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ABSTRACT 

Formal marketing research has only recently been adopted by many non-profit arts 

organizations. Negative perceptions about marketing concepts have previously been 

thought unsuitable for the arts, due to its "bottom line" association within for-profit 

corporations. However, due to the increased competition among arts communities as a 

result of a shrinking fijnding base, the arts are looking closely to the adoption of formal 

marketing practices within their administrations. 

Many arts organizations currently find themselves in a crisis situation of a 

dwindling patron base as a result of the organization not having enough information about 

the patrons' wants and attendance behavior. Without this information, the arts are unable 

to promote their product, and communicate effectively and efficiently to their audiences. 

This dissertation reveals the results of formal marketing research conducted at the 

Texas Tech University Department of Theatre and Dance, specifically addressing the 

audience profiles of the Mainstage season subscribers. The research was conducted over a 

five month period using a written survey, a focus group interview, a marketing audit, and 

observation and informal discussions with subscribers, departmental faculty, and staff. 

The information was collected, analyzed, and compared to larger state and national 

audience profiles. Finally, recommendations for alterations in current marketing practices-

-in the form of a comprehensive marketing plan—were made. The objective was to reverse 

the loss of season subscribers and to build the numbers of subscribers to a level attained 
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during the 1993/94 production season—a level recognized as being the highest attained in 

the Department's production history. 

The Department of Theatre and Dance finds itself in a very challenging, yet fertile, 

situation—one in which new faculty members can re-build ties with the season subscribers 

as well as attract new subscribers that will be drawn to the energy and enthusiasm of a 

new faculty. This research recognizes these opportunities and makes suggestions that can 

bring about the most positive results to the current situation. 
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CHAPTER I 

INTRODUCTION TO THE RESEARCH 

Experts differ on the specific time when marketing principles became widely 

adapted by non-profit arts organizations, yet they are in agreement that a strong marketing 

strategy is crucial to maintaining and increasing an organization's patron base. This is 

especially true in our present national climate in which all the arts are increasing their 

struggle to compete for patrons and donors due to shrinking public funding sources. The 

use of marketing principles is becoming more and more a cornerstone within non-profit 

arts structures. 

Departments of theatre are the producing arms of most university theatre 

productions. What separates these departments fi"om other private non-profit 

organizations is that they are embedded within the larger economic and corporate 

structure of the university as a whole. They are, therefore, finding themselves in a position 

of competing more and more with the technical and natural sciences for scarce budget 

resources. During the last thirty years, the financial resources of universities have become 

more and more competitive. The 1965 Rockefeller report warned of this situation. 

"[T]here is an urgent need to redress the existing imbalance in the financial support of the 

physical sciences and that of the arts and humanities in universities."^ 

' Performing Arts: Problems and Prospects (New York: McGraw-Hill Book Company, 1965), 
182. 
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This situation has led to the magnified need for formal marketing practices to 

balance the urgency for increased earned income. The situation is exacerbated by the 

probability of the reduction of, or at best static, university resources. 

Statement of the Problem 

The University Theatre at Texas Tech University has been losing subscribers 

steadily since the 1993/94 production season. The Department of Theatre and Dance has 

been an active participant in the cultural environment of Lubbock and the surrounding 

communities since 1928 when it was established within the College of Arts and Sciences. 

Providing a full season of diverse productions has been a focus of the departmental faculty 

and staff ever since that time; therefore, the season subscription campaign is an activity 

that has received a great deal of time and attention fi-om the faculty as well as financial 

resources fi"om the department's budget. In fact, a subscription campaign has been an 

annual event since the 1978/79 season when the first graduate student was asked to 

develop a season ticket campaign. Prior to 1978, records indicate that there were "faculty 

subscribers" and the production mailing of 1974/75 mentions season tickets, but there is 

no evidence of a consistent annual season subscription campaign. Since the 1993/94 

production season, however, the amount of money raised fi^om season ticket sales has 

sharply decreased fi-om $22,744 to $12,087 as of the 1996/97 production season. 

In 1995, a new chairperson took over the leadership for the Department of Theatre 

and Dance. Soon after came the hiring of new acting, directing, history and theatre 

management faculty within a two-year period. This relatively young department inherited 



the challenge of reduced subscription sales which had a strong impact on the department's 

ability to raise the required 50% of its production budget through earned income sources. 

Historically student service fees provide the remaining 50% of the production budget. 

The activities conducted by the faculty and promotion team—composed of 

graduate students and a faculty advisor—that focus on the subscription campaign have 

been stagnant for quite some time. Many promotional and pricing decisions for the 

subscription campaign have been formulaic, following the course of action of previous 

teams. The subscription brochure has not maintained a consistent quality level and often 

reflects the design strengths of the Promotions Director, who is an appointed graduate 

student serving in that capacity for only a year before being replaced. 

No formal marketing research, beyond cursory surveys as part of class room 

assignments, has been conducted in recent memory. The senior faculty members who 

personally knew a great number of the season subscribers and communicated informally 

v^th them, retired—taking any valuable information on subscriber needs, opinions and 

behavior with them. It can be assumed, therefore, that any current decisions that affect 

the subscription campaign are not made with complete knowledge of the season 

subscribers' habits and needs. The current faculty finds itself in a position that requires an 

in-depth look at who the subscribers are for the programs at the University Theatre. This 

need provides the impetus for this research. 

It is hypothesized that the recent decline in subscription numbers is a result of the 

lack of knowledge and understanding of, and communication with, the season subscribers. 

William Byrnes in his book Management and the Arts warns, "[N]o amount of managerial 



brilliance. . . will amount to much if the basic product does not meet the needs of the 

consumer for whom it is intended."^ This research focuses on the 1996/97 

season subscribers and their extended relationship with, and loyalty to, the programs 

ofthe University Theatre. Stephen A. Greyser echoes this emphasis. "Current 

subscribers represent a group that is readily accessible and relatively high value because of 

their knowledge and involvement with the organization."^ 

This research focuses on determining the needs and attendance habits of current 

subscribers at the University Theatre through a written survey and a focus group 

discussion. The information is supplemented with a marketing audit which consists of an 

in-depth evaluation of current marketing practices and the resources ofthe current 

marketing plan. The research culminates in a comprehensive marketing campaign for the 

annual subscription drive. 

It is important to note that with recent addition of new faculty members, some 

changes in the past marketing activities in the Department have recently been suggested. 

This research, however, focuses on the marketing practices which were in place as ofthe 

1996/97 season. 

The survey supports the belief that the current subscribers are comprised of a 

particular population niche, and that the University Theatre has not tapped fijlly into this 

market segment. The goal of this research is to gain enough information fi-om the season 

^Byrnes, William J., Management and the Arts (Boston, Massachusetts: Focal Press, 1993), 229. 

^ Geyser, Stephen, "Toward Bridging the Utility Gap in Marketing Research for the Arts," 
Marketing The Arts, ed. Mokwa, Michael P., Dawson, William M., Previe, E. Arthur (New York: 
Praeger Publishers, 1980), 164. 



subscribers in order to market and package the productions to attract additional like-

minded patrons. 

Description of Methods Used 

The primary method used for the bulk ofthe research is a formal written survey 

sent to all 1996/97 season subscribers. This survey is coupled with information fi^om a 

focus group made of recent and long-standing season subscribers to determine the position 

ofthe University Theatre as well as specific behavior patterns in their attendance. A 

marketing audit of current subscription campaign practices will also be conducted. This 

will be achieved by personal involvement and observation, as well as informal discussions 

with the current faculty and graduate students who have knowledge ofthe marketing 

practices. This audit will combine the suggested formats for marketing audits contained in 

Gary Stem's book Marketing Workbook for Non-Profit Organizations and in WiUiam 

Byrnes' book Management and the Arts. 

Once the information fi^om the survey, focus group and audit is collected, the 

information will be analyzed and compared with audience profiles of historical and recent 

national and state organizations fi"om the following sources: the 1965 Rockefeller Report 

Performing Arts: Problems and Prospects, the 1966 Baumol and Bowen report 

Performing Arts: The Economic Dilemma, audience profiles from reports sponsored by 

the National Endowment for the Arts, the publications by the American Council on the 

Arts Americans and the Arts VI. and any available information on arts patron profiles 

provided by the Texas Commission for the Arts and the Lubbock Arts Alliance. The 



results from the research and its comparison to the University Theatre subscriber profile 

will be used to offer a comprehensive marketing campaign that specifically addresses the 

Department's season subscription efforts. The marketing plan loosely follow the design 

offered by Marketing the Arts, edited by Michael P. Mokwa et al. 

Brief Description of Research Findings 

A four-page survey was distributed to all 321 season subscribers ofthe 1996/97 

season. One hundred and twenty-seven were returned. The survey reveals demographic 

information, as well as the rankings of benefits, motivations and preferred media ofthe 

season subscribers. Briefly, the typical University Theatre season subscriber is a 

Caucasian, female, over the age of forty-five, professional with more than a modest 

income. She subscribes to the University Theatre for entertainment purposes and enjoys 

the savings and convenience the subscription offers. She also enjoys a combination of 

both traditional/commercial theatre, as well as contemporary, or somewhat obscure, 

scripts. 

A focus group composed of nine season subscribers complemented the survey. 

During the focus group discussion session, findings ofthe survey were fiirther explored. 

The participants reinforced survey findings and elaborated on preferences and motivations 

they used to make purchasing decisions. The patrons' comments about the packaging and 

benefits ofthe subscription were helpfiil in making suggestions to improve the design of 

the subscription campaign printed materials. The participants ofthe focus group enjoyed 

the discussion format and were very forthright with information and suggestions. 



specifically on the idea of repeated performances and the types of productions they 

preferred. They enjoyed the opportunity to meet the faculty and students and encouraged 

more informal interaction between themselves and Departmental personnel. 

The marketing audit revealed, among other things, the need for formal training of 

promotion personnel and for an improved computer box office system. The research 

suggested that the Department of Theatre and Dance should be more aggressive in its 

marketing pursuits due to the shift in the cultural climate ofthe mid-1980's. 

All the research was used to develop a marketing plan that seeks to reverse the 

continued loss of season subscribers, while also building on marketing strategies that 

support the growth of season subscribers to the 1993/94 level. The marketing plan 

involves four elements: promotion, placement, pricing and product. The mixture of these 

elements leads to strategies and an action plan that can be implemented by utilizing the 

current resources allocated by the Department. 



CHAPTER n 

fflSTORICAL USES AND BENEFITS OF 

MARKETING RESEARCH 

"Theatricals" have been a part of Western culture for centuries. In the United 

States, there are records of theatrical activities in the early 1700's, but many of these 

productions were more a part of festivals and celebrations than independent events. 

Theatre in the United States, beginning with Lewis Hallam in Williamsburg, Virginia in 

1752, was designed as a profit-making venture.̂  From this beginning, theatre-

professional and nonprofessional—found itself embedded within a newly formed capitalistic 

society. Theatre was a product that was bought and sold, and it competed within the 

economic structure ofthe United States as any other more tangible product, much like 

soap or agricultural equipment. 

Theatre in higher education began even later. Steele MacKaye founded the first 

school for acting m the United States in 1871 at the St. James Theatre.̂  But it was not 

until 1912 that George Pierce Baker began his Theatre '47 program at Harvard University, 

followed closely m 1914 when the first four-year degree in theatre was established at the 

Carnegie Institute of Technology.̂  

' Langley, Stephen, Theatre Management in America: Principles and Practice. G êw York: 
Drama Book Pubhshers, 1974), 87. 

^Ibid., 162. 

^ Ibid., 162-163. 

8 



While theatre outside the higher education system was regarded as a commodity, 

theatre mside higher education was regarded as being "extracurricular" and "an instrument 

for teaching."'̂  Theatre in the United States has still not enjoyed the luxury of being 

considered a politically lucrative part of society, supported heavily through pubhc dollars 

as is the case in many European countries. Because theatre must compete within a 

capitaUst environment, it has lead to the adoption of marketing practices in order to 

increase its competitive edge. 

Overview of History of Marketing within Non-Profit Organizations 

The management environment of business in the United States shifted dramatically 

with the coming ofthe Industrial Revolution. Concepts of division of labor and 

mechanization created the need for supervisory managers.̂  By that time, however, the 

railroad industry had paved the way for a national infrastructure which allowed theatres 

nationwide to multiply dramatically. Theatre as a business was well established by 1900 

with over 5,000 theatres.̂  Star management, touring, and program selection all became 

the jobs ofthe newly formed position of actor-manager. 

Along with the invention and popularity ofthe motion picture, followed closely by 

television, theatre in America experienced a severe decline during the early part ofthe 

20th century. Instead of being bolstered by private industry, theatre's existence was 

threatened by it. The non-profit, commercial and, later, educational theatres competed 

'Ibid., 161. 

^Byrnes, William J., Management and the Arts (Boston, Massachusetts: Focal Press, 1990), 43. 

^Langley, Stephen, Theatre Management in America: Principles and Practice. 90. 
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against larger entertainment industries for survival. It became apparent that old practices 

of promoting and producing had to be re-evaluated. The concept of marketing, long used 

by private industry, slowly infiltrated the management environment ofthe arts. 

Following World War n and the exposure to European cultures by US service men 

and women, the demand for theatre in America experienced rapid change and a demand 

for increased quahty. As a result, theatre encountered rising operational costs along with 

the loss ofthe reliable wealthy patron who could easily eradicate deficits and sponsor 

innovative artistic projects. "In order to survive, it (the arts industry) had to broaden its 

base of support and attract new energy." The earUest marketing research revealed as 

early as the 1940's that the arts still faced a negative stereotype and that "many in the 

potential audience still viewed the arts as an aUen activity."* The dilemma therefore was 

to publicize the arts and attract new audiences without jeopardizing the artistic integrity of 

the organization, or losing the uniqueness of theatre as the most immediate of art forms.̂  

With the creation ofthe National Endowment for the Arts in 1965 and a political 

commitment to the development of national and grass roots art forms, the arts became an 

emerging, integral part of modem society. The arts began to enter the mainstream of 

American life in the late 1960's when, with the support from government agencies and a 

determination to break down barriers that separated them from potential audiences, arts 

' Reiss, Alvin H.. Arts Management: A Guide to Finding Funds and Winning Audiences. 
(Rockville, Maryland: Fundraising Institute, 1992), 36. 

8 Ibid., 37. 

'Brockett, Oscar G., History ofthe Theatre. 3rd edition (Boston, Massachusetts: AUyn and 
Bacon, Inc., 1997), 16. 
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organizations set out to develop new and innovative marketing concepts. ̂ ° However, 

many arts managers still reUed on old management practices to pubhcize their product and 

attract new audiences. Many arts managers exhibited a fear to market arts organizations' 

value and to use formal marketing techniques to pubhcize their worth and position within 

their respective communities. Marketing was viewed as being too wastefiil for tenuous 

non-profit budgets~"intrusive" and "manipulative."^^ In essence, arts management took 

great strides to separate its practices from those of private enterprise. 

Social and reUgious non-profit organizations were not so reluctant to employ 

formal marketing practices, but rather reached out to audiences and competed for 

members and contributors. In the 1970's, the arts "found themselves behind" in the 

adaptation of marketing concepts and strategies within their organizational framework. It 

was not until the late 1970's, an increasingly competitive economic environment, that 

marketing became a common practice within non-profit arts management. 

This is not to imply that arts organizations were not at all engaged in marketing 

activities. They were utilizing direct mail, telemarketing, public service announcements 

and advertising to increase awareness, raise fiinds and sell tickets. 

[But] they seldom called these activities marketing. Some organizations did not 
recognize the relationships among their various activities or appreciate the 
possible benefits of having a single marketing focus. Other groups recognized 

*°Reiss, Alvin H., Arts Management: A Guide to Finding Funds and Winning Audiences. 35. 

" Ibid., 22-23. 

'^Reiss, Alvin H., Culture and Company (New York: Twayne Pubhshers, Inc., 1972), 40. 

'^Kotler, Phihp, Andreasen, Alan R, Strategic Marketing for Non Profit Organizations (Upper 
Saddle River, New Jersey: Prentice Hall, 1996), 2. 
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the distinction, but simply did not want what they did to be called marketing, 
because "marketing" had too many negative connotations.^^ 

Things began to change in the 1970's due to the rapid increase in competition, not 

only with fellow non-profits, but with service organizations whose humane causes were 

highly pubUcized and poUtical. For the first time, arts organizations began to explore their 

role not only within the cultural community, but within the community as a whole. They 

had to give justifications for patronage beyond providing a social service. Economic 

impact studies and policy issues spear-headed the arts "into the mainstream of American 

Ufe."̂ ^ 

The 1980's encouraged the arts to discover "the importance of not only fiilfilling 

their artistic mission, but communicating theu- concept and achievements . . . to their 

audiences."^^ The question of art versus commerce fell Uke a shadow over non-profit arts 

organizations nation-wide. Finding an audience for innovative and contemporary theatre 

demanded a sharp evaluation of audience characteristics and needs. Niche marketing—or 

marketing to a particular segment ofthe community—became paramount, as theatres 

pubHcized to, and communicated with, specific audiences that would support particular 

tj^jesof art forms. 

The 1990's have proven to be no less challenging for non-profit organizations. 

With the yearly threatened demise ofthe National Endowment for the Arts and 

'''Ibid., 2. 

'̂ Reiss, Alvin H., Arts Management: A Guide to Finding Funds and Wirming Audiences. 35. 

'̂ Ibid., 43. 
12 
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controversial debates over pubhc fijndmg, non-profit arts organizations are finding 

themselves facing their most urgent challenges. The traditional means of earning income-

ticket sales, government fiinds, foundation grants, and private donations—are becoming 

less and less reUable as competition continues to increase, and pubhc dollars diminish. It is 

becoming more and more difficult to maintain audience numbers, much less to increase 

them. The arts patron is a precious commodity and must be courted. Utihzing 

contemporary marketmg practices is the most practical way to communicate effectively 

with audiences. "A customer orientation toward marketing holds that success will come 

to that organization that best determines the perceptions, needs and wants of target 

markets and satisfies them through the design, communication, pricing and delivery of 

appropriate and competitively viable offerings."'̂  

The evolution ofthe need for university departments of theatre to employ 

marketing practices is similar to that of non-educational, non-profit arts organizations. 

Administrators facing dv^ndling budgets for the arts and humanities have demanded that 

fine and performing arts departments justify not only their financial support, but their 

worth to the upper administration and the community. However, most mission statements 

of university theatre departments recognize both the needs of its students and the needs of 

the audience. This presents a unique challenge beyond that of non-educational, non-profit 

arts organizations because the product and its packaging can not be selected with only the 

needs ofthe consumer in mind. 

