA^^^AV>AVAS>AS^ A»A .'AV^'l'^A'.'ASS- .-vX^X SS«A ^ 

Beliefs 
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The Southwest Theatre Association believes that 

CI Theatre is where we tell truths, not perpetuate fiction. 
CI Theatre allows participants vital expansioiL learning, play

ing and change. 
CI Theatre is a way of expressing creativity that is inherent in 

ail humans. 
CI Theatre as a handcrafted art form must be handed down in

dividually from generation to generation. 
CI Theatre examines individual and global social issues. 
^ Theatre builds community. 
CI Theatre has an obligation to serve all. 
CI Theatre is a powerful means of understanding leadership, 

followership and collaboration. 
CI Theatre can be a splendid career. 
CI Theatre and SWTA must earn its support. 
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MISSION AND PARAMETERS 
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Goals 
The Mission of the Southwest Theatre Association is to provide a non

profit organization dedicated: 
1. To improving the quality of theatre within the region by promoting the 
highest standards in Theatre Arts. 
2. To providing education in theatre through information sharing, re
search, and publication oppormnities. 
3. To fostering creativity by promoting new ideas, plays, and theatre tech-
Euques. 
4. To providing a system of networking for resource sharing and career 

oppommities. 
5. To enhancing professional pride through recognition of past and 
present achievements. 
6. To assisting SWTA members in effective theatre advocacy. 

Parameters 
The Southwest Theatre Association: 

Will adopt no new programs without a favorable cost-benefit analysis or 
adequate staff preparation. 
Will not budget or spend funds beyond projeaed annual income until a 
reserve of $10,000 is established and maintained. 
Will not tolerate behavior that demeans the human wonh or dignity of 

anyone. 
Will reward only achievement, performance, creativity, and leadership. 
Will undertake no activity outside die constimtion and by-laws of the 

SWTA 

Will not allow factional interests to supersede the mission of the organiza

tion. 
Will not become a profit-oriented organization. 
Will not tolerate censorship of artistic expression. 
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OBJECTIVES 
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In order to accomplish the various components of its mission, the South

west Theatre Association will: 
1. Develop SWTA's position on the relationship of Arts to Education. 
2. Continue holding a convention meeting the needs of members. 
3. Increase membership in each division by 100% by the end of 1992. 
4. Reorganize recognizing current needs. 
5. Hire an executive director. 
6. Create a central Office. 
7. Secure funds to support the organization. 
8. Establish a placement service. 
9. Establish and maintain commimication with other organizations. 
10. Establish a system of mid-year symposia. 
11. Increase public respect for this organization. 
12. Increase public respect for Theatre Arts. 
13. Organize the auditions project to meet needs of members. 
14. Generate and disseminate commtmications. 
15. Expand its system of recognition and rewards and capitalize on it with 
a public relations and photo backup plan. 
16. Promote the writing and production of new plays. 
17. Support its archives and historical research in SWTA 
18. Establish programs to improve theatre teaching on high school and 

university level. 
19. Establish an officer recruitment training and evaluation system. 
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STRATEGIES 
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In order to achieve its objectives, the Southwest Theatre Association will 

employ the following strategies: 
Objective 1. Develop SWTA's position on the relationship of 

Arts to Education. 
Strategies 

CI Ask Paul Baker to write it on or before February 28,1991. 
CI Present it to the board. 
CI Publicize it through Theatre Southwest, and printing tracts 

and distributing them to: 
• School boards 
• Superintendents 
• Principals 
^ State legislators 
• Arts Councils and Commissions of Texas, New Mexico, Ok

lahoma, Arkansas, and Louisiana 

Objective 2. To continue holding a convention meeting the needs 
of members. 

