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ABSTRACT 

Although business management practices have been studied since the late nineteenth 

century, only recently has the not-for-profit world of arts administration begun utilizing 

basic business principles. Even though the business world has proven the effectiveness 

of those principles, many arts organizations still resist integrating business principles 

into their daily working activities. The field of strategic planning has received very 

little attention from the not-for-profit world of theatre. An absence of knowledge about 

the field as it pertains to theatres, as well as a fear of the time consuming nature of 

planning, limits the uses of this type of planning which ultimately has the potential to 

enhance the efficiency of these organizations. This study combines current theories of 

strategic planning fi-om the business world with working knowledge of small not-for-

profit theatre organizations gained through an internship program at Theatre Three in 

Dallas, Texas, in order to create a general planning model specifically for small not-

for-profit theatres. The implementation of worksheets and formats at Theatre Three 

helped refine these tools. Planning systems offer small not-for-profit theatres a way to 

examine their relationship to the outside world, and to account for changes in that 

world as they plan for their future. 
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CHAPTER I 

INTRODUCTION 

Every year, "Not-for-profits fail in record numbers" (Unterman and Davis 1). 

This alarming reality which begins Unterman and Davis' book on strategic management 

techniques of not-for-profit organizations should be a warning to the not-for-profit 

world. These authors discuss the reasons for failure, and they inevitably relate to poor 

planning. 

Although business management practices have been studied since the late 

nineteenth century, only recently has the not-for-profit world of arts administration 

begun utihzing basic business principles. Even though the business world has proven 

the effectiveness of these basic principles in increasing efficiency in the business world, 

many arts organizations still resist integrating business principles into their daily 

working activities. Although adequate planning remains one of the most important 

stages of managing a successful organization, not-for-profits seem to ignore this issue. 

As Unterman and Davis discovered, planning is an area where many types of not-for-

profit organizations fall short, and theatre organizations present no exception. In times 

of continuing budget difficulties, it becomes increasingly important for theatre 

organizations to plan for the difficult times ahead. They must learn to make every 

dollar count, and to complete every project in the most efficient manner possible to 

ensure the survival of their organization. This course of action demands adequate 

planning. No formal strategic planning process exists which caters specifically to small 

not-for-profit theatre organizations. A planning system would offer these organizations 

a venue through which to increase efficiency, and thereby increase their chance for 

success. 
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Statement of the Problem 

Many theatre artists feel that long-range planning stifles creativity; others feel that 

the time-consuming nature of the planning process makes it an unfeasible undertaking. 

Because of these fears, many theatres fail to plan sufficiently. Many organizations 

launch projects without examining their relationship to the organization's mission 

statement, or determining if they are viable projects. Additionally, organizations 

neglect to determine the most efficient way to approach a project, or to determine who 

within the organization possesses the qualifications to carry out the various actions 

required for accomplishing the project. When adequate planning is not done, 

organizations waste time and money. A failure to plan sufficiently is especially 

common among small not-for-profit theatres that produce as many as 15 shows a year, 

with a permanent staff of only three to six persons. In fact, no planning model exists 

that caters specifically to this group of professionals. The closest models that exist are 

ones designed for businesses, or generally for not-for-profit organizations; however, as 

will be discussed later m the definition section of chapter one, there are some critical 

differences between businesses and small not-for-profit theatres. Additionally, all not-

for-profit organizations are not alike. Hospitals, government offices, zoos, and art 

museums all fall into the not-for-profit category, each having very different operational 

needs. 

Many organizations work from what George Steiner, in his book Strategic 

Planning, calls "intuitive-anticipatory" planning (8). This type of planning has basis in 

the knowledge and intuition of the Chief Executive Officer (CEO) who deals with 

problems on a daily basis, as they occur, instead of trying to avoid them by planning 

ahead. One of the major characteristics of this type of decision making is that it 

operates chiefly on past experience (this organization has always done things this way), 

and the intuition of the CEO. The CEO rarely puts anything in writing when utilizing 
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this type of planning. Since one person completes the plans, the plans exist in his brain 

alone. While many organizations stay afloat employing this method, several draw 

backs arise. A lack of sharing common goals and direction makes an inefficient work 

staff. If the CEO does not share this information, staff members cannot make 

independent decisions that will benefit the company. All of the power, therefore, 

resides m one person who must supervise all of his personnel in order to keep his 

operation moving in a positive direction. The bicycle wheel graph in Figure 1.1 

represents this type of management. The CEO holds the center hub position where all 

of the spokes, or branches of the business, come together. 