'' Kotler, Philip, and Andreasen, Alan R., Strategic Marketing for Non Profit Organizations. 16. 
13 



The Marketing Focus of Universitv Departments of Theatre and Dance 

The goals and objectives of the Department of Theatre and Dance at Texas Tech 

University, as stated m the 1990 Manual of Operations are: 

To train professional theatre practitioners in the art of play production; 
To train leaders in theatre arts for the region and the nation; 
To educate the general population of Texas Tech University in the appreciation of 
dramatic production by providing a varied season of high quality dramatic 
productions annually; 
To provide a cultural resource for Texas Tech University, the City of Lubbock and 
the West Texas area; and 
To provide a base of theatrical information and expertise and to serve as a 
reference resource for the West Texas area.̂ ^ 

From this, we summarize that the Department of Theatre and Dance's mission is to train, 

educate, and be a resource in the area of theatre practice and theory. 

The faculty, during the fall 1997 semester, adopted a new mission statement. The 

mission is: 

To foster the arts of theatre and dance by nurturing, educating, and training 
students and by cuhivating an audience; 
To develop—equally through academic instruction and through theatrical 
productions—our students' knowledge and skills and to instill in our students a 
commitment to collaboration, ethics, excellence, scholarship, professionalism, and 
growth; 
To provide cultural leadership to the university, the community, the state, the 
region, the nation, and beyond. 

However, as part of an educational institution, the primary commitment v l̂l be to the 

student body, with the surrounding community second. Therefore, marketing a product 

'* A Manual of Operations and Procedures for Production at the Texas Tech University and Lab 
Theatres (Lubbock, Texas: Department of Theatre and Dance, 1990-91), Introduction. 
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that is packaged, priced and promoted with the community's needs as its primary guiding 

force is problematic. This is true, not only for the Texas Tech Department of Theatre and 

Dance, but for any educational theatre program. 

Current marketing practices stress, however, that the needs and perceptions ofthe 

customer are paramount. Such marketing information guides the promotion, placement, 

pricing and pubhcity ofthe program. The University Theatre, and most university theatre 

programs, must attempt to balance the needs of their students with the needs ofthe 

surrounding community. 

History ofthe Subscription Campaign at Texas Tech Universitv 

Prior to 1978, efforts to attract season subscribers to the University Theatre at 

Texas Tech were sporadic. Although some marketing campaigns were regarded as 

successful, there are no continual written records to document the actual total number of 

season ticket holders or the earned income from the subscription campaigns before 1978. 

The only documented numbers prior to that time were during the 1969/70 production 

season. That year, reports indicate that 176 faculty subscribers and 25 non-faculty 

subscribers attended the productions. 

The first student-run promotion team was formed during the 1978/79 season with 

Deborah Bigness, a graduate student, at its helm. Both Ms. Bigness and then chair ofthe 

department, Dr. Richard Weaver, report that income from ticket sales was at an 

all-time low, and measures had to be taken to remedy the situation in order for the 

production activities to continue. Although no financial records ofthe season ticket 

15 



campaign exist for that theatrical season, both Dr. Weaver and Ms. Bigness concur that 

19,20 the season ticket campaign was a success. ' Until 1986/87, only sporadic house 

reports exist that indicate the numbers of season subscribers that attended the productions. 

However, the reports only show the reservations, not the actual tickets used for the 

performances. In fact, in several notations, the house manager commented that a great 

number of reservations were not actually used for many performances. 

During the 1986/87 production season, budget reports indicate that $16,516 was 

earned fi-om season tickets. Budget projections for the previous season called for $22,000 

in season ticket income, although there are no actual figures to verify if the goal was 

reached. From 1991/92 to present, documentation exists to verify the income fi-om season 

tickets. Figure 2-1 demonstrates that the 1993/94 season was the highest point on record 

for season ticket sales, followed by a sharp drop the following season. 

$ 2 5 , 0 0 0 J 

$ 2 0 , 0 0 0 •: 

I n c o m e f r o m $ 1 5 , 0 0 0 
s e a s o n 

s u b s c r i p t i o n s $ 1 0 , 0 0 0 

$5,000 

$0 
1 9 9 1 / 2 1 9 9 2 / 3 1 9 9 3 / 4 1 9 9 4 / 5 1 9 9 5 / 6 1 9 9 6 / 7 1 9 9 7 / 8 

S e a s o n S u b s c r i p t i o n Y e a r s 

Figure 2-1. Income raised from Season Ticket Sales, 1991/92 through 1997/98. 

'^Weaver, Richard, September 5,1997, past chair, Texas Tech University Department of Theatre 
and Dance, Lubbock, Texas. 

20 

Texas. 
Bigness, Deborah, January 4, 1998, Assistant Director, Lubbock Arts Alliance, Lubbock, 

16 
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The cause ofthe sharp dechne fi-om after the 1993/94 production season is uncertain. Dr. 

Richard Weaver beUeves that the Lubbock theatre environment experienced a resurgence 

in the numbers of community theatres in the area.̂ ^ Competition fi-om the popularity 

generated by the Lubbock Community Theatre, the Celebrity Productions at Municipal 

Auditorium, the Garza Theatre in Post, Texas, and other established and short-lived 

programs, created a situation that demanded a promotional shift within The University 

Theatre. However, The University Theatre did not readily compete with the rapid 

increase of newly formed theatre programs. 

Smce the mid- to late-1980's, the University Theatre has ignored the changing 

dynamics and attendance trends within the community. The need for formal marketing 

research to assist in the Department's marketing decisions is crucial to the survival and 

growth ofthe season subscription numbers and income. 

*̂ Weaver, Richard, September 5, 1997. 
17 
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RESULTS OF StHFlVEY AND FOCUS GROUP 

Noted non-profit marketing expert Alan Andreasen states, "[T]he most successfiil 

marketers I know are the best informed. They know their customers. . . " ̂  Most ofthe 

information on the University Theatre's season subscribers was known only to the senior 

faculty that retu-ed two years ago. As a result, current marketing decisions are being made 

without recent, accurate information. 

As research for this dissertation, a four-page, single-sided survey was mailed to the 

entire subscriber base—196 subscriber households ofthe 1996/97 production season. The 

survey is included in Appendix A. The questions for the survey were the result ofthe 

need to know specific demographic information, the number of years as a subscriber, 

perceptions of benefits ofthe subscription series, and the media sources that the 

subscribers use to gain information about cultural events in the community. The survey 

was a combination of primarily closed-ended questions with options for the subscriber to 

explain specifically if their answer was not included in the options. 

One hundred seventeen—or fifty-nine percent—of the households responded. Of 

those, three were not filled out completely including those responses from a past interim 

chair ofthe department, a subscriber household that receives complimentary season 

tickets, and a subscriber who wrote that he/she had long since avoided all surveys, but 

included a hst of comments. 

' Andreasen, Alan R., Cheap But Good Marketing Research (Homewood, Illinois: Dow Jones-
Irwin, 1988), 3. 
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Additionally, for research purposes, a focus group consisting of nine season ticket 

holders took place on Saturday, October 18, 1997 in the Green Room ofthe University 

Theatre. It lasted two hours. The group included five female and four male participants, 

consisting of one Hispanic individual and eight Caucasian participants. Ofthe nine, two 

were under thirty years of age and four were over fifty-five. The participants were 

randomly selected from the subscriber hst and were chosen after responding favorably to 

an invitation, by telephone, to participate in the focus group. 

The results of both the survey and the focus group session follow. 

The Survey 

A four-page, single-sided survey composed of forty-two questions was distributed 

by mail to 321 season subscribers from 196 households. The 321 subscribers represent 

the total number from the University Theatre 1996-97 production season. 

A self-addressed, first-class stamped envelope was included for the patrons' 

convenience. An incentive to return the survey included the chance to win a drawing for 

complimentary season tickets for the 1998-99 production season. The subscribers were 

informed that their responses would be placed in a pool, from which a name would be 

selected to receive the complimentary tickets. 

Season subscribers were given six weeks to complete and return the survey. A 

reminder post card was distributed to everyone on the list mid-way through the time 

period. 
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Audience Demographics 

The results in this section represent demographic statistics from the respondents. 

Table 3.1 summarizes these resuhs. 

One hundred twenty-seven responses were received from the 321 mdividual season 

subscribers. The results revealed that the audience is predommately white (96%), female 

(64%), and highly educated. Seventy-five percent earned at least a college degree, and 

56% have graduate degrees. 

Patrons were occupied in either administrative positions (26%), professional 

positions (16%), or they were retu-ed (30%). Their income levels were generally high with 

22% earning between $35,000 and $49,000 annually and 20% earning over $95,000 

annually. 

As expected, season subscribers were generally older. Seventy-eight percent were 

over 45 years of age, and thirty-four percent were over 65. 
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Table 3.1 Summary of demographic characteristics of season subscribers 

Variable 

Gender 

Ethnicity 

Age Range 

Marital Status 

Highest Education Level 

Employment Classification 

Income Levels 

Element 

Female 
Male 

White, non-Hispanic 
Native American/Alaskan Native 
Asian American/Pacific Islander 
Other 

Under 18 
18-24 
25-34 
35-44 
45-54 
55-64 
Over 65 

Married 
Un-Married 

Post-graduate studies 
Graduate Degree 
Attended Graduate School 
College Degree 
Attended College 
High School 

Retired 
Manager/Administrator 
Professional 
University Faculty 
University Staff 

$20,000-$34,900 
$35,000-$49,900 
$50,000-$64,900 
$65,000-$79,900 
$80,000-$94,900 
Over $95,000 

Percentage 

64 
36 

96 
2 
1 
1 

1 
3 
4 
11 
22 
22 
34 

76 
24 

27 
29 
4 

15 
16 
8 

30 
26 
16 
11 
4 

9 
22 
17 
17 
10 
19 
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The survey of residency zip codes revealed that 16% resided in the 79416 area, a 

typically affluent northwest neighborhood. The other areas—79413 and 79424 areas—are 

the newer and moderate to high income neighborhoods ofthe city. Twenty percent came 

from outside the city of Lubbock, and represented a collection of smaller towns and 

communities.. 

Figure 3.1 more fiilly explains the distribution of residency zip codes. 

I 
Outside 79416 
Lubbock 

79413 79424 79410 79407 79423 Other 
Lubbock 

Zip Codes 

Figure 3.1. Distribution of residency zip codes. 

"Outside Lubbock" represents those subscribers who live outside Lubbock county in surrounding 
communities. 
"Other Lubbock" is a combination of all other residency zip codes within the Lubbock city limits. 
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Motivations and Subscription History 

Resuhs in this section are derived from questions that ask mformation concerning 

subscriber motivations and the emphasis the patrons placed on subscription benefits. 

Most subscribers have either attended The University Theatre a short while (1-2 

years) or have been long-term subscribers (over 10 years). Seventy-two percent indicated 

they would re-subscribe for the 1997-98 season. Most—an overwhehning 63 %—indicated 

they subscribed for entertainment reasons. Most subscribers purchased "aduh" tickets and 

were evenly distributed among Thursday and Sunday performances and Friday and 

Saturday performances. Patrons who purchase senior citizen season tickets usually 

attended on Thursday or Sunday performances. Eighty-three percent indicated that the 

current performance times—8 p.m. on Thursdays, Fridays and Saturdays; 2 p.m. on 

Sundays—were convenient. Those that disagreed suggested that an earlier performance 

time for evening performances would be preferable. 

Table 3.2 more fully explains these responses. 

Subscribers' famiharity with the productions was not as important a motivating 

factor in purchasing season tickets as might have been assumed. Thirty-nine percent of 

those that responded said that a combination of known and unknown titles was more 

attractive. Thirty-eight percent indicated that familiarity was not an issue when 

considering purchasing season tickets. 

Season subscribers were asked to rank in order of importance (first, second and 

thu-d) the subscription benefits. These benefits included savings, convenience, seat 

assignments, guaranteed ticket, convenience of same seat and exchange privileges. 
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Table 3.2. Explanation of motivations of season subscribers 

Question Element Percentage 

Years having subscribed 

Will vou continue to subscribe? 

1-2 years 
3-4 years 
5-6 years 
7-9 years 
10 or more years 

Yes 
No 

36 
9 
17 
10 
27 

72 
28 

Reasons for subscribing Entertaimnent 
Cultural Eiuichment 
To socialize with spouse or friend 
To support the University Theatre 
Social event 

63 
16 
8 
6 
4 

In purchasing, what types of plays 
are attractive? Familiar 

Combination of familiar and unknown titles 
Familiarity does not matter 

23 
39 
38 

Subscription type 

Are performance times convenient? 
(8 p.m. Thursday through Saturday; 
2 p.m. Sundays) 

Adult - Thursday and Sunday 
Adult - Friday and Sunday 
Senior - Thursday and Sunday 
Senior - Friday and Saturday 

Yes 
No 

34 
33 
17 
10 

83 
17 
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Savings, convenience and the best seating assignments were the top three important 

benefits that motivated subscribers to continue purchasing season tickets. 

Figure 3.2 reveals the first choice selections of these benefits. 

Opinions of Subscription Package Components and Subscription Benefits 

The results in this section reveal the opinions ofthe respondents in terms of 

subscription package components and benefits. 

Ninety-five percent felt the cost ofthe subscriptions was either inexpensive or 

about right. Sbcty-two percent preferred musicals or comedies which correspond with 

entertainment selected as being a primary motivation for attending the University Theatre 

productions. 

During the 1996-97 season, subscribers were offered free admission to one ofthe 

four Lab Theatre productions as a benefit of their subscription package. Sixty-six percent 

elected to exercise this option. 

A special mvitation was made to all season subscribers to attend opening night 

receptions of all productions. Only 11 % actually attended. Of those, 92 % felt they were 

treated warmly and courteously. 

It has been proposed by past Promotion Teams and some faculty members that 

refreshments during intermission might be attractive to patrons. However, of those that 

responded to the survey, 58 % felt that these refreshments were not necessary. 

Table 3.3 summarizes these opinions. 
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Number of First 
Responses 

Same Seat Savings Convenience Seat 
Assignments 

Subscriber Benefits 

Guaranteed 
ticliet 

Exchange 
Privileges 

Figure 3.2. Benefits that are attractive to season subscribers. 
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Table 3.3. Subscriber opmions of season subscription package components and elements 

Variable 

Cost 

Play preferences 

Element 

Inexpensive 
About Right 
Expensive 
No opinion 

Musical 
Comedy 
Classic 
Non-Musical 
Serious 
Contemporary 

Exercised the Lab production option Yes 

Attend opening night receptions? 

No 

Yes 
No 

Were you made to feel comfortable? Yes 

Would you like to purchase 
refreshments? 

No 

Yes 
No 

Percentage 

40 
55 
3 
2 

32 
30 
18 
3 
9 
8 

66 
34 

11 
89 

92 
8 

42 
58 
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Subscriber Expectations and Satisfaction 

This section reveals the respondents' expectations of, and perceived satisfaction 

with, the quahty ofthe productions. Also, a comparison ofthe quahty ofthe Unviersity 

Theatre to other local theatre organizations is made. Last, patrons were asked to estimate 

the University Theatre's contribution to the cultural environment ofthe community. 

Forty-one percent felt the quahty ofthe University Theatre productions was above 

average, while 32 % thought it was average. Twenty-five percent ofthe respondents 

judged the quahty to be excellent. 

Season subscribers' expectations were generally being met, with 88 % ofthe 

respondents indicating that the quahty was better than, or was as good as, expected. 

When comparing the University Theatre to other theatre companies, the 

subscribers felt the quahty was similar. Sixty percent responded that the quality ofthe 

University Theatre was at least as good as, or better than, that of other theatre companies. 

Finally, the respondents revealed that the University Theatre makes a significant 

contribution to the cultural enrichment ofthe community; only twenty-seven percent 

indicated that it makes an average contribution. Table 3.4 more fiilly demonstrates these 

findings. 

Other theatre companies frequented by the University Theatre season subscribers 

are hsted in Figure 3.3. Most—fifty-four percent—regularly attended other Lubbock 

theatre productions. Those most frequently cited were the Celebrity Productions at the 
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Table 3.4. Explanation of Subscriber Expectations and Social Contribution 

Variable Element Percentage 

Expected quahty of productions 

Degrees of Satisfaction with Quahty 
of Productions 

Quahty of University Theatre 
as compared to other theatre programs 
or companies. 

Better than expected 
As good as expected 
Worse than expected 
No opinion 

Excellent 
Above Average 
Good/Average 
No Opinion 

Better than others 
On the same level 
Worse than the others 
Can not compare 
No Opinion 

33 
53 
7 
7 

25 
41 
32 
2 

34 
26 
2 
33 
6 

How does the University Theatre 
contribute to the cultural emichment 
ofthe cormnunity? Makes a significant contribution 

Makes an average contribution 
No impact 
Can not make a judgment 

63 
27 
1 
9 

29 



Garza Celebrity Cactus 
Theatre Productions Theatre 

Avalon Other Local Other out of 
town 

Theatre companies and events 

Figure 3.3. Other Area Theatre Companies Attended by University Theatre 
Season Subscribers. 

"Other out of town" represents those companies in other cities that the season subscribers attended 
regularly. Specifically mentioned were Dallas, New York, and New Orleans. 

Municipal Auditorium, the Lubbock Community Theatre, the Cactus Theatre and the 

Avalon Theatre. A significant percentage—twenty-three percent—also attended the Garza 

Theatre in Post, Texas. 
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Subscriber Satisfaction with Universitv Theatre Facihties and Services 

This section reveals the respondents' evaluation ofthe University Theatre facihties 

and ancillary services. Respondents were asked to either agree or disagree with 

statements regardmg facihties and services. 

Nmety-two percent mdicated that parkmg for the University Theatre productions 

was convenient, and 87 % said that there was enough parking. 

Nmety percent mdicated that the Mainstage Theatre was easily accessible, and 97 

% agreed they felt safe when attendmg the productions. 

Ninety-sk percent ofthe respondents said they feh the box office staff was courteous, 

while 71 % felt the box office staff was responsive. The difference may reflect the length 

of time it takes to make a personal transaction at the box office window. This is due to 

the outdated computer ticketing system now used by the box office staff". A similar 

percentage, 76%, said that ticket exchange was easy. 