Strategies 
CI Develop advanced learning sessions 
CI Solicit multi cultural related programing 
CI Solicit programing from professional and community 

schools 
CI Seek and promote programing dealing with new tech

nologies and materials 
CI Invite members of state and local governments to conduct 

programs dealing with current issues affecting theatre 
n Solicit programs from Deans of various kinds of programs 

on views of the Theatre to Education 
CJ Invite members of state and local governments to attend 

the convention as special guests 
CI Provide a new member orientation session at the conven

tion 
CI Establish new plays program at convention 
CI Devise procedures to increase student attendance at con

ventions 
CI Establish convention evaluation system 

• host distributes and collects 
• Vice President evaluates 

CI Repeat imponant sessions once 
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STRATEGIES 
(Continued) 

Objective 3. To increase membership in each division by 100% 
by the end of 1992. 

Strategies 

CI Establish Public Relations committee to market member
ship 

CI Committee will encourage divisions to increase their mem
bership 

CI PubUc relations conunittee will market the convention and 
membership simultaneously 

CI Committee members will be appointed by President 
• 1. They will develop marketing plan 
• 2. They will present the plan to the Executive Committee at its 

mid year meeting 
• 3. They will establish relationships and communication with 

divisions. 

Objective 4. Reorganize recognizing current needs. 
Strategies 

CI Add public relations committee (does advocacy duties). 
^ Add USUI-Regional as standing committee immediately 

and as division upon application 
CI Establish long range planning committee: 

^ 1. consisting of past Presidents 
^ 2. chaired by immediate past President 
• 3. report at each board meeting 
• 4. committee meets at convention and one other time prior to 

convention 

Objective 5. Hire an Executive Director 
Strategies 

CI Hire retired member at modest salary and give small 
amount for part time secretary 

Objective 6. Create a Central Office 
Strategies 

CI Established at city of Executive Director 
CI P.O.Box & telephone number and fax machine 
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STRATEGIES 
(Continued) 

Objective 7. Secure funds to suppon the organization 
Strategies 

CI Instruct the Executive Director to solicit funds, gifts, grants 

Objective 8. Establish placement service 
Strategies 

CI Executive Director organizes 
CI Bulletin board at convention 
CI Interviews arranged at audition site(s) 
CI Graduate schools also to interview prospective smdents 

Objective 9. Establish communication with other organizations. 
Strategies 

^ President offers free memberships to the president, vice-
president or designated representatives of those organiza
tions not affiliated at present with SWTA 

AACT 
AATE 
ACTF (National Office) 
AFIRA 
AEA 
ATHE 
MWTC 
NETC 
New Mexico Community Theatre Association 

SAG 
SETC 
Thespians 
USA local 829 
U S m (national) 

CI President invites above organizations in addition to special 
selected guests to convention 

CI President offers to exchange mailing lists 
CI Above organizations wiU be retained on SWTA mailing lists 
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STRATEGIES 
(Continued) 

Objective 10. Establish system of mid-year symposia 
Strategies 

CI Create symposium at Oklahoma Shakespearean Festival of 
juried papers 

• Papers selected through UCTA 
CI Ask USTTT to organize series of weekend workshops at 

varied in conjunction with secondary schools and com-
mimity theatres 

• locations in each state on new products, new technology, and ap
plications. (Workshops available for college students and high 
school teachers and students) 

CI Ask UCTA to offer advanced academic workshops at 
various locations on Theatre subjects, 

• tuition covers expenses with profit to SWTA 

Objective 11. Increase public respect for organization 
Strategies 

^ Emphasizing serious aspects of convention 
^ Public relations committee promotes scholarship and 

professionalism 

Objective 12. Increase public respect for Theatre Arts 

^ Emphasizing serious aspects of convention 
CI Public relations committee promotes scholarship and 

professionalism 

Objective 13. Continue auditions to meet needs of members 

High School Strategies 
CI Advertise scholarships available at convention ahead of 

time 
CI Identify auditors 
CI Present awards to Best actor, actress, and designer at audi

tions 
College and Professional Strategies 

CI Combine ACTF, SWTA auditions, design exhibits in 1992 
• Establish exhibits - professional and students 
• Establish awards - professional and students 
• Establish professional auditions 

CI Work to combine with USTTT Job Fair 
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STRATEGIES 
(Continued) 