Education 
Marketing 

Sales 

Maintenance 

Development 

Finance 

Production 

Operations 

Figure 1 . 1 - Bicycle Graph of Theatre Administration. 

If the CEO of the theatre organization holds the core position, from which all 

systems work, he must dedicate ample time to all areas of production in order for the 

organization to remain successful. The CEO will rarely have sufficient time to oversee 

every detail of operation. With many demands on the CEO's time, he encounters 

difficulty maintaining adequate supervision to keep the operations efficient and on task. 

Many theatres operate in this manner. Staff employees find themselves making 

decisions without the knowledge they need. Consequently, the staff does things 
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incorrectly or out of line with the companies goals. When decision maker's operate 

with insufficient knowledge, they frequently find themselves redoing tasks. This 

process wastes resources. A strategic planning system can alleviate this problem, and 

can also enhance the likelihood of success of all tasks within a small not-for-profit 

professional theatre. 

This study will combine extant planning processes used in businesses to create 

a new planning process specifically for small not-for-profit theatre organizations, 

paying attention to the differences in these types of organizations. It is important to 

note at this point that one planning process will not work for every organization that 

falls into the small not-for-profit theatre category, because every organization has its 

own unique characteristics. While recognizing that each organization has its own 

distinct attributes, there are certain areas of planning that remain common to all 

organizations. These common characteristics comprise the basis for the planning 

model. A study of strategic planning processes which have been designed for effective 

use in large corporations, small businesses, and not-for-profit organizations will 

provide the basis for the new model. Since inherent differences in these organizations 

and small theatre companies exist, modifications will necessarily be made. The newly 

created planning model will be designed to be flexible enough to adapt to the specific 

needs of individual organizations. This strategic planning system should offer small 

not-for-profit theatres a venue for increasing efficiency, and therefore, for increasing 

their likelihood of success. 

Definition of Terms 

What is Strategic Planning? 

In the late 1950's, the business world embraced strategic planning as its newest 

"fad." That "fad" soon evolved into a long standing, necessary part of the world of 
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business. By 1974, "the proportion of major U.S. corporations with formal long range 

planning programs had grown to more that 80%" (Reinharth et al., 41). A survey 

taken in 1973 revealed that of the over 350 companies surveyed, 81 % had a formal 

planning process (Reinharth et al., 41). Today a comprehensive planning process 

remains a vital part of almost every successful business operation. Instituting a 

planning system allows managers the capability to make rational decisions based on an 

analysis of the organization and the external influences on that organization. This, in 

turn, allows the managers to become proactive, as opposed to reactive. "A 

consequence of a lack of formal planning is that managers learn very little from either 

their own experience or that of others within the organization because there are no 

common, consistent reference points for assumptions, implications, and standards of 

performance" (Reinharth 14). 

Strategic planning answers the questions: What business are we in? What business 

should we be in? Where will we be in X years if we do nothing? Where would we 

like to be in X years? Answering these questions gives an organization a common base 

upon which to make decisions. 

Types of Planning 

Although planners agree that different categories of planning exist, they have not 

adopted a universal acceptance of terms to describe the types of planning. Confucius, 

when confronted about his plans should he be made ruler, said that his first task would 

involve fixing the meaning of words. The realm of planning can benefit from 

Confucius' wisdom. Literature about the planning process contains various terms 

including "long-range planning," "strategic planning," "organizational planning," 

"adaptive forward planning," and "corporate planning." These terms are used 

interchangeably, although their definitions vary from text to text. Each author finds 
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himself required, then, to define his terms from the outset. To clarify terms for this 

document, plarming will be divided into three types, all of which combine to form one 

comprehensive planning model. These types differ in scope (number of years covered 

by the plan) and depth (detailed nature of the plan). Because of the concise nature of 

his definitions, this study will incorporate the terms of William Luther in his book How 

to Develop a Business Plan in 15 Days. 

The broadest level of planning, referred to as "strategic planning," covers a span 

between 3 and 7 years. This level deals with problem solving associated with external, 

environmental influences. The goals generated by this type of planning are broad. 