Only 63 % indicated that the box office hours—12 noon to 5:30 p.m., Monday 

through Saturday—were convenient. This may be due to the fact that most professional 

individuals can not be at the box office and secure campus parking prior to 5:30 p.m. 

weekdays. 

Finally, 92 % revealed that the fi^ont of house personnel were helpfiil and 

courteous. 

Table 3.5 reveals the percentages corresponding to satisfaction with facihties and 

services. 
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Table 3.5. Subscriber Satisfaction with Theatre Facihties and Services 

Variable Element Percentage 

Parking is convenient 

There is enough parking 

Mainstage is easily accessible 

Outside lighting is adequate 

I feel safe when attending 

Agree 
Disagree 
No Opinion 

Agree 
Disagree 
No Opinion 

Agree 
Disagree 
No Opinion 

Agree 
Disagree 
No Opinion 

Agree 
Disagree 
No Opinion 

92 
6 
2 

87 
14 
3 

90 
7 
3 

90 
7 
3 

97 
3 
0 

The box office staff is courteous Agree 
Disagree 
No Opinion 

96 
0 
4 

Box office hours are convenient Agree 
Disagree 
No Opinion 

63 
20 
17 

Box office staff is responsive 

It is easy to exchange tickets 

Agree 
Disagree 
No Opinion 

Agree 
Disagree 
No Opinion 

71 
6 
23 

76 
5 
18 

House Manager and Ushers are 
helpfiil Agree 

Disagree 
No Opinion 

92 
1 
7 
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Subscriber Media Preferences 

This section reveals the media sources that season subscribers use to find cultural 

information. 

Seventy percent revealed that they read the Lubbock Avalanche Journal, the 

largest local newspaper, for information on show times, location, and general information 

about the productions. The University Daily, the Texas Tech University daily student 

newspaper, was also popular with season subscribers, with 15 % ofthe respondents 

indicating they looked there for cultural information. This corresponds with the 15 % of 

the respondents who classified theu- occupations as University faculty or staff. 

Radio stations were more widely distributed among the subscribers. Twenty-nine 

percent hstened to KOHM, and 20 % listened to KLLL, a popular country music station. 

98 KOOL came in third. Twenty-one percent listened to out-of-town radio stations, 

closely corresponding to the 20 % that lived outside Lubbock. 

Most patrons that responded to the survey watch Channel 11, KCBD, to receive 

cultural information fi-om television. A sizable percentage watched cable stations and 

television stations other than the major networks. Ofthe 14 % that watched cable station, 

they indicated that the news networks (CNN and MSNBC), the Discovery Channel and 

Arts & Entertainment were preferred. Public Television was also cited as being an 

alternative television station that patrons preferred. 

Table 3.6 explains more fiilly the media preferences ofthe respondents. 
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Table 3.6. Subscriber Media Preferences 

Media Type 

Print Media 

Radio Stations 

Television Stations 

Element 

The Avalanche Journal 
The University Daily 
The Lubbock Magazine 
Other 
- The Caprock Sun 
- Outside Lubbock newspapers 

KOHM 
KLLL 
98 KOOL 
KFYO Newstalk 
KRLB-FM 
KFMX 
KLFB 
Other 
- National Public Radio 
-580 AM 
- Outside Lubbock radio stations 

KCBD-Channel 11 
KAMC - Channel 28 
KLBK - Channel 13 
KFTV - Channel 34 - FOX 
Cable Stations 
Other 

-PBS 
- Discovery Channel 
- Arts & Entertainment 

Percentage 

70 
15 
4 

8 
3 

29 
20 
14 
6 
4 
4 
1 

7 
8 
6 

31 
20 
15 
6 
14 
13 
7 
4 
3 
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Summary 

The survey reveals the foUowmg information about the University Theatre season 

subscribers: 

• Thirty-four percent ofthe subscribers are over sixty-five years of age. 

• Forty-four percent ofthe subscribers are between the ages of 45 and 64. 

• Thirty-sk percent ofthe subscription base has been subscribing for only two years or 

less. 

• Forty-three percent ofthe subscribers attend on Friday and Saturday evenings. 

• Season subscribers attend for entertainment reasons. They prefer musicals to non-

musicals; comedies to tragedies; the classics to contemporary plays. Knowledge of a 

production title is not a primary consideration when purchasing season tickets. 

• Most subscribers took advantage ofthe Lab Theatre option during the 1996/97 

production season. 

• Subscribers are motivated to subscribe primarily because ofthe savings and 

convenience factors. 

• The season subscribers come to the University Theatre with relatively high 

expectations; those expectations are generally satisfied. 

• Box office hours, while convenient for most subscribers, are inconvenient for 22 

percent. 

• The season subscribers have clear media preferences. Most read the local newspaper, 

the Lubbock Avalanche Journal. A considerable percentage listen to KOHM and 

KLLL radio stations and watch KCBD-Channel 11 and PBS. 
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• Most subscribers beheve that the University Theatre makes a significant contribution 

to the cultural environment in Lubbock. 

The Focus Group 

The participants in the focus group were selected by calling the 1996/97 subscriber 

hst and asking them to attend and participate in a focus group discussion. Random 

selection was attempted and after lengthy telephone calls, nine season subscribers agreed 

to participate. 

The participants were asked open-ended questions focusing on three major areas: 

promotional messages fi-om the season subscription materials, treatment of subscribers, 

and the subscription packaging, including benefits. Although the discussion was designed 

to be open and unstructured, there was a list of leading questions that provided the 

foundation for the participants. Those questions are Hsted in Appendix B. 

Promotional Messages 

Participants were asked to look at current and previous subscriber brochures and 

asked the following questions. Their responses are recorded following the questions. 

Q. 1. Do these materials match the quality ofthe productions and your experiences at the 

Universitv Theatre? 

Yes. All agreed that season brochure materials, especially the most recent, 

reflected a professional, "shck" quality. Several mentioned that the season brochure stuck 

out among the numerous direct mail pieces that they received. Type faces were bold and 

enlarged, which contributed to its readability. The materials reinforced the image ofthe 
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actual productions. Most remarked that the benefits were good to know, even if they 

served only as a reminder. Remindmg the season subscribers ofthe benefits contributed to 

then* high estimation ofthe quahty ofthe subscription, balanced against the money being 

spent. It also reinforced the uniqueness ofthe subscription. Their recommendations for 

improvement mcluded larger type face for box office/information numbers and a postmg 

ofthe Box Office hours of operation. 

Q. 2. Are thev easv to understand? 

Yes. They specifically remarked that the order form and return materials were 

easily deciphered. 

Q. 3 What would you hke to see changed? 

They would like to see a few sentences describing all the productions, including a 

warning about any profanity, sexual content, etc. All but one remarked at length that the 

content ofthe shows was not as much of an issue as knowing any questionable content in 

advance. Many ofthe participants purchased tickets for guests, and they would like to 

advise their guests in advance of any controversial material. Lab Theatre descriptions had 

been used in some materials, but not in all. The subscribers would hke to have seen such 

descriptions consistently used in all promotional materials. Also, the ability to exchange 

tickets between Lab Theatre and Mainstage Theatre productions was appreciated as a 

benefit to subscribers, since many ofthe subscribers had at one time or another been 

unable to use then- tickets for a Mainstage production. They had requested an exchange 

of Lab Theatre tickets and were very pleased with this benefit. 
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Q- 4 Is receiving du-ect mail information the best possible, most convenient way for vou 

to receive information? 

All participants noted that du-ect mail was the best way to reach them. Some 

suggested that a phone caU to remind them to subscribe or to confirm their subscription 

would have been helpfijl, but only as a secondary means of communication. A few 

remarked that telephone solicitation would not be welcomed at all, and a mailed reminder 

card would serve the purpose better. 

Q. 5 Additional, unsohcited information on the materials. 

Most ofthe participants noted that they would subscribe despite the look ofthe 

promotional materials. In fact, a few said that if they only received a reminder, it would 

suffice. However, v t̂h fiirther discussion, they agreed that promotional materials were 

helpfijl for their guests, and they definitely agreed that a "slick" presentation would serve 

to increase the numbers of subscriptions fi^om new subscribers. A few ofthe respondents 

were faculty and staff at the University, and they suggested an intra-campus mailing and 

response to avoid uimecessary postage. 

Treatment of Subscribers 

Q. 1 What tvpes of events would vou like to attend as a subscriber ofthe University 

Theatre? 

All were aware ofthe opening night receptions, but only a few had attended them. 

A few said they would not attend any additional events. They were lukewarm on thank-

you receptions or year-end subscriber luncheons, indicating that such additional social 
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events were not necessary to retain them as subscribers. All agreed that the focus group 

was a wonderfijl way for them to come together and voice their reactions and opinions. 

All participants agreed that the focus group format made them feel vital to the selection of 

productions and to any changes made in the subscription benefit package. They would 

hke to discuss the productions with the directors and designers. The research focus group 

convmced them that the faculty and staff would hsten to their suggestions and comments. 

Q. 2 What can we do to make vou feel more "at home?" 

All remarked that the fi-ont of house staff does a great job in welcoming the 

patrons, although there were isolated instances ofthe reverse. They hked the greeting at 

the fi-ont door. They liked being shown to their seats despite the fact that most have had 

the same seats for some years. They hked the curtain speeches before each play. Such 

activities had served to associate a name and a face with the department. All understood 

the transitory nature ofthe university, but would like to see more "personal" contacts. 

Q. 3 What tvpes of services can vou recommend? 

There were a few patrons who had attended the post-show discussions and 

remarked that the students and faculty were hesitant to introduce themselves. They felt a 

httle isolated. They would have hked more opportunities to communicate their 

appreciation to the students and faculty. A few suggested a reception line following the 

performances as a means by which they can demonstrate their appreciation to the 

performers. They did, however, realize that this would not necessarily be a popular notion 

with the students. 
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Because most du-ectors ofthe Mainstage and Lab Theatre productions were 

selected in advance, the participants suggested a reception for subscribers to meet with the 

directors and designers before the season began. This would give them an opportunity to 

"preview" the upcommg productions and discuss the messages and themes ofthe shows. 

All agreed that this would be a highly educational and popular benefit for season 

subscribers. 

Q. 4 Do vou feel like vou are getting your monev's worth? 

Definitely. In fact, they strongly urged the promotional materials to stress the 

value ofthe subscription more. When asked if they would be bothered by an increase, the 

consensus was that $5 or less would be all right. Beyond that, the value decreased to a 

level not attractive to them. Most left the impression that current and long-term 

subscribers would be great ambassadors in attracting new patrons. 

Q. 5 Additional comments? 

A significant discussion on American with Disabilities Act (ADA) compliance 

evolved. Despite the fact that only one ofthe participants used a walker, all were aware 

ofthe lack of ramps, adequate restroom facilities and seating. Five of them had brought 

guests that were handicapped, and they felt that the rear theatre entrance was very 

awkward and mconvenient. They also remarked that often, the performers and crew 

members in the Lab Theatre lobby were hesitant to let them pass through the halls, not 

knowing that they were patrons for the Mainstage performance. They also felt they were 

in the way ofthe performers when they exited past them following the performances. This 

was a big concern for all the participants. 
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All agreed that the department's "student rush" pohcy (allowing Texas Tech 

students to be seated, fi-ee of charge, as space permits, five minutes prior to curtain) was a 

positive act and should remain intact. However, they complained about the behavior of 

the students. They suggested that theatre faculty be more insistent on courtesy and 

theatre etiquette. The participants indicated that seating for late-comers was handled well, 

and that the pohcy of handmg pagers and cellular phones to the house manager and ushers 

was appropriate. 

The participants also had been victims of computer failure at the box office and 

subsequent long hnes m the lobby. Although they stressed the positive, helpfiil attitude of 

the box office persoimel, the inconvenience caused by rather regular computer failure was 

annoying. 

Subscription Packaging 

Q. 1 Would vou hke a more "relaxed" subscription? i.e. a combination of Lab Theatre 

and Mainstage productions? Would vou prefer more relaxed attendance opportunities? 

Most ofthe participants took advantage of a Lab Option during the 1996/97 

season, which provided one free seat at a Lab Theatre play with the purchase of a 

Mainstage season ticket. Because the season subscribers were surprised at the quality of 

the productions, they had begun to attend more Lab Theatre productions in addition to the 

Mainstage productions. All participants wanted to continue the Lab Option as part of 

their subscriber benefits. Also, they liked the benefit/option of exchanging Mainstage 

tickets for Lab tickets in the event they were unable to attend Mainstage productions. 
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Q. 2 Do vou often exchange your tickets? 

Two ofthe participants exchanged their tickets quite often. The remaining rarely, 

if ever, exchanged theu- tickets. All appreciated the ability to exchange, but most, because 

of a long history as subscribers, rehed upon the routine of attending the same 

performances and sittmg m the same seats. 

Q- 3 How do you feel about repeated productions? i.e.. A Christmas Carol 

None ofthe participants wanted to see repeated productions, particularly A 

Christmas Carol. One mentioned that repeating the production removed some ofthe 

value associated with the subscription, even if the repeated production was extremely 

popular and had been sold out during its original run. They all wanted to see something 

new. The participants feh that, despite the holiday season, they would not necessarily 

prefer a hohday production. 

Q. 4 How do you feel about contemporary theatre, or productions that are not familiar to 

you? 

A few ofthe participants expressed a desire for more traditional plays, due to the 

verbal and sexual content of many contemporary productions. Most ofthe participants, 

however, had no reservations about attending contemporary fare, although they all 

suggested a "rating" system or a "controversial material" warning. Most ofthe 

participants realized that the Lab Theatre contains primarily contemporary productions, 

most containing topical material, while the Mainstage provided a more commercial, 

traditional series of productions. 
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Q. 5 How do you feel about curtain speeches? 

Most ofthe participants again rephed that the curtain speeches were a very 

welcoming tool. They felt as though they could connect a face and name with the 

University Theatre. Only one suggested that the curtain speech detracted from the 

"mood" ofthe experience, but all agreed that it was a good way to convey information 

and served to remind them of post-show discussions, receptions, and upcoming subscriber 

campaigns. They stressed, however, that the manner in which the curtain speeches were 

made was very important. They wanted to be welcomed, and all agreed that the speeches 

were an excellent way to accomphsh this. 

Q. 6 How do you feel about opening night receptions? 

They all appreciated the receptions, but feh that they were not always made to feel 

welcomed by the students and the faculty. The Green Room was too confining and did 

not lend itself to a "flow" necessary for so many people. They realized also that as a 

subscriber benefit, it does not really work because anyone can attend. They also felt that 

the receptions were not sufficient incentive for them to change their attendance patterns to 

opening night. 

Q. 7 Do vou feel like the department reaches out to you? 

None ofthe participants were able to name all the faculty, and very few were able 

to recognize them. While this was not a factor in subscribing, they all felt that the 

department could do a better in communicating with them. They knew more students than 

faculty, and a few of them expressed an interest in knowing where some ofthe graduates 
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are presently. They also commented that being able to speak du-ectly with a person, rather 

than a title, was a httle more welcoming and comfortable. 

Q- 8 How often do vou want to be communicated with? 

The participants all feU as though the amount of mail received from the department 

was adequate, although a few thought that production reminders would be helpfiil. Some 

had ah-eady received reminder cards for the first Mainstage production and appreciated it. 

The reminder cards were a way to mvite guests to the productions. 

Additional Ouestions 

Q. 1 Do you subscribe to other arts organizations? 

Five ofthe nine ofthe participants held subscriptions to other community arts 

organizations, specifically the Lubbock Symphony Orchestra. They stressed again the 

ease of responding to the University Theatre's subscription materials and the look ofthe 

pubhcations, which served to distinguish them from other arts related mail. 

Q. 2 How has vour attendance to the University Theatre changed over the vears? Do 

you attend more? Less? 

Attendance by the participants has remained very steady, although most are 

attending more Lab Theatre productions than they did five years ago. They anticipated 

that theu- current attendance habits will continue. 
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Summary 

The focus group revealed the foUowing perceptions concerning the season 

subscription at the University Theatre: 

• The focus group participants agreed that the discussion/mterview format was a good 

way to gather mformation and perceptions from season subscribers. 

• The direct mail materials for the season subscription campaign were judged to be 

professional, unique, and easy to comprehend. The response envelope was also 

convenient and effortless to complete. 

• The subscribers are greeted warmly and courteously when attending the University 

Theatre. 

• Curtain speeches were judged to be an effective way to communicate to the 

subscribers and inform them of upcoming events, subscription campaign and deadlines, 

post-show receptions, and discussions. 

• Most subscribers did not alter their attendance patterns to attend the opening night 

receptions. 

• Those subscribers that did attend were not made to feel particularly welcomed; 

students and facuhy tended to congregate with each other or visit with fiiends and 

relatives. 

• There is a crucial need for increased handicapped accessibility in the University 

Theatre. 

• The long lines at the box office were problematic, although the Box Office staff was 

responsive. 
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Most respondents took advantage ofthe Lab Theatre option and appreciated the 

opportunity. They appreciated the opportunity to exchange Mainstage theatre tickets 

for the Lab Theatre productions. 

Attendance habits of season subscribers have changed, as is evident in their attending 

more Lab Theatre productions. 

The subscribers advocated an advance rating system that would indicate when the 

plays contam adult language and potentially controversial material. 

The participants were adamant about their dissatisfaction with repeated productions, 

such as A Christmas Carol Repeated productions reduce the value ofthe 

subscription. 
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CHAPTER rV 

MARKETING AUDIT 

Before a comprehensive marketmg campaign can be developed for the Department 

of Theatre and Dance, it is necessary to evaluate current marketing practices. Marketing 

analyst Gary Stems states, "One method that an organization might use to assess its abihty 

to carry out a marketing plan is to do a marketing audit. . . The audit gives the staff . . 

common ground on which to build a marketing plan that fits the organization's mission 

and fiinction."^ A marketmg audit is a series of questions that examines the internal 

marketing structure, including resources, training and reasons for practices, as well as the 

organization's niche within its surrounding communities. The answers to the questions 

result in the author's having served as Promotions Director for the Department of Theatre 

and Dance during the school years 1995/96 and 1996/97. 

Based on the formats offered in Wilham J. Byrnes' Management and the Arts and 

Gary J. Stem's Marketing Workbook for Nonprofit Organizations, this chapter audits the 

practices and programs ofthe marketing fiinctions ofthe University Theatre. The 

questions reflect a combination of both formats and have been changed to reflect the 

specific emphasis on the season subscription campaign. 