Objective 14. Generate and disseminate communications 
Strategies 

CI Continue Theatre Southwest 
CI Continue revitalize and reassign SWTA newsletter 
CI Presidential letter prepared by public relations committee 

and sent every four months to ail SWTA members 

Objective 15. Expand system of recognition and rewards with 
public relations and photo backup 

Strategies 
^ Create award for volimteer of the year 
CI Create best actor - actress and technician award for audi

tions (high school and professional college) 
CI Create best playwright and new play award 
^ Outstanding Award for each division 

Objective 16. Promote writing and production of new plays 
Strategies 

CI Tom Jones to explore the establishment of new shon play 
festival at convention and repon to Board at July meeting 

CI Establish award for best play and playwright 

Objective 17. Suppon archives and historical research in SWTA 
CI Long Range Planning Committee to smdy and make recom

mendations at July meeting 

Objective 18. Establish programs to improve theatre teaching on 
high school and university level 

Strategies 
CI Offer shoncourse on teaching (for TA's) at conventions 
CI Offer workshops on specific teaching techniques 
CI UCTA encourages and establishes system of exchanges be

tween Universities, Professional, and Community Theatre 
organizations 
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STRATEGIES 
(Continued) 

Objective 19. Establish officer recruitment training and evaluation 
system 

Strategies 

CI President informs current appointees their term will last 
only through convention 1991 

CI President advenises positions available 1991-92, collects ap
plications and vita 

CI Distributes to the Executive Committee who decides on ap
pointments 

^ Appointees meet with current office holder for internship 
(apprenticeship) 

CI Current office holder trains appointee 
CI President organizes training sessions for ail officers before 

conventions 
CI Recommend that Vice President should become President 

(must be constimtionaily approved) 
CI Recommend that a division or state with no representative 

present at the convention for two years be removed from 
division stams (must be constimtionaily approved) 
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ADDRESSES OF PARTICIPANTS AT THE SWTA RETREAT 
DECEMBER 28-30,1990 

Rick Chudomelka 
Arkansas S.U.-Beebe, Box H 
Beebe, AR 72012 
PH: (501) 882-6452 

Paul Baker 
RT#1 Box 139 
Waelder, TX 78959-9729 
PH: (512) 540-4279 

Jimmy Vaughn 
2632 NW 12th 
Oklahoma City, OK 73107 

Bodine Johnson 
9122 Bedford Dr. 
Odessa, TX 79764 
(P.O. Box 3912 - Permian High School-
PH: (915) 366-5690 (Home) 
(915) 366-3652 Ext. 204 (School) 

Jimmy Hiunphries 

Theatre Arts 
Texas A&M University 
CoUege Station, TX 77843-4234 

PH: (409) 845-2621 

Jac Alder 
Theatre 3 
2800 Rou± 
Dallas, TX 75201 
(214) 871-2933 
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Molly Risso 
1207 Four Seasons 
Durant, OK 74701 
PH: (405) 924-6517 

Tom Jones 
5106 78th Street 
Lubbock, TX 79424 
PH:(806) 798-1428 

Richard Weaver 
3312 39th Street 
Lubbock, TX 
PH:(806) 797-2331 

Fred Christoffel 
Theatre Arts 
Box 4098 
Texas Tech University 
Lubbock, TX. 79412 
PH: (806) 742-3601 

Stephen Taft 
2312 40tii Street 
Lubbock, TX 79412 

Chuck Sheffield 
5118 Bryan 
Dallas, TX 75206 
PH: (214) 827-7526 (Home) 
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Action Plan 

Title: 

Strategy: 

Step Number 

1 

Action 

1 

Responsibility Start Date 

" • 

1 

Due Date 

1 
1 
1 
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Action Plan 

Title: 

Strategy: 

Step Number Action 

. 

Responsibility Start Date 

1 

1 

Due Date 

1 



166 

Job Accountabilities 
and 

Performance Standards 
Unit or Division: 

I Do This 
(Activities) 

1 

" 

" 

So That: 
(Results) 

Minimum Standards 

(Obj\ Are Achieved 
When:) 

1 

, 




