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An Arts Institution’s Management Overhaul )
WASHINGTON—The John F. Kennedy Center for the Performing Arts here is irying
to raise its standards of performance, from backstage to the boardroom.

After a yeatlong review, the center is making changes in its fund raising and

~ marketing department, as well as in other administrative offices, to bring the
performance of its management team into line with the quality of its presentations on
stage—and to erase a persistent multimillion-dollar deficit.

While many non-profit engage in strategic planning to improve their operations,
the Kennedy Center’s effort is unusual because of the depth of financial analysis it
entailed and because it is based largely in techniques used by for-profit business.

The review prompted numerous changes in various departments and has led to
more cooperation between divisions to make the center more efficient as a whole....

James D. Wolfensohn, the respected New York investment banker who took over
as the Kennedy Center’s chairman and chief executive officer 18 months ago, has
restructured the senior management team at the institution, delegating day-to-day
control to a new official, the chief operating officer.

Many of the changes at the Kennedy Center were suggested by Cannon Devane
Associates, a management-consulting firm in Washington. The management—review
process began over a year ago, in June, when Mr. Wolfensohn, who works part-time
as chairman, accepted an offer from Martin Cannon, the president of the firm, who
volunteered to sort out the center’s management systems on a pro bono basis. The two
men had worked together as advisers in the sale of a major hotel chain.

In analyzing the center’s management, says Mr. Cannon, he found that many of
the same questions facing for-profit business companies applied to non-profit
organizations.

“The reassuring message is that there are capabilities that have been largely
devoted to the management of the for-profit business sector that are very relevant to
the center’s business operation,” says Mr. Cannon. “And they should not feel
embarrassed to call upon those capabilities. Successful business does it all the

time....”
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[ The Process]
After several months of analyzing the center’s finance and management practices,
[ Mr. Cannon } says, the management study revealed numerons untapped sources of
revenue, including greater potential income from the box office and private
fun-raising efforts.

The consultants then began gathering information, including financial data from
all the center’s departments, data about competing local performing-arts institutions,
and demographic information about the Washington metropoﬁtan area. Some of the
findings demonstrated that the Kennedy Center had some serious troubles:

- During the late 1980’s, more than a third of the center’s subscribers had failed to
renew their subscriptions, and single-ticket sales had fallen sharply....
+ Private donations...remained virtually flat from 1985 to 1990, while the costs of
raising funds jumped from 13 percent to 18 percent of coniributions.

In addition to the vast array of facts and figures, ‘the consultants solicited the
opinions of any staff member who wanted to be interviewed. Given the understanding
that all interviews would be confidential, over 100 members of the 186-member staff
agreed to talk to the consultants....

Taking all the evidence together, Mr. Cannon presented two scenarios. In one, the
center could continue business as usual, increasing its annual operating deficit from
$3.9 million in 1990 to $6.3 million in1993. In the other, Mr. Cannon showed how, by
cutting costs and increasing revenues, the center could actually realize a $9.2 million
surplus by 1993,

Cannon Devane projected that, among other things, administrative. overhead
costs and production costs could be trimmed by about $1.3 mlllion in part by
establishing a single procedure for ‘negotiating contracts that would cover the
Kennedy Center employees and outside producers alike. ...

[ Emplementation]

Despite the importance of a healthy balance sheet, most people at the Kennedy Center
said they believed that financial considerations must be tailored to the center’s
mission statement, and not the reverse. So, before committing to the new regime,
senior staff members created a new “vision” statement for the center. The statement
says the center will “embody, stimulate and transmit the values of freedom, creativity,
expression, and joy inherent in the performing arts” and it will present high-quality,
diverse performance and try to attract a wide audience.

Once the new mission statement was adopted, each department began drawing
up new plans, setting goals and priotities consistent with the statement. Those plans
are still under review by the new chief operating officer, Lawrence J. Wilker, former
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president and chief operating officer of the Playhouse Square Foundation in
Cleveland. Even though Mr. Wilker hasn’t made the final decisions about the changes

that will be made, some new programs and policies have aiready’hegun. .

New Fund-Raising Efforts Begun

Special festivals ~ The center sponsored a “Texas Festival,” which was the first
Kennedy Center festival to focus on the arts of a single state. The event, which
included performances by the Houston Ballet, the Texas Boys Choir, and the Dallas
Symphony Orchestra, as well as a popular music program known as the Roadhouse
Café, helped raise $2.4 million in contributions from corporations, foundations, and
individuals, which more than paid for the additional costs associated with the festival.