' Stems, Gary J., Marketing Workbook for Nonprofit Organizations (St. Paul, Minnesota: 
Amherst H. Wilder Foimdation, 1990), 45. 
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Extemal Environment 

What changes pose threats to. or opportunities for, increased season subscriptions? 
Historical threats? 

Dr. Richard Weaver, past Chak ofthe Department of Theatre and Dance, suggests 

that the recent increase in the numbers of theatre companies in the Lubbock is a threat to 

the numbers of season subscriptions to the University Theatre.̂  In the 1980's there was 

no Lubbock Community Theatre; additionally, the popular Hayloft Dinner Theatre had 

folded. The University Theatre was hterally the only on-going theatre organization in 

town. This situation contributed to the steady increase in season subscriptions though the 

decade. However, many theatre companies emerged in the late 1980's and early 1990's. 

And even though many were formed and folded quickly—often within the first two to three 

years—their short-term existence contributed to the belief that there was a greater variety 

of theatre from which to choose within the community than before the 1980's. The 

University Theatre failed to respond to this community shift. 

The constant forming and folding of theatre companies in the community could 

have provided an opportunity for the University Theatre to market itself as a mainstay 

within the artistic environment. Marketing efforts might have stressed the permanence 

and sohd history and rehability that most ofthe temporary companies lacked. 

^Weaver, Richard, September 5, 1997. 
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Have changes m the consumers' lifestyles changed purchasing habits? 

Focus group participants stressed that the primary competitive element to 

attendmg the University Theatre productions is time; the hfestyles ofthe season 

subscribers are becoming more complex. The lack of time due to increasingly complex 

hfestyles and the mcrease m family and community responsibilities du-ectly affects 

purchasing and attendance habits. 

This information comcides with research done on the use and availability of leisure 

tune in the United States. The National Research Center for the Arts reveals that time 

spent at work has mcreased, while leisure time has decreased over the last two decades.^ 

This reduction reaches across gender and ethnic Imes. But the most significant reduction 

in leisure time is among women, Afiican Americans and Hispanics, whose leisure time is 

more than 10 percent less than the national average."̂  

Task Environments 

What is the market size? What has been the growth and/or decline trends? 

The 1990 census reports 186,206 persons residing in the city of Lubbock. The 

Lubbock Chamber of Commerce projects significant increases in the population to 

198,433 by the year 2000.^ However, there are some more recent concems over the 

growth ofthe Lubbock population. The City Planning Department reported in the 

^Huberman, Jeffrey, H. Bryant L. Pope, and James Ludwig, The Theatrical Imagination (Fort 
Worth, Texas: Harcourt Brace Javanovich College Publishers, 1993), 77. 

''Ibid., 77. 

L̂ubbock Chamber of Commerce, "1997 Commimity Profile," (Lubbock, Texas: City of 
Lubbock/Business Development, March 1997). 
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Lubbock Avalanche Joumal that "900 more people moved out of Lubbock [in 1997] than 

moved in."^ This caused the growth rate in Lubbock to slip to .7 percent below the 

expected 1.2 percent. 

In another recent commentary. Professor Lewis E. Hill, an economics professor at 

Texas Tech, reported that dechnes in university enrollment, the end of Federal farm 

subsidies and the managed-care revolution in the medical industry are responsible for the 

increased numbers of professionals moving out of Lubbock to pursue more lucrative jobs 

elsewhere.^ 

This information is usefiil to the University Theatre in projecting reasonable 

increases or to predict plateaus in the numbers of season subscribers. 

How is the primary market segment defined? 

The subscription survey revealed the season subscribers are generally white, 

female, well-educated, and employed in professional occupations with armual incomes of 

over $45,000. 

Are consumer interests represented in decisions about subscriber benefits? How? Can 
consumer interests be better represented in decisions about subscriber benefits? 

The goals and objectives ofthe Department of Theatre and Dance, with its primary 

focus on the students, make marketing decisions difficuh. A student emphasis detracts 

from the need to focus solely on the interests and wants ofthe consumers. Dr. Weaver 

^Buckberry, David as told to Mike W. Thomas, Lubbock Avalanche Joumal (Lubbock, Texas: 
Morris Conununications Corporation, January 13, 1998), 7A. 

' Hill, Lewis E. as told to Mike W. Thomas, Lubbock Avalanche Joumal (Lubbock, Texas: 
Morris Communications Corporation, January 11, 1998), lA, llA. 
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stated m an mterview that if the focus ofthe faculty is to significantly mcrease the numbers 

of subscribers; the subscribers' concems must play a more focal role in the selection ofthe 

season and the subscription package.* This, however, may conflict with the Department's 

mission and its emphasis on the needs ofthe students. 

Present subscription benefits such as savings, ticket exchange privileges, and the 

Lab Theatre options do not conflict with the needs of students, and are consistently part of 

the subscription package. It is mterestmg to consider that the subscribers' appreciation for 

a more diverse, contemporary selection of production materials may incorporate the 

performing students' desires to perform in more contemporary, challenging productions. 

Who are the major compethors? What are their strengths and weaknesses? 

The primary theatre competitors are Lubbock Community Theatre, the Celebrity 

Productions at the Municipal Auditorium, the Garza Theatre in Post, and the Avalon and 

Cactus theatres. To a lesser extent, the Lubbock Ballet and Lubbock Symphony 

Orchestra, the programs in the School of Music, and the University Night Life series also 

compete with The University Theatre for patrons. The weakness ofthe locally produced 

companies—Garza Theatre and Lubbock Community Theatre—in comparison to the 

Unviersity Theatre is their lack of technical and design elements in their productions, with 

the exception ofthe Lubbock Symphony and the Lubbock Ballet. Their strength is that 

each ofthe organizations have tapped into specific population niches in the region. For 

the most part, they have successfiilly identified their market and have maintained and 

increased their patron base. The Celebrity Productions at the Municipal Auditorium has a 

* Weaver, Richard, September 5, 1997. 
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tremendous promotion budget which generates exchement for their productions 

throughout the region. The Celebrity Productions also frequently brings in recognizable 

entertainment personahties as part of their programs. 

What are the major distribution channels for the subscription campaign? Are these 
channels effective? 

Subscription mformation is primarily distributed via direct mail. Pre-season 

campaigns are communicated by word of mouth through curtain speeches and program 

inserts during the last Mainstage production ofthe previous season. All the participants in 

the focus group agreed that du-ect mail communication is very effective, and it gives them 

the luxury and convenience of replying within theu" individual time frames. The survey 

revealed that most subscribers look to the Lubbock Avalanche Joumal and the Lubbock 

Magazine for cultural information. But these media only supplement the material 

distributed through direct mail. 

What channels of distribution correspond to what benefits and market segment? 

The survey identified savings, convenience and retaining their same seats as being 

the three most important benefits to being a season subscriber at The University Theatre. 

The present use of dkect mail and the ease of responding correspond to the benefit of 

convenience. Du"ect mail materials do an adequate job in outlining the savings and 

additional benefits important to the season subscriber. Program inserts and curtain 

speeches in the spring announcmg the upcoming season for the following fall, 

accompanied vAth a financial incentive for early re-subscriptions, reinforce the benefits of 
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savings and convenience. The survey revealed that most season ticket holders attend all of 

the Mainstage productions, so the season subscribers will likely receive oral and written 

promotional information during the final Mainstage production ofthe season. 

Other distribution channels such as newspaper advertising and electronic media 

releases are less effective due to the lack of a promotion budget that would support a 

widespread media campaign. The direct mail channel of distribution continues to be the 

most effective means of reaching patrons and communicating the benefits of becoming a 

season subscriber. 

Who is the target segment? Do thev pose increased opportunities or problems for the 
season campaign? 

The subscription profile for the University Theatre is made up of professional 

individuals, with middle- to high-income levels who are retired or classify theh 

occupations as professional. They are generally over the age of forty-five, and are 

predominantly women. Numbers of women continue to dominate the numbers of men in 

the population. This may resuh in fertile pockets ofthe population that fit the general 

profile ofthe University Theatre season subscriber. However, the City Planning 

Department reported in January of 1998 that there is an increase m ethnic groups in the 

city of Lubbock.̂  Less than ten percent ofthe subscribers at the University Theatre 

represent non-white constituencies. Reaching the Hispanic and African American 

populations (the two largest ethnic groups in Lubbock) is cmcial to long-term success in 

the subscription campaign. 

'Buckbeny, David, as told to Mike W. Thomas, Lubbock Avalanche Joumal (Lubbock, Texas: 
Morris Communication Corporation, January 13, 1998), 7A. 
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Marketing Strategy 

Are the goals ofthe season campaign clearlv stated? 

No. Many ofthe season subscription campaigns are conducted "agamst the clock" 

due to the fact that the student Promotion Du-ector is usuaUy selected at the beginning of 

the fall season. There is no tune for the student to plan out short- and long-term goals and 

objectives for the season campaign. The present situation of selecting the Promotions 

Du-ector late creates the task of designing and distributing the direct mail solicitation as 

quickly as possible prior to the first production. Also, most graduate students are hired 

for only the first summer term, which leaves the second summer term without a Promotion 

Director. This contributes to lost time prior to the beginning ofthe fall semester. The 

second summer term (or preferably, both summer terms) should logically be used to plan, 

design, and coordinate all the campaign strategies and to articulate goals and objectives. 

Are there adequate resources to achieve these goals? 

Unfortunately, the budget for the promotion activities does not allow for both 

comprehensive direct mail and an electronic media campaign. Promotion Directors are 

forced to choose between one or the other. The survey revealed that most ofthe 

subscribers look to the Lubbock Avalanche Joumal for theatre information. They are, 

however, more diverse in their viewing and listening habits, although Chaimel 11 and 

KOHM are the most popular television and radio stations. Focus group participants 

suggested increased newspaper advertising. 

Also, the number of students on the promotion team varies from season to season. 

Some teams have been given as many as fifteen students, while others have had to 
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accomphsh theu- goals with as few as five. Until last season. Promotion Directors have 

had to use outdated computers with very little, if any, graphic capabihties. The graduate 

student assigned as Head of Pubhcations requested and received a new computer system 

with increased graphic capabihties; the computer is currently shared by the Promotions 

Du-ector. However, each Promotion Du-ector has varying abihties to command 

sophisticated computer software. 

What are the department's major strengths and weaknesses? And how do these 
correspond to the achievement ofthe goals ofthe season campaign? 

Both a strength and weakness ofthe department is the fact that 75% ofthe faculty 

in the Theatre and Dance Department, including the Chair, have been in place for less than 

three years. It is a weakness because the current faculty are not aware ofthe history of 

the season campaigns nor do they have a feel of who the theatre patrons are. Past faculty 

had developed strong social interaction with season subscribers and knew a majority by 

name. The Department has lost that informal level of communication. 

However, the newness ofthe current facuhy—with their new experiences, 

backgrounds and enthusiasm—provides a wonderfijl opportunity to introduce them to the 

subscribers, and to re-establish and build those relationships. Marketing efforts have yet 

to capitalize on this idea. Focus group participants stated that they knew more about the 

students, who shift collectively every four years, than they know about the faculty. The 

subscribers want the opportunity to speak with the faculty directors and designers so that 

they can better understand their creative decisions and be able to communicate their 

appreciation. 
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What is the core marketing strategy for the season campaign? Is it sound? 

In the past there has been very httle tune to formulate a marketmg strategy for the 

season campaign, due to the fact that student Promotion Directors are selected just prior 

to the beginnmg ofthe fall semester. It would appear that the most obvious marketing 

strategy would be to retam the present subscribers, but there is no sound strategy to 

increase or diversify the season subscribers. This lack of a core strategy coupled with so 

few historical statistics and promotion archives, is key to the reduction in the numbers of 

subscribers during the last five seasons. 

What is the department's marketmg style? Aggressive? Passive? Integrated? 

The marketmg style ofthe Department of Theatre and Dance is very passive. 

Many decisions are made on the coat-tails of previous decisions. There is very little 

support to change or augment any marketing tactics beyond what has been done in the 

past. Also, because very httle historical information exists on the success or failure of past 

marketing campaigns, the learning of previous styles is lost, fostering repeated mistakes. 
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Marketmg Organization 

Is there a high-level staff person with authority and responsibility over organizational 
activities that affect customer satisfaction? 

When this research began, the Du-ector of Theatre supervised the activities ofthe 

box office, promotion and house management functions. This changed in faU of 1997 with 

the hiring ofthe new Head of Management, who took over these functions and serves as 

Du-ector of Front of House Operations. 

Are those uivolved with marketing in need of training? 

The level of training will depend on the skills ofthe newly selected Promotions 

Du-ector and his/her team. Often, the Promotions Director wiU have httle or no 

knowledge of graphics computer software, bulk maihng, or experience m marketing at any 

level. On the other hand, some Promotion Directors bring to the job a vast amount of 

marketing skill. TraditionaUy, the newly appointed Promotions Director will be selected 

from the previous season's promotion team; thus, the Director at least has a framework of 

how the promotion activities within the department are conducted. No formal technical 

traming, however, is offered to the Promotion Director or the team. As a resuh, many 

financial resources are spent on basic graphic and mailing services that could easily be 

done "in-house." 

Is the current situation likelv to change? 

A new Head of Management has been hired and brings with her increased ideas of 

how to develop a fiilly tramed promotions team and Promotions Director. She 
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questions the reasons things are being done and is continually evaluatmg theu-

effectiveness and efficiency. A new staff position, an Audience Relations Specialist, will 

oversee the promotions activities ofthe Department beginning in the faU of 1998. Thus, 

the situation is hkely to unprove for The University Theatre. 

Marketing Systems 

Is the current system producmg accurate, sufficient and timely information? 

No. The mailing hst of subscribers and single ticket purchasers is tied to the box 

office computer system, which is outdated and the victim of continual computer failure. 

The print-out of any mailing hst requu-es that the Box Office Manager or a box office team 

member—not necessarily members ofthe promotion team—go into the office outside of 

normal box office hours and hand feed labels into the printer. The Department of Theatre 

and Dance does not keep any additional mailing lists. The newly purchased computer for 

promotion and pubhcations can not mterface with the box office computer and no data 

base for the subscription series is kept there. Thus, the information of subscribers-who, 

how many, when purchased—is outside the normal activities ofthe promotion function. 

Is current marketing research being used? Conducted? 

No. Other than this study, there has been no marketing research conducted m 

recent memory. Most marketing decisions are based on hunches and assumptions on the 

behavior and attitudes of current subscribers. 
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Does the current system measure satisfaction of season subscribers foUowing purchase of 
subscriptions? 

There is no current mechanism in place that sohcits satisfaction levels of current 

subscribers. The box office software can not trace actual attendance of subscribers for 

specific productions. It can only indicate reservations made. 

Could our current system meet increased demand? 

It is difficult to determine if the current system could meet increased demand. 

Because ofthe continual computer failure, increased numbers of subscribers may result in 

longer box office lines and increasing inefficiency in responding to season ticket orders. 

Are there measures being taken to improve the Box Office and data situation? 

A new box office system has been purchased and should, with training, be fully 

operable during the 1998 spring term. This system will offer increased capabilities in 

coUecting subscription, single ticket mformation, and attendance history and pattems, 

while also bemg able to print mailing hsts more efficiently. This will resuh in decreases in 

the lines for tickets and ticket exchanges. However, the interfacing with the Promotions 

and Publications computer will still not be possible. 
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Is planning well-conceived and effective? 

There is no evidence of planning, only crisis management. The only time that 

alternatives for promotion, pubhcation or box office systems have been considered is when 

breakdowns occur and normal busmess is intermpted. 

Are annual season campaign objectives and results evaluated in a timely manner? 

Other than sporadic financial reports on the amount eamed from season ticket 

sales, there are no formal evaluations ofthe success ofthe season ticket campaign. Often, 

promotion budget aUocations for the spring productions will be reduced because of 

unsuccessful season campaigns in the fall. 

No evaluation ofthe success of retaining previous subscribers or even of 

evaluating the number of new subscribers takes place. 

Marketing Function 

Describe the product. 

The product is a series of productions being presented on the Mainstage at the 

University Theatre. The productions are produced by the Department of Theatre and 

Dance. The productions are of typically traditional genres, ranging from full-scale 

commercial musicals to dramas. There are traditionally four to five Mainstage 

productions each season. Most ofthe titles of productions were considered recognizable 

by the participants in the focus group. Currently, A Christmas Carol is repeated annually 

during the hohday season. 
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Do patrons come to us. or do we go to them? Is going to the patron feasible? 

Patrons come to the Unviersity Theatre. Very rarely has the University Theatre 

toured, with the exception of participating in the regional level ofthe American College 

Theatre Festival. Until the marketing efforts of bringing patrons to the Unviersity Theatre 

are made more efficient, it is unlikely that elaborate touring efforts will be implemented. 

Are there new product/services/benefits that can be added? 

During the last two years, it has been debated as to the possibility of adding more 

than four Mainstage productions. Last season the full-length ballet was omitted from the 

season because of a dance and theatre coUaboration on a new translation of The Imaginary 

Invalid and due to the fact that choreographer suggested the omission ofthe baUet This 

year, the ballet was omitted because of a university-wide gala that utilized the design and 

administrative personnel m the department. Past box office receipts indicate that the last 

fuU-length ballet, Coppeha (1995-96 season), sold out all four performances and eamed 

more revenue than most ofthe non-dance productions that ran for eight performances 

during the same season. 

The focus group participants thought that a pre-season discussion with directors 

and designers of upcoming productions would be very informative. Opening night 

receptions were instituted during the 1996/97 season. A regular offering of post-show 

discussions were also added during the current (1997/98) season. These activities require 

very httle expenditure beyond time. 
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What are the pricing pohcies and strategies? 

There really are no sound pricing strategies that can be detected. Most 

subscription prices are based on previous seasons. Recently, the Lab Theatre increased its 

prices to be more m hne with Mamstage ticket prices. This was due to the fact that most 

Lab Theatre productions are seUouts. Season ticket prices have remained the same for the 

last three seasons. It is thought by some faculty supervisors that keeping the cost of 

tickets down would attract new subscribers. This has not proven to be the case. 

However, the focus group participants unanimously agreed that the value ofthe season 

tickets is very attractive; they did not advise a large increase in season ticket prices. At 

the same time, they suggested that the Department advertise the fact that season tickets 

have not increased in cost in some tune, thus increasing the perception of value and 

savmgs. 

How much is charged? 

Adult season tickets range in price from $33 to $39 for single tickets and $50 to 

$60 for two tickets. The cost differences correspond to attending on either a Thursday or 

Sunday performance, or a Friday or Saturday performance. Senior tickets are $30 for 

either series. 