Strategic planning encompasses the following areas: 

—allocation of the company's scarce resources such as funds, critical 
management talent, and technological know-how; 
—assisting the linn to adapt to environmental opportunities and threats, 
identify relevant options, and provide for an effective strategic fit with 
the environment...; 
—coordinating strategic activities so as to reflect the firm's own internal 
strengths and weaknesses in order to achieve efficient internal operations 
- integration; 
—instilling an approach of systematic management development by 
building an organization that is learning from the outcomes of its past 
strategic decisions so that it can improve on its strategic direction - a 
strengthened sense of professionalism with respect to strategic 
management. (Lorange 2) 

The middle range of planning, referred to as "business planning," involves a 

complete cycle of operation, usually one fiscal year. Business plans are more specific 

than long-range plans, and reflect a means to achieve the long-term or strategic goals. 

Line management and department heads typically develop business plans. 

The third level of planning involves the creation of the action plans. These very 

specific action plans determine who will do what tasks and in what time period, in 
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order to achieve the goals outlined in the previous planning stages. The planning 

organization should note that these sequential stages of planning require completion in 

order, from the broadest to the most specific types of planning, in order to insure that 

the daily activities of the organization reflect the goals of that institution. Strategic 

plans set the parameters for business plans; business plans set the parameters for action 

plans. 

Not-for-Profit Theatre versus For-Profit Business 

The particular focus of this study is small not-for-profit theatres. For the purposes 

of this paper, a "small" theatre is defined as one in which the administrators function 

in more than one job capacity. For example, the Artistic Director of a theatre might 

also serve as the Managing Director, the Business Manager, an Actor, or a Stage 

Manager. 

A small not-for-profit theatre differs from most business corporations in several 

ways. "Some of these organizations closely parallel private organization in structure 

and operations. The differences among them, however, are probably greater than 

differences between very small and very large corporations m the private sector" 

(Steiner 320). The most obvious difference is that most businesses operate to make a 

profit. Economic measures such as market share, investments, profits, sales, and 

margins reflect areas of concern for the private sector. By its very definition, a not-

for-profit theatre's goal is to simply stay afioat in order to continue to provide public 

services, rather than existing to make a profit. In fact, legal and government agencies 

define not-for-profit organizations as non-business organizations (Unterman and Davis 

1). The not-for-profit sector makes decisions based on what is in the "best public 

interest." This in itself is ambiguous and causes problems. Among the leaders of an 

organization, what constitutes "best" differs. 
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An examination of the product the institution sells reveals a second difference 

between businesses and theatres. Although exactly what a theatre sells is the subject of 

some debate, most will agree that they do not sell a tangible product like shampoo, 

tennis shoes, or food. The theatre product is not something to pick up and take home. 

The very nature of the product makes theatres different from other corporations. 

Additionally, theatre organizations market not only their product, but also the 

organization itself. A portion of most theatre budgets comes from grant money. 

Theatres must market their institution to foundations in order to receive these funds. 

The size of the institution provides a third difference in these two types of 

organizations. Not-for-profit theatres typically have between three and ten permanent 

staff members, with the remaining jobs performed by theatre artists who either 

volunteer or hire in on a temporary basis. The CEO hires directors and designers, as 

well as the design support staff, for one or two shows at a time. The CEO usuaUy bases 

these contracts per performance, and not per fiscal year. 

Small not-for-profit organizations rarely diversify their activities as do large 

corporations. They do not own subsidiary companies, and do not have other money-

making branches of their business. A computer store, a watch-making factory, and a 

food store chain may comprise a single business corporation. Low income years in the 

watch business will not kill the corporation because it retains other avenues of income. 

Small not-for-profit theatres have only one business, and therefore have no resources 

on which to fall back. As a result, theatres are particularly susceptible to external 

influences on their business. It is, therefore, important for these organizations to 

determine trends and alter their course in order to remain successful. 
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Survey of Literature 

Very little literature exists that actually deals with strategic planning for theatres. 

In looking at literature, then, it became necessary to research more general categories. 