New policy for board members ~ The Center’s Board of Trustees agreed to form a
fund-raising committee and approved a resolution suggesting, but not requiring, that
all trustees either give, or obtain from others, commitments each year to give

$100,000, payable over three years.

Giving clubs  Two new giving clubs for donors have been set up: the “100 Club,” for
companies that give at least $100,000 over three years, and “The Trustees’ Circle,”
for individual donors who do the same. The club has attracted 61 members so far.

The center’s marketing department has adopted new policies and programs
designed to attract new subscribers and, in some cases, to assist fundraisers. For
example, last season the marketing department designed a deeply discounted
subscription package—three concerts at half price—at the request of the development
department....

Another of the management review’s finding invelved the high cost of attracting
new éubscribers....The expense of promoting the institution to new customers
prompted the management consultants to suggest that subscribing should be made
easier, and that complaints be dealt with Jong before a customer became disillusioned.

A Window Into What Didn’t Work

In response, the center has made numerous changes to make it casier for subscribers
to exchange tickets and make sure that patrons will have no difficulty finding their
way to the six different theaters in the complex or getting something to eat in a hurry

before performances.
Still, it’s difficult for the administrative staff, most of whom work during the day,

1o know what’s happening in the evening, when most of the center’s performances

take place.
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“We’d get in the office, and the first phone call at 10 o’clock was from an irate
patron, and that was your window into the what didn’t work the night before,” says
Geraldine Ottremba, director of government relations.

“The obvious solution is to train people to solve problems as they happen.”

In addition, she says, when customers now call to complain, the call is not passed
around, “in what we affectionately called ‘Kennedy Center roulette.”” Instead, all
complaints are now routed to a central customer-service office, “Now you have a
fairly accurate picture of what your complaint level is, and you have people who are
trained to make reparations, whose goal is to recover that patron immediately, and not

let thein of the phone until they are satisfied....”

SOURCE: Vince Stehile, “An Arts Institution’s Management Overhaul,” Chronicle of Philanthropy,

September 24, 1991. Reprinted with permission.

Questions
Summarize the main changes made in the Kennedy Center’s management

structure, as noted in the article. (G ¥ X & & )
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(A)

— - PR SHLUTRRRIE RS - SREATHIE G4 - (25%)

VIS (the fourth wall)
TiEZEE (theatre of the absurd)
fi%E®T (the problem play)
AUEER (the chorus)

SRVEIERGR (dramatic irony)

A

L HER (75%)

. P ERRR - RETREEA LB RER - {HE SRR EE 2T
R ES]  MENSEEY 23 E RGeS EEEfEE
ERF (Bertolt Brecht) fy33HE3E (the epic theatre) BBRIEE TEE
B TR (R SRR R T R PR RS AR - DU TR
{EHIWE - SRUIRERISEBET -

2. EEMEST TZWERR A A {(ESREERINTIE) (Rosencrantz
and Guildenstern Arve Deady TR (W5HBER: )Y (Hamleh « (BEWERTH
R BE - R R e H AR A A TG B LA B SLFTRAYIATERRE - AL R
AR I LA B E L A R -

3. BFR - R fISISEE RSB (RIS B=KMEE > A8 —
BURGILEEAR B o %S - RAHIRE & Ll = R S TR A
TRERAFTHIERANE -

(B)

— -~ fERRAEE (25%)
{ Il The Renaissance .
2 A Versmo opera )
7. Gesamtkunstwerke
4 5 Expressionism
§ 8. Muisca reservata
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L AAMREE A > FRTREREETEARE - (FlRESH
& - RERAPRHUCRAS M R RIS - HBPRRARE
VERIZ 2 BUMFRETL - AMTREEEE - 3R - RAeEmMAI TR

2. TARREEAN R EWE AESREREE (commedia dell’arte)
FIRE - BB A EREM SRR - 83 - B2 -

3. B - B - ISR R RS (REEW) =R 58—
BRI ELAR R B2 NE - RIS & Bt = R Z R R AR
RECE A IRYEHAIE -

()

o R (25%)

1. Menuet (/BEERRD

2. Classical ballet ( FFEEEED)

3. Marie Anne de Cupis de Camargo ( }%%ﬁ#ﬁ)
4. Ballet daction (BEVELEED)

5. Masque (fRETSED

 HiER (75%)
1. SIS RSN A f HAC B R R -

2. SETTRHTERI SRR B R EE BRI - FEE SEms
Edf > BELERAI e AE] - R -

3.0 EFA - B - MOMERRE R R (REE) ASAEE ) R
BIRGR IR P A > RS S Lk = K2 SRR MEE M
R TR AUE -
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