Could our customers pav more? 

The mcome levels ofthe season subscribers is very high. Forty-six per cent make 

over $65,000 annually, with 39 % making between $35,000 and $64,900. However, a 

vast majority ofthe focus group and survey respondents feh that savings was the primary 
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mcentive for becoming a season subscriber. The focus group would accept a modest 

mcrease, but suggested that a substantial mcrease in the cost of season subscriptions 

would not be advisable. 

What is the Department asking for? Dollars or something else? 

The Department is asking for money in exchange for a series of productions 

presented m the Mainstage theatre. In order that the patron experience the theatre 

performance, time and transportation to the theatre is requu-ed. Lastly, a more active 

participation is required than those activities experienced privately at home, such as 

television. 

Do customers see the price as being in line with the perceived value? 

All the participants in the focus group agreed that the University Theatre is a 

bargain for subscribers. The value ofthe productions exceeds the cost ofthe subscription. 

They all mentioned that this is an attractive benefit to subscribers. Ninety-five percent of 

the survey respondents agreed that the cost ofthe subscriptions is either inexpensive or 

about right. 

Are reservation and pavment services centralized? What are the patrons' perceptions of 
box office procedures? 

Yes. The box office is located in the front lobby ofthe University Theatre. All 

box office transactions take place there, including purchasing, exchanging and picking up 

season tickets. The participants in the focus group all agreed that the box office personnel 

are courteous and knowledgeable. They did, however, complain about the frequent 
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computer failure resulting m long waitmg Imes, and the limited available hours of box 

office operation. 

When are the season subscriptions available? 

The pre-season campaign takes place in April, during the last Mamstage 

production ofthe previous season. Typically, the mailing of season subscription brochures 

takes place the first week ofthe faU semester. The subscription campaign ends during the 

second Mainstage production. If patrons subscribe during the first two Mainstage 

productions, the cost ofthe subscription is pro-rated. 

Are distribution decisions based on user preference or stafiD v̂olunteer convenience or 
custom? 

Distribution decisions are based on custom. Direct mail has been the most used 

vehicle for distribution of season subscriber materials. The volume of direct mail is 

determined by budgetary constraints, mailing list availability, and the student Promotion 

Du-ector's specific knowledge of bulk mail systems. 

What are the advertising/promotion objectives? Are thev clearly stated? 

Advertising and promotion objectives are concemed primarily with remaining on 

or under budget. Beyond that, there are no advertising or promotion objectives that are 

clearly stated or widely expressed. The departmental budget overshadows any creative or 

meaningful formulation of promotion and advertising objectives. 
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Is the right amount being spent on promotion? 

The departmental budget does not aUow for a diverse marketmg campaign. 

Promotion Du-ectors have had to select one, or at most two, channels of distribution for 

season ticket mformation. 

Are promotion themes and copv effective? 

The participants m the focus group complimented the brochure and stated that the 

University Theatre mailings do stand out among other bulk mail and arts promotion. They 

feh that the response envelope and order forms were very easily understood. They did 

suggest that the box office number and hours of operation be emphasized more heavily. 

Is there a well-conceived promotions and customer service program? 

The promotions program is confined within the promotion team and varies a great 

deal from one administration to another. All customer services are contained within the 

box office which is the only area that deals directly with the public. While personal 

contact is made through the box office, there are no formal systems in place that gauge 

customer satisfaction. 

Are the productions of high quahtv and do they meet a specific need or needs? 

The focus group participants mdicated that the technical quality ofthe University 

Theatre Mainstage productions is consistently high. The acting quahty is generally high in 

comparison with other community theatre organizations, but this fluctuates more than the 

design and technical elements. 
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Summary 

From the research coUected from the above marketing audit ofthe University 

Theatre, the foUowing information is synopsized: 

• There is a lack of definite goals and objectives-both short- and long-term. This 

prevents effective planning, strategy creation, or evaluation to take place. 

• Marketmg decisions are based primarily on crisis situations, creating a reactive, rather 

than pro-active, practice of marketing principles. 

• The Promotions Du-ector and his/her team have no opportunity for formal training in 

marketing. This creates an annual inconsistency from Director to Director, due to 

mdividual skiUs in marketing techniques. 

• Archive files are not kept. This hinders new Promotion Directors from having access 

to any past marketing decisions and practices. 

• The Department of Theatre and Dance has made no overt efforts to communicate, or 

cooperate, with the marketing efforts of theatre and other arts organizations within the 

community. 

• Competition has increased among the performing arts organizations within Lubbock. 

• Direct mail is the most effective way of reaching season subscribers. 

• The Departmental faculty and staff extend very little communication to the season 

subscribers after they subscribe. 

• The Department's new faculty and staff are virtually unknown by the season 

subscribers. 

• The computerized ticketing system is outdated and breaks down on a consistent basis. 
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All computerized mformation on season ticket holders is collected by the Box Office 

staff, but the information is not transferable to the Promotions Du-ector's computer. 

Any mailing hsts, or their modification, must be generated by Box Office staff 

Response rates to new subscriptions are at the discretion ofthe Box Office staff. The 

box office is not open prior to the beginning ofthe fall semester. Box office training 

takes precedence over season subscription data entry, resulting in a late response rate 

to new or renewed season subscribers. 

Very few season subscribers attend the opening night receptions. 

There is no obvious pricmg strategy. Pricing is done out of custom with no reward for 

early renewal. 

Current season subscribers view the subscription package as a bargain. 

The most recent (1996/97) season brochure was judged by current subscribers to be 

clear, easy to respond to, and distinctive. 
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CHAPTER V 

PATRON DEMOGRAPHICS COMPARED TO NATIONAL 

AND REGIONAL PROFILES 

Many ofthe demographic statistics ofthe audience ofthe University Theatre show 

similar characteristics to those of previous national and regional studies. One ofthe first 

studies, pubhshed m 1966, Performmg Arts: The Economic Dilemma by Wilham Baumol 

and Wilham Bowen, states, "A breakdown of our data by frequency of attendance shows 

that people who are well-educated, weU-to-do, and who are engaged in professional 

occupations constitute a particularly large proportion of those who attend [arts] 

performances frequently."^ The landmark pubhcation also pointed out that the average 

age of all hve arts patrons was 38 years old; most were male. 

A 1978 National Endowment for the Arts (NEA) report, "Audience Studies ofthe 

Performing Arts and Museums," reinforces the resuhs ofthe Baumol and Bowen study. 

The average age ofthe theatergoers was recorded at 34 years old, while education 

remamed a strong factor. Over 32 % attended some graduate school. Nearly 70% of 

theatregoers classified themselves as having professional or managerial occupations. 

This NEA report also does a creditable job of demonstrating some fluctuating 

trends in social characteristics of performing arts patrons. The sharpest shift is in gender. 

' Baumol, Wilham J., Bowen, WiUiam G., Performing Arts: The Economic Dilemma 
(Cambridge, Massachusetts: The M.I.T. Press, 1966), 93. 

^ National Endowment for the Arts, Research Division Report #9, Audience Studies ofthe 
Performing Arts and Museums (Washington, DC: Center for the Study of Pubhc Pohcy, 1978), 14-27. 
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The report discloses that from 1960-65 to 1976, the percentage of male hve performing 

arts patrons dropped from 56 % to 39 % ofthe general population.̂  Decisions to 

purchase tickets for hve performance events, therefore, shifted from the male to the 

female. The report explains this shift due to the increase m single parent homes and 

increases in the number of women in the work force. 

A later study sponsored by the American Council for the Arts, "Americans and the 

Arts VI," pubhshed m 1985 states, "Those who attend [theatre events] most are high 

mcome people . . . the best educated, and those in the 50-64 age group."^ Thus, the 

profile ofthe theatre patron nation-wide can be described as an educated, professional, 

older female. 

Alan Adreasen in his report Expanding the Audiences for the Performing Arts. 

pubhshed in 1991 reinforces this profile. Wealthy, educated, professional women with no 

"at-home children" compose the largest segment ofthe theatre-gomg population.̂  

Therefore, despite the economic recession ofthe 1980's and the push of national, regional 

and community arts organizations to diversify their audiences, the profile ofthe theatre 

patron, with the exception of gender, has remained consistent since 1966. 

The most recent NEA arts participation report is in 1992: "Arts Participation in 

America: 1982 - 1997." The report compares arts attendance and participation from one 

^ Ibid., p. 13-15. 

^ American Council for the Arts, Americans and the Arts VI (New York: American Council for 
the Arts, 1992), 25. 

^ Andreasen, Alan R, Expanding the Audiences for the Performing Arts (Washington, DC: 
National Endowment for the Arts, 1991). 
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decade to the next. A general statement regarding audience characteristics confirms that 

attendance is: 

• Mainly related to a person's socioeconomic background, particularly in terms of 
education, but also m terms of income; 

• Higher among women than among men; 
• Higher among middle-aged and younger adults than among older people; 
• Higher among white respondents than among blacks or other racial groups.^ 

The report goes on to state that the rate of females attending theatre is 20 % 

higher than men. NationaUy, the 45-54 year age group is the segment whose rate of 

attendance is higher than either the younger or older age groups. Patrons with graduate 

school education backgrounds attend theatre five times more than high school graduates.^ 

The University Theatre subscriber demographics differ somewhat from these 

national profiles. The greatest difference is in the age range and occupation classification. 

The age range ofthe University Theatre is older than the national profile; thirty-four per 

cent ofthe subscribers are over 65 years of age and 30 % are retired. While not exactly a 

retirement community, the West Texas area is considered to have a moderate cost of 

living and a favorable chmate. These conditions may retain the aging population ofthe 

region. 

The comparison points out specifically that the University Theatre has an added 

chaUenge of maintaining and increasmg an aging subscriber base. And, despite the fact 

that the household mcome levels ofthe subscribers are much higher than the surroundmg 

'̂ National Endowment for the Arts, "Arts Participation in America: 1982 -1992" (Washington, 
DC: National Endowment for the Arts, 1993), 8. 

'Ibid., 15. 
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conmiunity, the mcome is more hkely to be fixed and less discretionary, due to the 

patrons' retked status. 

The profile ofthe season subscribers at the University Theatre is comparable to 

those ofthe surroundmg arts organizations m the Lubbock community. None have 

conducted formal marketing research; the estunations are the resuh of observation. 

Carla Olson, the Business Manager at BaUet Lubbock indicates that their primary 

audience is upper middle class famihes m theu- 40's whose children are students ofthe 

Ballet. She also surmised that theu- education levels are at least at the college level and 

they have higher income levels.̂  

Ahson Stem-Duyak, the Marketing Director at the Lubbock Symphony, estimates 

her audience is older, with a very dedicated male audience, whose income and education 

levels are high. She is seeing more and more students attend the Symphony performances, 

but not consistently.̂  

Lubbock Community Theatre's president, Neil Hanslick, targets an audience that is 

middle class, older, with ninety percent earning average to high annual incomes. As the 

income levels increase, so do the age ranges. They have a more varied educational 

background and are evenly distributed among male and female. ̂ ° 

Efforts were made to gain access to any existing audience demographic 

information from the Texas Commission for the Arts. Commission representatives' only 

8 Olson, Carla, January 6,1998, Business Manager of Ballet Lubbock, Lubbock, Texas. 

' Stem-Duyak, Alison, Januaiy 6, 1998, Marketing Director ofthe Lubbock, Symphony, 
Lubbock, Texas. 

'^Hanshck, Neil, Januaiy 6, 1998, President, Board of Direaors, Lubbock, Community Theatre, 
Lubbock, Texas. 
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suggestion was to access Texas' participation in the recent NEA arts participation report. 

Results specific to Texas, however, could not be extracted from the report or from any 

files m either Austin or Washington. The National Endowment for the Arts was unable, or 

unwilling, to share state-specific information. From the existing information, however, the 

University Theatre's subscription audience compares favorably with recent national 

statistics and local audience perspectives. This places an even greater importance on more 

effective niche marketing to the current subscriber profile. 
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CHAPTER VI 

MARKETING PLAN OVERVIEW 

A marketmg plan is essential to the control and evaluation ofthe many marketing 

decisions that are necessary for the survival of a non-profit organization. Charles 

Wemberg m Marketmg the Arts states "plannmg requires that management make a number 

of decisions~aU interrelated—havmg to do with what to do to attain certain objectives to 

goals, how to do it, when to do it, and who is to do it."̂  

This chapter v ^ begin with a situation analysis that explores the extemal 

environment, the Department's strengths and weakness, and the challenges facing the 

growth of its subscription campaign. FoUowing will be a marketing strategy that includes 

a summary ofthe marketing mix—product, placement, pricing and promotion. A 

marketing budget wiU be offered, foUowed by a detailed action plan that addresses the 

objectives stated earher. This chapter will state the goals and objectives ofthe season 

ticket campaign (and how they pertain to the Department of Theatre and Dance's 

mission), and will address the problem of dwindling season subscriptions. The chapter wiU 

culminate m a marketing plan that wiU offer courses of action that can reverse the trend of 

reduced numbers of, and income from, season subscriptions. The marketing plan will 

suggest marketmg activities that can serve to increase, over a five-year period, the number 

of season subscribers to the 1993/94 level, which has been recognized as bemg the most 

successful season ticket campaign in the University Theatre's history. 

' Weinberg, Charles, "Marketing Planning for the Arts Organization," Marketing the Arts, edited 
by Mokwa, Michael P. et al. (New York: Praeger Publishers, 1980), p. 102. 
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The marketmg plan follows an outhne offered by Charles Weinberg in Marketing 

the Arts. Additional analysis and courses of action will come from those suggested by Jay 

Conrad Levinson, m his book, Guerrilla Marketmg. 

While the proposed marketing plan can be adopted for other activities within the 

Texas Tech University Department of Theatre and Dance—single ticket sales, fijnd raismg 

campaigns, and marketing special events—the specifics of this plan relate to the season 

subscription campaign. 

Situation Analysis 

This section relates the results revealed by the marketing audit, the focus group 

and the subscription survey to general economic and demographic information ofthe city 

of Lubbock and its surroundmg areas. 

Extemal 

The population, according to the 1990 census for the city of Lubbock, is 

186,206 persons. The city of Lubbock Planning Department estimates that the population 

m 1997 chmbed to 195,367, with an estimated increase to 198,433 by the year 2000.̂  

Table 6.1 offers some ofthe statistics ofthe Lubbock's population, revealing 

characteristics that will be most helpful to the marketing plan for the season subscription 

campaign. 

^Lubbock Chamber of Commerce, "1997 Community Profile," (Lubbock, Texas: City of 
Lubbock/Business Development, March 1997). 
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Table 6.1 City of Lubbock: Social Characteristics ofthe Population. 

Total Population -186,206* 

Demographic 

Gender 
Male 
Female 

Education (persons over 2S years nfa^p) 
High School (includes equivalency) 
Some College (no degree) 
Associate's degree 
Bachelor's degree 
Graduate or Professional degree 
Other (less than high school) 

Ethnic Backeround 
Caucasian 
Hispanic 
Afiican-American 
American Indian 
Asian or Pacific Islander 
Other 

Profession Classification 
Professional and Executive 
Technical and Sales 
Administrative Support and Service 
Farming 
Constmction and Manufacturing 

Income levels 
less than $10,000 
$10,000-$24,999 
$25,000-$49,999 
$50,000-$74,999 
$75,000-$99,999 
Over $100,000 

Number 

91,432 
94,774 

23,919 
23,454 

5,303 
17,993 
9,568 

25,933 

125,475 
41,916 
15,483 

484 
2,517 

331 

53,059 
16,017 
28,805 

1,445 
11,025 

14,594 
20,922 
21,326 

7,837 
2,231 
2,174 

•US Department of Commerce Economics and Statistics Administration, "1990 (Census of Population and 
Housing: Population and Housing Characteristics for Census Tracts and Block Numbering Areas, 
Lubbock, TX, MSA," (Washington, DC: Bureau of die Census June 1998), 1, 29,63, 72, 81. 
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The local government system—the Lubbock City Council—was estabhshed in 1917 

as a "council/manager system."^ The council is composed ofthe Mayor—elected for a 

two-year term—and six representatives from districts, each elected for a four-year term. 

The cultural arm ofthe Lubbock community is the Lubbock Arts Alhance, which 

operates as an independent non-profit organization, under contract with the City Council 

to distribute state hotel/motel taxes. These taxes are collected to support tourism, which is 

very loosely defined, and has been mterpreted to include arts progranuning. There are two 

annual grantmg deadlines. 

A committee of sbc conununity representatives (not necessarily artists or 

employees of arts organizations)—two selected by the City Council and four selected by 

the Lubbock Arts Alhance—decide the allocations of Lubbock's hotel/motel fees to non

profit organizations. These committee members review the grant applications, both 

separately and in a group, and submit recommendations for funding to the Lubbock Arts 

Alliance, who then submits them to the Lubbock City Council for formal approval during 

a regularly scheduled public fomm. 

The economy of Lubbock is generally considered to be favorable, in comparison 

with other Texas metropolitan areas and comparable chies nation-wide. According to the 

Lubbock Chamber of Commerce, Lubbock's cost of living is 91.5%, the seventh lowest in 

the state and the 35th lowest in the United States. Unemployment for 1996 was 4.1%, the 

lowest in Lubbock m five years. Real estate sales in Lubbock topped 214.6 milhon dollars 

^Lubbock Chamber of Commerce, "1998 Guide to Lubbock," (Lubbock, Texas: Towrey 
Pubhshing, Inc., 1997), 46. 
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in 1996, the highest m five years. The 1996 median mcome for famihes was $35,554, 

which favorably compares to other Texas cities and the nation. The major employer in 

Lubbock is Texas Tech University and the Texas Tech Health Sciences Center. The 

March 1997 Community Profile pubhshed by the Chamber of Commerce estimated the 

number of employed persons, withm a radius of forty-five miles, was 117,900.̂ * 

Generally, the economy is expected to remain healthy and stable. There are no 

statistics of discretionary income of Lubbock residents. Jay Conrad Levinson in his book 

Guerrilla Marketing projects, however, that "[d]iscretionary income wiU increase because 

ofthe trend toward smaUer famihes and the fact that fewer households are bemg 

formed."^ 

Selected local arts organizations were contacted to get an impression of their 

audience profile. The organizations included the Lubbock Community Theatre, BaUet 

Lubbock and the Lubbock Symphony. All marketing representatives estimated that their 

audiences were generaUy older, wealthy and highly educated. These estimates were made 

in the absence of marketing research. 

The aduh single ticket prices ofthe above organizations range from $10 to $22, 

with subscriptions ranging from $46 to $98, depending on seating assignments. Ballet 

Lubbock does not offer season tickets, but reported recent increases in single ticket sales 

that range from 25 to 40 percent, depending on the type of production. The Lubbock 

^ Lubbock Chamber of Commerce, "1997 Community Profile," (Lubbock, Texas: City of 
Lubbock/Business Development, March 1997). 

^Levinson, Jay Conrad, GuerriUa Marketing, (Boston, Massachusetts: Houghton Miffhn 
Company, 1993), 3. 
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Community Theatre reported a 50 percent increase in season tickets over the 1996 level. 

The Lubbock Symphony has reached a plateau in their season ticket sales recently, but 

they do boast over 1,800 subscribers. 

Audiences 

As the subscriber survey revealed, the typical Texas Tech University Theatre 

Mainstage season subscriber is a Caucasian female over the age of forty-five. She is well 

educated, employed in an admmistrative or professional position, with an average salary 

range of $35,000 - $49,000. It is safe to assume, however, that with only 321 total 

subscribers during the 1996/97 season, the Department of Theatre and Dance has not fuUy 

tapped this profile within the city of Lubbock. 

Other significant segments ofthe general population that have notable audience 

potential are the Hispanic population and the student-age populations (especially those 

enrolled at Texas Tech). The Hispanic population composes 23 percent ofthe total 

Lubbock population. Levinson advises that ethnic groups, especially Asian-Americans 

and Hispanics, are emerging m the 1990's as "viable target audiences."^ 

Twenty-two percent ofthe Lubbock population is between the ages of 15 and 24 

years. The challenge for this marketmg plan is to maintain and increase the numbers of 

season subscribers that match the current profile, and to target those additional 

populations once this patron base is more firmly established. 

Ibid., 32. 
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Artists 

Performers in the Mainstage productions ofthe Texas Tech University Department 

of Theatre and Dance are all enroUed students in the University. Most are Theatre and 

Dance majors, although auditions are open to all university students. The Office of 

Institutional Research reports that there were 93 undergraduate majors and 48 graduate 

students enrolled in the Department of Theatre and Dance as ofthe fall of 1997. Directors 

and designers ofthe University Theatre productions are primarily faculty, although there 

are instances of students (primarily graduate level) who direct and design on the 

Mainstage. All back stage crew members, as well as design crews, are University 

students. 

Seventy-three percent of those enrolled in the Department of Theatre and Dance 

during the 1997/98 school term were Texas residents. 

Competition 

The subscriber survey identified various theatre companies and organizations that 

are regularly attended by the Department's season subscribers. They mclude: Lubbock 

Community Theatre; the Ciarza Theatre in Post, Texas; Avalon Theatre; Cactus Theatre; 

and the Celebrity Productions at the Municipal Auditorium. There is obvious cross-over 

between the patrons of these organizations and the University Theatre season subscribers. 

The Department of Theatre and Dance, therefore, must take a more aggressive stance 

when marketing to the current subscriber profile. If the Department does not, the risk of 

losing additional season subscribers is great. 
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A smart marketing plan will seek to differentiate hs organization's subscription 

series and benefits from those of other organizations. Levinson wams that all products 

and services wiU "be considered exactly the same as that of [the] competition. This is 

because an enormous influx of marketing will create mass confusion and the perception 

that all offerings are created equal." 

A variety of activities compete for leisure time. Home entertainment systems, 

cable television and increasingly complex lifestyles are among the many options. Even 

though the Lubbock community is somewhat geographically isolated, there are significant 

entertainment outlets, mcludmg restaurants and recreational activities such as rodeo and 

university sporting events, as well as skiing and hiking within an easy drive of Lubbock. 

All of these activities compete for disposable time and income within aU population 

segments. 

Intemal Goals 

The mission ofthe Department of Theatre and Dance includes fostering "the arts 

of theatre and dance. . . by cultivating an audience." The season subscription campaign 

and its marketmg strategies best fulfill the mission because it cuhivates an audience 

committed to the mission ofthe Department and not swayed from individual productions 

due to bad reviews, mconsistent production quality or environmental conditions. What is 

missing, however, are stated objectives that define specifically measurable actions that will 

bring to fiiiition the Department's goal contained within the mission statement. 

' Levinson, Jay Comad, Guerrilla Marketing. (Boston, Massachusetts: Houghton Mifflin 
Company, 1993), 3. 
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Strengths and Weaknesses 

As identified by the marketmg audit, the strengths ofthe Texas Tech University 

Department of Theatre and Dance mclude a long and fau-ly weU-estabhshed production 

history, strong technical capabihties and a tradition of technical expertise, and significant 

artistic resources. The survey respondents indicated that the University Theatre makes a 

significant contribution to the cultural environment ofthe Lubbock community. This fact, 

coupled with the focus group's opmion that marketing materials stand out among other 

performing arts pubhcity materials, contributes to a considerable competitive marketing 

edge. 

Weaknesses mclude a very passive marketing approach in the past, and marketing 

decisions based on assumptions rather than research. A significant point is that marketmg 

decisions have been mconsistent due to the annual reassignment of student Promotion 

Dkectors. There is very httle knowledge of, or communication with, season subscribers. 

Finally, there is no ongoing evaluation and reassessment of marketing strategies in order 

to avoid repeated mistakes. These weaknesses have contributed to the steady decline in 

the numbers of, and income raised from, season subscriptions. 

Challenges and Opportunities 

The most overwhelming challenge for the Texas Tech University Department of 

Theatre and Dance is its necessary commitment to its students over its conmiitment to the 

audience's needs. Any marketing research must then be put into this framework. The 

situation is made more complex because ofthe ongoing need for the Department to 
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increase its mcome from ticket sales, smce augmented budget support from the University 

is unlikely. 

However, the Department also faces some marketing opportunities. Because 

previous marketmg practices have not been mfluenced by marketing research, it is likely 

that changes in marketing procedures based on concrete research will have a significant 

impact. Thus, with the commitment ofthe Department's faculty and staff, changes and 

readjustments to marketing practices can lead to potentially positive results. 

Momentum Forecast 

If marketing operations within the Texas Tech University Department of Theatre 

and Dance continue in the same direction, season subscriptions will hkely continue to 

decrease. 

Marketing Plan Objectives 

This section outhnes the specific objectives ofthe marketing plan. Weinberg 

suggests the objectives be "specific and quantifiable" as well as "realistic and 

challenging."* In order of importance, the three objectives identified by this research to be 

accomphshed by the proposed marketing plan are: 

1. To steadily increase, over a five year period, income from season subscriptions to the 

1993/94 level. 

2. To expand the types of marketing activities utilizing the Department's current 

resources—people, time and income. Since it is unlikely that resources will mcrease 

* Weinberg, Charles, "Marketing Planning for the Arts Organization," Marketing the Arts, edited 
by Mokwa, Michael P., et al. (New York: Praeger Pubhshers, 1980), 113. 
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significantly; a greater effort wiU need to be made to stabihze and mcrease season 

subscriptions using the current resources available 

3. To develop and state a formal marketing plan. This is necessary to unplement 

modem marketing practices. A marketmg plan will also lead to a framework for 

planning, organization and evaluation. 

This marketing plan seeks to accomplish only these three objectives because of 

their magnitude. It is estimated that these objectives will take three to five years to 

accomphsh. Longer term objectives may include increasing income from season 

subscriptions above and beyond the 1993/94 level. Evaluation and reassessment will be 

necessary to make specific plans in attaining such a long-term objective, and must begin 

before the end ofthe five-year plan. 

Marketmg expert Charles Weinberg advises to keep objectives in clear focus. 

"The secret of a marketmg plan is that it will enable you to see your ultimate goal with 

clarity."' 

Product Benefits 

Levinson advocates developing a clear concept ofthe benefits ofthe product 

before implementmg marketing strategies. In fact, the "lack of a clear benefit" is one of 

the most common reasons that most marketers and marketing plans fail.̂ ° The benefit to 

^Levinson, Jay Conrad; Good, Seth, The Guerrilla Marketing Handbook (Boston, Massachusetts: 
Houghton Mifflin Company, 1994), 6. 

°̂ Ibid., 5. 
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patrons must exceed the cost to patrons. The focus group revealed that season 

subscribers feh the subscription was a bargam, and they appreciated the fact they were 

getting more for theu- money. 

The subscription survey revealed that savmgs and convenience were the most 

compelhng benefits to subscribers. These benefits are not to be confused with product or 

service features. The survey indicated that entertainment was the most favored service 

feature ofthe season subscription package. Therefore, it is safe to assume that the season 

subscription offers entertainment that is inexpensive and convenient. This evaluation 

identifies closely with what Levinson identifies as what most people want once their basic 

needs of food and sheher are provided. He maintains people generally want "to be happy" 

and "to have fun."̂ ^ He advises that, "mastering the hst of what people want and 

1 "J 

communicating the benefits of [the] product are cmcial steps" in achieving success with 

the marketing plan. 

Marketing Strategy 

Weinberg defines a marketmg strategy as "the means by which the organization 

achieves its marketing goals."^^ The marketing strategy is a combination of positioning 

and the marketing mix. Positioning is "the fundamental statement of what the 

organization and its services represent and what they provide to whom." '̂* The marketmg 

" Levinson, Jay Conrad; CJood, Seth, The Guerrilla Marketing Handbook (Boston, 
Massachusetts: Houghton Mifflin Company, 1994), 8. 

'̂  Ibid., 8. 

'^Weinberg, Charles, "Marketing Planning for the Arts Organization," Marketing the Arts. 
edited by Mokwa, Michael P., et al. (New York: Praeger Pubhshers, 1980), 113. 
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mk is a means by which the marketing activities are outhned. These activities are defined 

as product, placement, price and promotion. 

Positioning 

Positioning involves three areas: (1) identification ofthe target segments, 

(2) competition and the organization's competitive posture, and (3) the market niche 

provided by the organization's product and/or service. 

Past marketing efforts ofthe Department of Theatre and Dance have not 

saturated the present Lubbock community. Therefore, the target segment will reflect the 

current subscriber profile. SpecificaUy, the target market for Mainstage season subscribers 

is white, educated women, over the age of forty-five, who are either retired or are 

working in an administrative or professional position. The most likely source would be 

those single ticket purchasers who match the profile and who attend the Mamstage 

theatre, but are not yet subscribers. Another reasonable place to look for potential 

subscribers would be those residents who live in the zip code areas identified by current 

season subscribers. Mailing hsts from the 79416, 79413 and 79414 zip code areas would 

be beneficial to the marketing strategy in reaching the target segment. 

The theatre competition is very diverse in Lubbock, but 34 % ofthe respondents 

to the survey estunated the quahty ofthe Mainstage productions to be better than the 

surrounding theatre companies and organizations. Current subscribers also feel favorable 

toward certain amenities associated with attending the University Theatre, such as parking 

availabihty, safety, courteous theatre staff and ticket privileges. The University Theatre 

'^Ibid., 113. 
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must make a greater effort to advertise these benefits ofthe subscription package. "Let us 

entertain you in style and comfort" would be a competitive stance that is supported by the 

current marketing research. 

In terms of niche, it is important to note that comfort and a home-hke atmosphere 

were stressed by both survey respondents as weU as focus group participants. Both 

groups also stressed the ease of subscribing and conmiented favorably on the students who 

assisted them with ticket services and seating. A possible niche for the University Theatre 

would be, "The Texas Tech University Theatre is the most comfortable theatre in town. " 

This niche can support many concepts to be used in the marketing mix in terms of product 

definition, placement and promotion. It is also a niche that would be attractive to an older 

target segment. 

Marketing Mix Overview 

The marketing mix is a series of activities that will define and shape the marketing 

strategy. The four components are product, placement, pricing and promotion. This 

section will suggest the activities that will better serve the benefits, niche, and consumer 

research previously outlined. 

Product 

The product must be evaluated from the perspective ofthe season subscribers. In 

the case ofthe University Theatre, the product or service is live performances, which the 

subscribers interpret as entertainment. Subscribers appreciate diversity in the selection of 

productions; they prefer a combination of contemporary and classic material. They expect 
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quahty in the University Theatre productions, and research indicates they are not 

disappomted. They do not wish to see productions repeated. 

In combinmg these perceptions and evaluations, the Department of Theatre and 

Dance should provide a diverse selection of contemporary and classic productions of high 

quahty to the Lubbock community and surrounding region. 

Because both the focus group participants and the survey respondents appreciated 

the Lab Theatre option offered during the 1996/97 production season in which season 

subscribers were able to select one ofthe Lab Theatre productions to supplement the 

Mainstage offering, it is recommended that this choice be reinstated and emphasized 

within the subscription package. 

The subscription package can also be supplemented by a series of discussions on 

the upcoming productions—available only to season subscribers—a strong suggestion 

made by focus group participants. 

Other activities, such as post-show discussions and opening night receptions which 

can not be restricted to season subscribers, should be communicated to the subscribers as 

to their times and locations. To this end, promotion materials should stress more boldly 

and clearly the benefits identified by season ticket holders. Likewise, efforts to remove 

ineffective or extraneous verbiage from promotion materials should be made. 

Thus, there is a two-tiered product available to season subscribers. The first tier is 

the Mamstage productions and the choice of Lab Theatre productions. The second tier 

includes the production discussions with the faculty and staff and any other activities 

available only to season subscribers. 
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Pricmg 

Pricmg is the most cmcial, yet least understood, element ofthe marketmg mix. 

Prices set either too high or too low have negative effects on season ticket sales. The 

Department finds itself in a position of balancmg the subscribers' appreciation for savings 

with the perception of value associated with price. 

Current season subscribers like a bargain, and they view the subscription package 

at the University Theatre as a good value. The survey would suggest, however, that 

mcome levels ofthe current subscribers would support a significant increase. When higher 

prices were suggested to the focus group participants, they unanimously agreed that a 

substantial raise in the prices of a season subscription would be detrimental to increasing 

the numbers of season subscribers. 

The season brochure for 1997/98 boasts savings of up to 50% off the single ticket 

price for season subscribers. This is a significant saving compared to other arts 

organizations in the City of Lubbock. The Lubbock Symphony Orchestra offers season 

subscriber discounts of 10% to 12.6% off aduh single ticket prices, depending on the level 

of subscription. The Lubbock Community Theatre boasts a savings of nearly 27% off 

their average single ticket price. Neil Hanslick, president ofthe Lubbock Community 

Theatre, commented, however, that the LCT season ticket prices would definitely be 

mcreasmg for the 1998/99 season. ̂ ^ The Texas Tech University athletic ticket office 

reports that no discounts are given for season tickets to any home games. The season 

'^Hanslick, Neil. Telephone interview conducted Januaiy 6, 1998. 
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tickets simply guarantee the patron a seat for the games; home games are generally sold 

out m advance. 

The University Mainstage Theatre season should consider an increase in season 

ticket prices to be more m hne with the surrounding community. A significant increase 

immediately, however, is not reconmiended. This research suggests that the University 

conduct a pre-season subscription campaign that would allow subscribers to save an 

additional percentage if they subscribe prior to a stated deadhne. Beyond this deadline, 

subscriptions could mcrease $5; this new price would be advertised more prominently 

during the mam season ticket campaign. 

Assuming that the single ticket prices remain the same for the 1998/99 season, 

adult season subscribers who re-subscribe early will enjoy a savings of 34% for the A-

Series that entitles subscribers to attend on a Thursday or Sunday. Re-subscribers for the 

B-Series (attendmg on a Friday or Saturday) will enjoy 35% savmgs. Both series allow 

subscribers to attend two shows absolutely free by subscribing rather than buying 

individual tickets. 

A $5 increase for those who subscribe following the early deadline will still provide 

a savings of 24% to 26%, depending on the series they select. 

This pricmg stmcture still reinforces the benefit of savings for the season 

subscribers, both current and new. It also serves to balance the perception of value with 

cost, while resuhmg in mcreased income from season ticket sales. 
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Placement 

Placement addresses the location and times ofthe product and/or service and the 

ease of respondmg to the product proposal. The performances ofthe University Theatre 

are m a fixed location; they typically do not tour. The subscriber must travel to the 

theatre to use the product—in this case to experience the production. This situation is 

unlikely to change. Therefore, evaluating the ease of attending and responding to the 

subscription offer is cmcial. 

There are no box office locations other than the one located at the theatre. The 

subscription brochure or any direct mail must, therefore, create the opportunity for the 

subscribers to respond from their own home at a somewhat leisurely pace; in essence, the 

Department advantageously sends the box office to them. 

Another distribution advantage is that the tickets to the performances are mailed to 

the season subscribers. This allows the subscriber to attend productions without standing 

in the box office hne. 

Subscribers must, however, visit the box office when they choose to exchange 

their tickets. The survey and focus group revealed the patrons' impatience with long Box 

Office Imes due to the break down ofthe Box Office computerized ticketing service. 

Focus group participants indicated that parking on campus during weekday business hours 

in the weekday to conduct a Box Office transaction is inconvenient. 

The audit revealed that season ticket orders received during the summer months 

are often processed late; this is due to the fact that there are no Box Office personnel on 

hand before the faU semester. The Department should, therefore, consider updatmg the 
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Box Office ticketmg system, extendmg weekday Box Office hours (parking is not 

restricted on campus after 5:30 p.m. on weekdays), and hiring Box Office staff during the 

summer months to process season ticket orders expediently. 

The particular circumstances ofthe University Theatre requû es that distribution be 

considered as bemg the means by which tickets are distributed to the season subscribers. 

In this case distribution relates to the ease ofthe patron coming to the theatre. Measures 

must be taken, therefore, to improve these distribution channels and make each 

subscriber's joumey to the theatre easy and efficient.. 

Promotion 

Philip Kotler in his book Marketing for Nonprofit Organizations states that 

promotion is "all the tools m the marketing mix whose major role is persuasive 

communication."^^ Promotion objectives should include three phases: information, 

persuasion, and education. ̂ ^ Each of these phases addresses three different attendance 

levels: enthusiasts, interested patrons, and non-attenders. 

The "enthusiasts" are those that continue to attend-in this case, subscribe—as a 

matter of habit and commitment to the University Theatre. Promotion to enthusiasts 

simply informs them ofthe tune and opportunity to re-subscribe. "Interested" patrons are 

those who are "potential. . . with a lower degree of commitment."'* These are the single 

'̂ KoUer, Philip, Marketing for Nonprofit Organizations. (Englewood Cliffs, New Jersey: 
Prentice HaU, 1975)201. 

'' Strang, Roger and Jonathan Gutman, "Promotion Policy Making in the Arts: A Conceptual 
Framework" Marketing the Arts. Mokwa, Michael P. et al., editors (New York: Praeger Publishers, 
1980), 227. 

''Ibid., 229 
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ticket purchasers who fit the profile of season ticket holders, but do not currently 

subscribe. Promotion to this segment focuses on persuading them to becoming a season 

ticket holder. FmaUy, the "non-attenders" are those that do not subscribe or attend, but 

who fit the patron profile and may attend if they perceive positively the availabihty and 

presence ofthe University Theatre. Promotion to this segment is more complex, because 

it must educate them ofthe benefits and presence ofthe University Theatre productions. 

This section outlines suggestions for promotion, including advertising, publicity, 

personal contact, and sales promotion. 

Advertising. Advertising is "any paid form of non-personal presentation and 

promotion of ideas. . . by an identified sponsor."'^ Both survey respondents and focus 

group participants agreed that du-ect mail was the most effective communication vehicle to 

reach season subscribers. Therefore, the season brochure—judged to be professional and 

easily identifiable among other arts-related direct mail offers—remains the best advertising 

tool for communicating to current season subscribers. The brochure should include 

information and persuasion elements and can be used, therefore, both to remind current 

subscribers to re-subscribe, and to convince single ticket purchasers to consider becoming 

season subscribers. Some efficiency improvements would include larger type for the box 

office number and inclusion ofthe hours of operation, more accessible language used in 

the production descriptions, and clear, direct indications of controversial subject matter 

and language. It is unportant also that the brochure closely identify those benefits cited by 

''Ibid., 225. 
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the focus group participants and the survey respondents as an effective way to retain and 

increase subscriber numbers. 

Du-ect mail advertismg can also take the form of a letter or post card, mailed 

du-ectly to a specific mailing hst. These options would be most useful during the pre-sale 

campaign to mform current subscribers ofthe financial benefits of re-subscribing early. 

The letter/postcard can also be used to mform those single ticket purchasers ofthe savings 

of a season subscription. 

The season letter/postcard is dependent, however, on the ability to gather 

addresses and attendance information on each single ticket purchaser. Thus, the box 

office should gather data from each single ticket purchaser, further increasing the demand 

for a more sophisticated computerized ticketing system. 

The focus group respondents commented that post cards are also helpfiil in 

reminding them to attend upcoming productions. Inexpensive to produce, the reminder 

cards supplement the larger, direct mail efforts to re-enforce benefits of subscriptions 

throughout the season. Presently, the reminder cards are simply announcements ofthe 

dates of performances and box office hours. Advertising benefits can be enhanced by 

including the benefits, and availability, of season subscriptions on a continual basis. 

While the postcards are distributed to campus faculty and staff, the information 

should target this group, and more clearly identify the benefits of being a season 

subscriber. Fifteen percent ofthe 1996/97 subscribers were Texas Tech faculty and staff, 

therefore, remforcmg subscription benefits aids in retaining and increasing subscribers 

from the University community. 
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The survey respondents and focus group participants agreed that the local 

newspaper, the Lubbock Avalanche Joumal is one ofthe most useful places to locate 

information on cultural events. While advertismg dollars are expected to be tight, it is 

worth considering placmg selected, effective ads in the Lubbock Avalanche Joumal to 

supplement du-ect mail efforts. Additional ads placed in the Lubbock Magazine and 

Caprock Sun are helpful, but are even more useful m leveraging continuous news stories 

from their respective editors who must pay for their magazines' distribution through 

advertising. 

Flyers, or smaU posters, distributed to various bulletin board locations (primarily 

on campus) serve to remind and mform students, faculty and staff of the upcoming 

productions. 

The audit revealed that there is little, if any, cooperation between the marketing 

efforts ofthe University Theatre and the efforts of surrounding community arts 

organizations, despite the fact that University Theatre subscribers attend other community 

arts events on a regular basis. Marketing efforts, therefore, should include trading 

program advertismg space with other theatre and performing arts groups within the 

community, as well as exchanging maihng lists. The fact that the University Theatre 

makes the effort to mitiate these exchanges in services shifts its marketing style from 

passive to more pro-active. This requires no financial expenditure, and can be mutually 

beneficial to all that participate. 

Pubhcity. Pubhcity is defined as "nonpersonal stimulation of demand for a 

product, service or organization by planting news about it in print or via broadcast media 
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that is not paid for by the sponsor."^" Pubhcity activities include press releases, public 

service announcements and newspaper and radio interviews or play reviews. 

Press releases—written mformation on the event or events being promoted sent to 

print media representatives—announcing the upcoming season ticket campaign, should be 

generated weU in advance ofthe campaign. The early distribution gives the opportunity of 

the respective media representatives to plan any coverage concerning the upcoming season 

and the availability of season tickets. Early distribution of press releases also requires a 

Promotions Director to be in place during the summer months so that releases can precede 

the main subscription campaign. 

Pubhc Service Announcements (PSA's) are timed announcements about upcoming 

events which are sent to radio and television media representatives. They must fit the 

format ofthe particular media and must be received by them by a particular deadline. 

These, like the press releases, must be planned and distributed in advance of any 

campaign. 

Written reviews from the local theatre critic and the university newspaper are at 

the discretion ofthe respective editors. Reviews are usually printed for most productions, 

but the competition for limited space in the newspapers make them unreliable for pubhcity 

purposes. Additionally, the reviews are usually printed during the second weekend of 

performances, luniting the ability ofthe printed reviews to generate increased ticket sales. 

Radio reviews, however are more productive, but equally unreliable. The wisest way to 

mcrease and improve the print and radio reviews is to increase communication with the 

°̂ Ibid., 226. 
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theatre critics and to provide them with background information on the season ticket 

campaign in advance. 

The survey revealed that certain radio stations, KOHM and KLLL specificaUy, as 

weU as local television station, KCBD, Channel 11, are significant sources for cultural 

information. Paid advertismg with these media is currently financially prohibitive. 

However, efforts should be made to court the pubhc service directors and marketing 

directors of these media, mformmg them that theu- stations are the "media of choice" 

among the University Theatre season subscribers. This tactic should supplement the 

regular distribution of press material to a comprehensive, updated media mailmg hst. 

Personal Contact. Personal contact is the "[o]ral presentation in a conversation 

with one or more prospective purchasers." This element of promotion at the University 

Theatre presently takes the form of box office and usher contact, pre-show speeches, and 

telephone sohcitation. 

The focus group participants agreed that the curtain speeches were beneficial in 

remindmg them of upcoming events and the announcement ofthe season ticket campaign. 

Speeches also serve to inform single ticket purchasers ofthe benefits and availability of 

season tickets. 

The focus group participants also agreed that telephone solicitation was not 

welcomed. Some thought that a telephone call reminding them of a pre-season deadline, 

however, might be appreciated. Such a telephone effort would require excellent records 

of those who had ah-eady subscribed to avoid unnecessary and annoying calls. 

2' Ibid., 226. 
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Box office reports on season ticket sales are cmcial, as weU as an informed box 

office staff. Box office personnel should inform single ticket purchasers ofthe savings and 

additional benefits of becoming a season subscriber. Trained ushers can also participate 

significantly m the campaign. Buttons stating, "Ask me about season tickets" wom by the 

ushers and box office personnel during the campaign have been used in the past, and it is 

recommended that this practice continue, but with increased training regarding the season 

ticket prices and benefits. AU those that wear the buttons should be prepared to answer 

questions and assist the patrons. 

Focus group members agreed that season subscribers are good ambassadors for 

the University Theatre and its season subscription campaign. Danny Newman in his book 

Subscribe Now! recommends using your most committed season subscribers as contacts 

for potential new subscribers, and explains the concept of producing private mailing hsts 

or "Christmas Card Lists."^ Newman suggests that current subscribers should be asked 

to provide the names and addresses of individuals from their personal maihng hsts. The 

organization then composes a letter that is signed by the season ticket holder, encouraging 

the subscribers' fiiends to consider buying season tickets. While not a personal contact m 

the strictest sense ofthe word, this strategy does utilize a very personal means to increase 

the number of potential subscribers. 

FmaUy, personal contact efforts should include increased casual focus group 

sessions. The format has ah-eady been identified as being positive, and the information 

^Newman, Danny, Subscribe Now! (Theatre Communications Group, New York, 1977), p 196-
200. 
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gathered is cmcial in evaluation and plannmg. Also, one-third ofthe 1996/97 season 

subscribers had only been subscribers for 1-2 years. Retaming theu- subscriptions is 

critical to the success ofthe marketmg campaign. Gauging theu- responses to the 

subscription benefits and theu- attendance is of paramount importance. 

Sales Promotion. Sales promotion is the "temporary additional incentive to 

encourage purchase. . . ofthe product or service."^ These include price discounts, gift 

premiums for contributions, contests or packaged products. For purposes ofthe season 

ticket campaign, the pre-sale campaign to encourage subscribers to re-subscribe early is an 

example of a price discount. The University Theatre should be bolder in its efforts in 

advertising its significant savings to both subscribers and to the general public. Slogans 

such as "See two shows free!" or "Save up to 50%!" should be prominent in all printed 

promotion materials such as program inserts, brochures, flyers. 

A particular sales promotion attempted during the 1996/97 season with moderate 

success was the ability of single ticket purchasers to credit the cost of their single ticket 

towards the cost ofthe subscription. This occurred during the first production ofthe 

Mainstage season. This offer to smgle ticket purchasers should be an incentive for single 

ticket purchasers to consider becoming subscribers as they leam more about the quality 

and diversity ofthe productions offered. The activity requires program inserts, pre-show 

speeches, and an mformed, available, box office staff. 

^ Strang, Roger and Jonathan Gutman, "Promotion Policy Making in the Arts: A Conceptual 
Framework," Marketing the Arts. Mokwa, Michael P. et al., editors (New York: Praeger Publishers, 
1980), 229. 
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Another form of sales promotion at the University Theatre has been the mini-

season subscription offered during the second Mainstage production. This production is 

usually presented foUowmg Thanksgivmg, and the mmi-subscription is marketed as a gift 

for the hohdays. Substantial savmgs for the second half of the production season are 

offered. In the past, the mini-subscription promotion efforts have not been aggressive. 

Increased efforts to pubhcize the availabihty of mini-subscriptions, not only as gifts but 

also as tools to entice additional season subscribers, are necessary for this to be successful. 

Marketing Mix Overview 

Table 6.2 summarizes the elements ofthe marketing mix and examples of each as 

described above. 

Marketing Budget 

The marketmg budget involves not only the amount of money allocated to the 

marketing functions ofthe University Theatre, but also the time and people resources 

necessary to unplement a successful season ticket campaign. The challenge for this 

marketing plan is to utihze the financial, people, and time resources more efficiently in 

order to gain the maximum benefit from those resources. 

During the 1996-97 season, the marketing budget was $11,000, the bulk of which 

was allocated to the season subscription campaign. This money is allocated by the 

Department and is not affected by any pre-planning ofthe season brochure. This practice 

differs from typical budgetary procedures in which various management departments 

submit budget needs prior to deciding the organizational budget. The amount allocated 
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Table 6.2. Overview of Marketmg Mix Elements and Theu- Respective Elements. 

Marketing Mix Element Example(s) 

Product 

Pricmg 

1. Diverse selection of contemporary 
and classic productions of high 
quality offered to the Lubbock 
community 

1. Pre-season savings for early subscribers 
2. $5 mcrease for fall season campaign 

Placement 

Promotion 
Advertismg 

1. Season Brochure 
2. Box Office hours extended during weekdays. 
3. Box Office open during both summer terms 
4. Box Office computer system updated 

1. Du-ect Mail 
2. Letters for pre- and mini-season campaigns 
3. Muhi-media advertising as budget permits 
4. Flyers/small posters for campus/conmiunity 
5. Reminder postcards 
6. Shared program advertising 

Pubhcity 

Personal Contact 

Sales Promotion 

1. Press Releases 
2. Public Service Announcements 
3. Media production reviews 
4. Updated media maihng list 

1. Pre-show speeches 
2. Box Office staff and ushers 
3. Telephone caUs 
4. Subscribers' personal mailing lists 
5. Focus (jroup Discussion Sessions 

1. Pre-season and mini-season campaigns 
2. Subscriber savings slogans for printed 

materials 
3. Crediting single tickets towards season 

subscriptions 
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for promotion activities allows for a professional season brochure and the other du-ect mail 

suggestions mentioned earher. What the budget does not permit are comprehensive 

electronic media campaigns or multiple ads m the local newspaper. In the past, television 

and radio commercials have been produced, but the Department can not afford prime-tune 

slots, which reduces theu- effectiveness. 

Rick Tuman, the present Business Manager for the Department of Theatre and 

Dance, mdicated that the current budget for promotion is unlikely to mcrease for the next 

season. A significant mcrease from this amount, however, would hopefully follow highly 

successful season ticket and single ticket campaigns. Therefore, the challenge to maintain 

current levels of season subscription sales would entail a more aggressive season 

subscription campaign utilizing current resources. The activities outlined in the marketing 

mix wiU assist in manipulating the conservative financial resources in order to generate 

stable and increasing sales from season tickets. 

The time necessary for a successful season campaign is considerably more than is 

currently allocated. As mentioned earlier, it is often the case that the student Promotions 

Director will not be hired by the Department during the first and/or second summer 

sessions. This time is necessary to plan the season ticket campaign, print materials, collect 

mailmg hsts, and evaluate the pre-season campaign. Without this time, the Promotions 

Director is consistently pushed into a crisis situation at the beginning ofthe fall semester. 

To alleviate this situation, the Department should hire the Promotions Director as a 

teaching assistant, or graduate part-time instmctor, during both summer terms. This 
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would allow the season ticket campaign to be m place for the faU semester and would 

make better use ofthe Promotions Du-ector's time. 

People resources are considerable, although each semester, the number of students 

assigned to the Promotion Team varies. The amount of people resources are 

supplemented by the house management practicum students, however, who must work a 

certain number of promotion hours as part of their course assignment. People resources 

wiU need to be more effectively managed by the Promotion Director to maximize the 

efficiency and effectiveness ofthe students. Pre-planning and coordination of promotion 

activities is cmcial. 

Table 6.3 specificaUy proposes a budget for the season ticket campaign. It caUs 

for spending 80% ofthe total promotion budget on the season ticket campaign. While 

substantial, it does leave enough funds to generate flyers, post cards and small ads in the 

monthly arts magazines for the individual productions. 
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Table 6.3. Season Subscription Budget. 

Line Item 
Season ticket brochure printing and design -
20,000 pieces 
Bulk Mailmg for season brochure 
Pre-season campaign - letters and maihng -1,000 pieces 
Mini-season campaign, print, design and mailing -
500 pieces 
Newspaper mserts - 40,000 pieces, printed and inserted 
Remmder postcards and letters, mcludes postage -
1500 during the entire season. 
Total 

Amount 
$3,500 

$2,500 
$750 
$500 

$2,000 
$500 

$9,750.00 

Note: These budget line items reveal expenses related only to the season ticket campaign. Any 
remaining funds would be distributed to single ticket marketing efforts during the season. 
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Action Plan 

The action plan of a marketing campaign is "a detailed breakdown ofthe activities 

that achieve each ofthe goals and strategies and an assignment of responsibihties by name 

of mdividual or ofifice."̂ '̂  Table 6.4 represents a theoretical action plan that can take 

place during any production season. It begins with an evaluation ofthe current season and 

contmues throughout the evaluation phase ofthe next. This action plan can be repeated 

annually, with modification as a resuh of periodic evaluation, until the expected growth of 

mcome from season subscriptions is attamed. 

Expected Resuhs 

With such tight control over the season ticket campaign and clearly defined lines of 

authority, the Department of Theatre and Dance can expect the efforts of this marketing 

plan will result in halting the dechne of season ticket sales. Implementing these strategies 

wiU increase subscriptions to the 1993/94 level within five years. Once that objective is 

reached, requests for increases in financial and people resources can be made, confident 

that previous results will justify the increased allocation. 

Evaluation 

Evaluation is cmcial to the success of any marketing plan. Evaluation of 

marketing decisions should take place at all critical junctions: following the pre-season 

campaign, foUowmg the fall season campaign, following each production to get a sense of 

subscriber attendance, and foUowing the mini-season campaign. The Promotions Du-ector 

^̂  Weinberg, Charles B., Marketing Planning for the Arts Organization," Marketing the Arts. 
Mokwa, Michael P., et al, editors (New York: Praeger Publishers, 1980), 116. 
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Table 6.4. Marketmg Action Plan 

Begin Date 
January 15 

February 1 

March 1 

March 1 

March 15 

April 1 

April 1 

April 16 

April 16 

April 27 

May 1 

June 1 

June 1 

June, 8 

Julyl 

July 8 

July 20 
July 21 

July 15 

What Action? 
Evaluation of previous season ticket 
campaign 
Planning for pre-season campaign 
begins 
Request to Box Office Manager for 
current subscriber and single ticket 
purchaser mailing hst 
Request to selected current season 
ticket holders for personal mailing 
hsts 
Design and printing of program 
inserts for the pre-season campaign 
Letters to current season tickets 
holders, single ticket purchasers and 
friends of subscribers distributed 
Training of Box Office Staff and 
Ushers in the specifics ofthe pre
season subscription campaign 
Curtain speeches during final 
Mainstage production 
Box office available for pre-season 
sales 
Report on status of pre-season 
campaign to date generated 
Telephone campaign reminding 
current subscribers of upcoming end 
of pre-season subscription prices 
Pre-season campaign ends. 
Request for mailing lists from 
community theatre organizations, 
fine arts departments and other 
sources 
Ideas for season campaign generated 

Description of Mainstage productions 
and possible artwork for the brochure 
collected 
Request to Box Office for University 
Theatre mailing hst 
Meeting with printer 

First proof of brochure 
First proof distributed to 
Departmental faculty and staff 
Update media list 

Who? 
Promotions Director and 
faculty advisor 
Promotions Director, 
Promotions Team 
Promotions Director 

Promotions Director 

Promotions Director and 
Promotion Team 
Promotions Director and 
Promotion Team 

Promotion Director 

Promotions Director and 
Promotion Team 
Box Office Manager and 
Box Office staff 
Box Office Manager 

Promotions Director and 
Promotion Team 

Promotions Director 

Promotions Director and 
faculty advisor 
Promotions Director 

Promotions Director 

Promotions Director and 
faculty advisor 
Printer 
Promotions Director 

Promotions Director 

End Date 
January 30 

February 28 

March 7 

March 30 

March 30 

April 7 

April 15 

April 26 

April 26 

April 30 

May 7 

May 31 
Julyl 

June 7 

June 15 

July 15 

July 8 

July 20 
July 25 

July 25 
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Table 6.4. Contmued 
Begin Date 
July 15 

August 1 
August 2 

August 5 

August 15 

August 15 

August 17 
September 1 

September 10 
September 12 

October 1 

Octobers 

October 7 

October 7 

October 18 

October 18 

November 1 

What Action? 
First round of Press Releases, Pubhc 
Service Announcements and News 
Stories written and distributed 
Second proof of brochure 
Revisions to second proof 

AU mailing lists are prepared for bulk 
mailing 
Second round of Press Releases, 
Pubhc Service Announcements and 
News Stories are distributed to media 
mailing list. 
Final proof of season brochure 
submitted for approval 
Brochures are printed 
Labeling of aU brochures 

Brochures delivered to Post Office 
Newspaper inserts designed and 
printed and distributed 
Training of Box Office staff and 
ushers in the specifics ofthe season 
subscription campaign 
Program inserts for the first 
Mainstage production will be 
designed and printed 
Curtain speeches during the first 
Mainstage production 
Box Office will remain open during 
the first Mainstage production to take 
care of subscription orders 
Report of current season subscription 
sales 
Planning of mini-season campaign 

Request for hst of previous 
subscribers and single ticket 
purchasers who have not re-
subscribed to be used in mini-season 
campaign. 

Who? 
Promotions Director 

Printer 
Promotions Director and 
faculty advisor 
Promotions Director 

Promotions Director 

Printer 

Printer 
Promotions Director, 
Promotion Team and 
House Management 
Practicum students. 
Promotions Director 
Promotions Director and 
Promotion Team. 
Promotions Director 

Promotions Director and 
Promotion Team 

Promotions Director and 
Promotions Team 
Box Office staff. 

Box Office Manager 

Promotions Director and 
Promotion Team 
Promotions Director 

End Date 
July 30 

August 1 
August 5 

August 10 

August 20 

August 17 

August 30 
September 10 

September 10 
September 20 

October 5 

October 7 

October 17 

October 17 

October 20 

November 5 

November 5 
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Table 6.4. Continued 
Begin Date 
November 8 

November 15 

November 25 

November 25 

November 25 

December 10 
December 11 
January 15 

What Action? 
Letter aimouncing the mini-season 
subscription campaign designed and 
distributed 

Training of Box Office staff and 
ushers in the mini-season campaign 
Mini-season campaign conducted 
during the second Mainstage 
production 
Curtain speeches during second 
Mainstage production 
Box Office remains open dining 
second Mainstage production to 
handle mini-season subscription sales 
Season subscription campaign ends. 
Report of current season ticket sales. 
Evaluation of previous season ticket 
campaign 

Who? 
Promotions Director and 
Promotion Team, with the 
distribution assisted by the 
House Management 
Practicum students. 
Promotions Director 

Promotions Director 

Promotions Director and 
Promotion Team 
Box Office staff. 

Box Office Manager 
Promotions Director and 
faculty advisor. 

End Date 
November 15 

November 20 

December 10 

December 10 

December 10 

December 15 
January 30 

Note: This action plan is theoretical. The dates are approximate for the production calendar and 
deadlines reflect those established by the Department of Theatre and Dance during the 1996/97 
production season. 
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and the Promotion Team members should be visible during the productions to gain 

knowledge of who the subscribers are and how they respond to benefits when they attend 

the University Theatre. 

An additional evaluation should include scheduling a focus group of subscribers 

early m the season to gain mformation about the subscribers' perceptions. Charles 

Wemberg wams, "Dependmg upon the findmgs [of evaluation], the organization should be 

prepared to make readjustments in the decided plan, implement a contingency strategy, or, 

in rare cases, develop a new plan."^ 

Recommended Changes to the Current Marketing Procedures—A Summarv 

GeneraUy, the Department needs to be more aggressive in the marketing area, and 

marketing goals and objectives should be clearly stated and communicated to all levels of 

the Department. 

Below are the specific changes recommended as a resuh ofthe research and audit 

of current marketing practices. 

• The Promotions Director and Promotion Team should take a more aggressive 

approach to the season ticket campaign. 

• The faculty should consider a more diverse selection of productions that balance both 

contemporary and classic fare. 

• The faculty should avoid repeating productions fi-om one season to the next. 

^ Weinberg, Charles, "Marketing Planning in the Arts," Marketing the Arts. Mokwa, Michael P. 
et al., editors (New York: Praeger Publishers, 1980), 117. 
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The Department of Theatre and Dance faculty and staff should take an active role in, 

and be committed to, the season ticket campaign. 

Season ticket holders should be able to identify by name and sight the Departmental 

faculty and staff. 

The Promotions Du-ector should be hired as a teaching assistant or graduate part-time 

mstructor during both summer terms. 

Subscriber benefits should be clearly and boldly stated on all print materials that 

support the season ticket campaign. 

Box Office hours should be extended beyond the current 5:30 p.m. weekday time. 

Box Office hours and phone number(s) should be clearly and boldly stated on all 

printed materials. 

The pre-season and mini-season campaigns should be approached with as much 

commitment as the fall season campaign. 

Generating mailing lists should fall within the realm ofthe Promotion Director. 

Computer communication should exist between Box Office and Promotions. 

Season subscription sales should be generated weekly by the Box Office. 

The Box Office computer system should be upgraded and should interface with the 

Promotions and Pubhcations computer system. 

Training should take place for all new Promotions Directors and Promotion Team 

members. 
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The focus group format should be utilized on a consistent basis to gain knowledge of 

the season subscribers' perceptions ofthe Unviersity Theatre and subscription benefits, 

especiaUy those of new subscribers. 
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CHAPTER v n 

CONCLUSIONS AND FURTHER 

RECOMMENDATIONS 

Conclusions and Progress to Date 

This research encompasses the marketmg activities as executed in the Department 

of Theatre and Dance at Texas Tech University as ofthe end ofthe 1996/97 production 

season. Since that tune, some ofthe recommendations suggested by this research have 

recently been incorporated. These mclude: 

• The purchase of an updated computerized box office ticketing system. While this 

system is expected to reduce the ticket lines during performances and the time to assist 

in ticket exchanges, the computer systems between the Box Office and Promotions 

still do not interface. Without the interfacing, the Promotions Director has to rely 

upon the Box Office Manager and staff to provide updated mailing hsts and 

information on attendance history. It is expected that the new box office system will 

be fiilly operational during the spring 1998 semester. 

• The Department '5 mailing list will be stored and updated through the services at the 

Texas Tech University Health Sciences Center. The Health Sciences Center has taken 

over the task of bulk mailmg and mtegrating various mailing lists for the marketing 

functions. The Box Office staff will no longer have to make mailing list corrections. 

However, shiftmg the maihng hst to the Health Sciences Center will not track 

attendance histories; the Box Office will still be involved in that task. Although more 
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efficient, tendmg to the maihng hst stiU requu-es two locations. Also, the Health 

Sciences Center wiU charge a per/piece cost of bulk mailing. While at this pomt 

neghgible, as the mailing hst increases, so will the cost. A Promotions Director 

knowledgeable in bulk mailmg practices could avoid the added cost. 

• The Department has requested, and received authorization to hire, a full-time 

Audience Relations Specialist who will be in place the fall of 1998. This person will 

oversee aU Box Office, Promotions, and Front of House duties. 

These improvements wiU undoubtedly assist in achieving the objectives outlined in 

this research. 

Further Recommendations 

The extemal audit conducted in Chapter VI indicated that the Hispanic 

communities and the female population are critical purchasing masses. Hopefully, once 

the income objectives ofthe marketmg plan are achieved, efforts wiU be made to increase 

subscription mcome beyond those objectives by targeting these populations. Also, 

marketing efforts devoted to smgle ticket purchasers, which will likely impact positively 

the numbers of future season subscribers, should be developed. It is strongly suggested 

that efforts be made to track those previous subscribers that have not re-subscribed to 

determine more specifically theu- reasons for not renewing their subscriptions. Many of 

the tactics for evaluatmg and planning a successful marketing campaign in this research 

can be adapted for smgle ticket purchasers. Ongoing evaluation is critical to the success 
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L lj'_'A'»' .••'-:• 1.1'.'L 1 .'I • v..-î i>Av^v«;--j~? r̂•••>rt'»-?y ~ ^ - ^ ^ ^ ^ ^ M B B B B B B ^ ^ B ^ ^ ^ ^ B B B B B B B B M W i W W W B w ^ g a < 8 g • > l • J ^ J B > J " J ' . ^ l • J « y ' nu •i-xir'pi»»i» 



of any marketmg campaign. Any annual marketmg strategy must mclude tune spent in 

evaluation and planning, so that modifications can be implemented smoothly. 
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APPENDIX A 

SUBSCRIBER SURVEY, COVER LETTER, AND REMINDER CARD 
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Your name: 
PLEASE CIRCLE YOUR ANSWER(S). 

1. How long have you been a season subscriber at the University Theatre? 
1. 1-2 years 4. 7-9 years 
2. 3-4 years 5. 10 years or more 
3. 5-6 years 

2. WiUyourenewyour subscription for the 1997/98 performance season? YES NO 

3. If not, would you let us know why? 

4. Which ofthe foUowing best describes your reasons for subscribing to the University 
Theatre? Please select the one that best describes your reason. 

1. Entertainment 5. To support the University Theatre 
2. Social event 6. For educational reasons 
3. To be with spouse or friend 7. Other 
4. For cultural enrichment 

5. Which ofthe foUowing (and in what order) are the most important reasons that you 
purchase season tickets? Cu-cle all that apply. 

Rank 
1. Savings (off the individual ticket prices) 
2. Convenience 
3. Best Seat Assignments 
4. Abihty to have the same seat for all shows 
5. Want to be sure to get a ticket 
6. Exchange privUeges 
7. Other 

What other programs or services for season subscribers would you like to see 
mcluded in your subscription package?^ 

6. My season subscription type is 
1. Aduh - Thursday and Sunday 4. Senior - Friday and Saturday 
2. Aduh - Friday and Saturday 5. Student 
3. Senior - Thursday/Sunday 
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7. The evenmg times for productions is 8 p.m. and the matmee times are 2 p.m. And we 
generaUy perform Thursdays through Sundays. Are these tunes and dates convenient? 

YES NO 
If not, would you suggest altemative times and date? 

8. How do you feel about the cost of your season subscription? 
1. Inexpensive 3. Expensive 
2. About right 4. No opinion 

9. When decidmg to purchase season tickets, do you look for: 
1. Famihar plays 
2. Some famihar/some unknown, i.e. contemporary or obscure 
3. FamUiarity does not factor mto this decision. 

10. During last season, how many ofthe four Mainstage productions did you attend? 
1. AUfour 4. One 
2. Three 5. None at all 
3. Two 

11. Of your play preferences, circle the one(s) that you would most prefer: 
1. MUSICAL 4. NON-MUSICAL 
2. COMEDY 5. SERIOUS 
3. CLASSIC 6. CONTEMPORARY 

12. Last year was the first time we offered a Laboratory option for season subscribers. 
Did you take advantage ofthe selection ofthe Laboratory productions? 

YES NO 
If not, would you let us know why? 

13. If you did see one or more ofthe Laboratory Theatre productions, how would rate the 
over all quality? 
1. The Lab show was better than expected. I would like to see more of them. 
2. The Lab show was worse than expected. I would prefer a fifth Mainstage 

production. 
3. The Lab show was as I expected. 
4. I have no opinion. 

14. How would you describe the quality ofthe Mainstage productions? 
1. ExceUent 3. Good/Average 5. Poor 
2. Above Average 4. Below Average 6. No opinion 
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15. Considering the over-aU quahty ofthe productions, please describe how we met your 
expectations. 

1. Better 3. As good as 
2. Worse 4. No opinion. 

16. In general, how would you compare the quahty ofthe Texas Tech University Theatre 
productions to the productions of other regional, community or university theatre 

companies? 
1. The quahty ofthe University Theatre productions is better than the others. 
2. The quahty ofthe University Theatre productions is on the same level. 
3. The quahty ofthe University Theatre productions is worse than the others. 
4. I can not make a comparison. 
5. No opinion. 

17. Generally, how do you feel the University Theatre contributes to the cultural 
enrichment of our community and/or region? 

1. The University Theatre makes a significant contribution. 
2. The University Theatre makes an average contribution. 
3. The University Theatre has no impact. 
4. I can not make a judgment. 

Please let us know how you rate the University Theatre's 

18. Parking is convenient 
19. There is enough parking. 
20. The Mainstage is easily accessible 
21. The outside hghting is adequate 
22. I feel safe when I attend performances. 
23. The Box Office staff is courteous/helpful 
24. Box Office hours are convenient 
25. Box Office staff is responsive to phone 

messages 
26. It is easy to exchange tickets 
27. House Manager and Ushers are helpful 

Agree 
facUities and 
Disagree 

services: 
No opinion 

28. Would you let us know what other theatre companies you attend in the region? 
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29. Cu-cle the types of newspapers and periodicals that you consuh in making decisions to 
attend cultural activities. 

1. The Avalanche Joumal 
2. The University DaUy 

3. Lubbock Magazine 
4. Other 

30. What radio stations do you most often hsten to? 
1. KLLL 5. KFMX 
2. KRLB-FM 6. KLFB 
3. 98 KOOL 7. KFYO - Newstalk 
4. KOHM 8. Other 

31. What television stations do you most often watch? 
1. KAMC - Channel 28 3. KCBD - Channel 11 
2. KLBK - Channel 13 4. KJTV - Channel 34 
5. Cable Station(s) - Please Specify 
6 Other 

32. This past year, we added openmg night receptions for season subscribers. 
Did you attend these? YES NO 

33. If you did, were you made to feel COMFORTABLE UNCOMFORTABLE 

34. Would you like the opportunity to purchase refi-eshments during intermission? 
YES NO 

35. My gender is 

36. My age range is: 
1. Under 18 
2. 18-24 
3. 25-34 

37 Mv marital status 

MALE 

4. 35-44 
5. 45-54 
6. 55-64 

J is MARRIED 

FEMALE 

7. 65 or over 

UNMARRIED 

38. My educational level is: (cu-cle the highest attained) 
1. High School 4. Attended Graduate School 
2. Attended CoUege 5. Graduate Degree 
3. CoUege Degree 6. Post-graduate studies 
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39. Which ofthe foUowing best describes the nature of your employment? 
1. Manager/Administrator 7. Technical/Communications 
2. Professional 8. SkUled Worker 
3. University Faculty 9. Agriculture: owner or laborer 
4. University Staff lo. Education 
5. Retu-ed H. Clerical 
6. Student - Grade Level 12. Other 

40. Approxknately what is your household mcome last year? 
1. Under $20,000 5. $65,000-79,900 
2. $20,000 - $34,000 6. $80,000-94^900 
3. $35,000 - $49,900 7. Over $95,000 
4. $50,000 - $64,900 

41. What is your ethnic background? 
1. Hispanic/Latmo/a 
2. Black/Afiican American 
3. Native American/Alaskan Native 
4. Asian-American/Pacific Islander 
5. White, Non-Hispanic 
6. Other 

42. What is your zip code? 

If you could make any changes to the University Theatre subscription package, i.e. 
improvements, activities, services, what would they be? 

Any additional comments? 
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22 September 1997 

«Fu-stName» «LastName» 
«Addressl» 
«City», «State» «PostalCode» 

Dear «Fu-stName», 

My name is Deborah Martm, and I'm pursumg a Ph.D. in Fine Arts at Texas Tech 
University. I am m the process of conducting the research for my dissertation, and I need 
your help. 

My dissertation focuses on a marketing analysis ofthe University Theatre's season 
subscribers. Enclosed you wiU find a survey that asks questions about your impressions 
and expectations ofthe University Theatre and your attendance history. Our pre-testing 
shows that the survey takes less than ten minutes to complete. 

Be assured that this information wUl only be used v t̂hin the context of my dissertation, 
and aU information is voluntary. A convenient stamped, self-addressed envelope is also 
enclosed for easy retum. I have provided the number of surveys that correspond to the 
number of subscriptions purchased by you during the 1997/97 season. 

/ am asking that all surveys be completed and returned by October 31. 

To thank you for your time and consideration, the names of everyone that returns the 
surveys wiU be placed in a pool, fi-om which we will draw a name. That person will 
receive two complunentary season subscriptions for the 1998/99 University Theatre 
season. 

Also, I wiU be conducting two focus groups in October and November. I will randomly 
select 8-12 subscribers and wiU call to see if you can participate. This wiU assist in getting 
more detailed mformation than the surveys will reveal. 

I am deeply grateful for your input into this project. The information wUl be used to more 
effectively market future University Theatre seasons and communicate with you - our 
family of subscribers. 

If you have any questions, do not hesitate to contact me at 742-3601 or 788-0346. Thank 
you agam; I look forward to hearing fi-om, and speaking with, you. 

Smcerely, 

Deborah G. Martm 
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A Reminder! 
Please retum vour survevs bv 

October 31. If you have already 
sent them in, thank you! 

The winner of the two season tickets for 
the 1998/99 season will be notified by 

November 15. 
Questions? Call Deborah Martin at 

742-3601! 
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APPENDIX B 

FOCUS GROUP QUESTIONS 
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SAMPLE LIST OF THE TYPES OF QUESTIONS TO BE USED 

IN THE FOCUS GROUP INTERVIEW 

When you received your last season brochure, what were some of your unpressions? 
What was the message? Do you feel that you receive adequate communication fi-om 
the Department? 

Do you associate certain faculty members or students with the University Theatre? 

What are the most compeUing reasons you have for subscribing to the University 
Theatre season? 

What types of benefits would you hke to see added to the subscription package? 

How do you feel about the prices ofthe tickets for the University Theatre 
productions? 

How do you feel about the quality of shows? 

Are the performance times convenient for you? What changes or suggestions would 
you make regarding performance times and dates? 

What types of shows do you prefer seeing? 

What is the University Theatre's role within the cultural climate ofthe community? 

Where do you receive information regarding cultural events? 

What may prevent you from attending cultural events? 

Describe your experience when you attend a performance at the University Theatre. 

How does the University Theatre compare to other community or college university 
theatres? This Avill lead to a discussion ofthe position ofthe University Theatre as 
compared to its competition. 
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