The literature used falls into three basic divisions: planning for theatres, planning for 

not-for-profit organizations, and planning for private sector businesses. Two 

dissertations deal specifically with planning for theatres. No journal articles or books 

found contained planning information this specific. There are over 3,000 books written 

on planning for the private sector. Likewise, there are over 600 dissertations, and 

numerous journals and periodicals. Logically, very few of these books, dissertations, 

or periodicals even mention not-for-profit organizations, and none were found to deal 

specifically with theatre organizations. That literature focuses on planning towards the 

end result of making a profit. While not-for-profit theatres do not operate to make a 

profit, some overall concepts of business planning strategy translate to the not-for-profit 

sector as well. The private sector and the not-for-profit sector all work to exist within 

a turbulent external environment. Because of this, the planning systems used in the 

private sector can provide a basis for a planning system in the not-for-profit world of 

theatre. The author used a sampling of the literature which focuses on the private and 

not-for-profit sectors as a basis for the newly created planning system for small not-for-

profit theatres. A division of the literature by type provides a format for a survey of 

this literature. Three sections follow: dissertations, books, and journals and 

periodicals. 

Dissertations 

Two dissertations exist that pertain to planning and theatre organizations. The 

first, A Comparative, Descriptive Study of Management Planning Practices in the 

Tyrone Guthrie Theatre and the Milwaukee Repertory Theatt-e, written in 1972 by 
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Pati-ick McDonough, examines the long range planning practices of those two theatres. 

McDonough determines that neither organization utilized a long range planning system 

at that time, but both had management abihties which would allow them to use some 

type of long range/strategic planning. McDonough does not, however, offer a process 

for them to use. He primarily focused on the analysis of the daily management of these 

two theatres. 

The second dissertation. Strategic Planning in the Arts: A Professional Problem, by 

Stephen Taft, focuses on strategic planning for the Southwest Theatre Association. 

While he designed his planning process for arts groups in general, he used this 

educational theatre association as a trial ground. Even though Taft deals with a theatre 

organization, his model for planning remains broad in an attempt to provide a planning 

process that would benefit all arts organizations. No worksheets pertaining specifically 

to theatres appear. Additionally, even though he applied the model to a theatre 

organization, the organization is not performance oriented, like small not-for-profit 

theatre companies. 

Books 

Unterman and Davis provide one of the few management texts devoted to not-

for-profit organizations. Strategic Planning of Not-for-Profit Organizations contains an 

overview of management in this realm. It covers Boards, missions, marketing, 

organizational structure, fund accounting, and the role of the Executive Director. The 

authors devote one chapter to planning. In this chapter, they make the distinction 

between strategic planning and strategic management. Strategic planning tells one what 

place an organization would like to hold in the future. Strategic management tells one 

how to operate on a daily basis in order to get there. Because of the brevity of the 
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chapter on planning, the text provides an overview of planning and its importance, 

rather than giving a specific "how to" lesson 

A second text devoted to not-for-profits is Ramanathan's Management Control in 

Nonprofit Organization: Text and Cases. Like the Unterman and Davis book, this text 

contains only one chapter devoted to planning. Ramanathan defines planning as 

"deciding on the social mission and goals of the agency" (398). He does not deal with 

external factors, or internal analysis, both common categories in most planning 

processes. Ramanathan's very broad treatment of planning aims at top management 

officials only, neglecting those called on to implement the plan. Case studies used 

include the Peace Corps and the University of Kansas 

Managing a Nonprofit Organization, by Thomas Wolf, provides a look at theories 

of management for not-for-profit organizations. As a preface to his chapter on 

planning. Wolf says that "in the nonprofit world, where the missions of organizations 

revolve around the more nebulous concept of pubhc service, planning is less straight 

forward" (233). Wolfs treatment of planning is equally nebulous. The success of 

public service is not an easy thing to measure. He outlines the steps of planning, but 

does not explain how to accomplish these steps. Wolf uses the specific example of a 

hospital his this discussion of planning 

Grayson and Tompkin's book. Management in the Pubhc Sector and Nonprofit 

Organizations, provides little more insight than Wolfs book into the world of planning. 

He does defme all of the major areas of planning, but fails to tell one how to complete 

a plan. This book does, however, spend a great deal of time discussing the benefits of 

planning. 

Managing Nonprofit Organizations, edited by Borst and Montana, devotes a 

chapter to strategic planning and analysis. It provides specific planning cases from a 

variety of not-for-profit organizations including education, handicapped care, health 
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care, and government. Unfortunately, the book includes no arts organizations. The 

book deals with other issues as well, including budgeting, management by objectives, 

and systems analysis. 

Berkhard and Ruess add to the literature about strategic planning with their book 

Successful Strategic Planning: A Guide for Nonprofit Agencies and Organizations. 

This handbook for planning aims at large not-for-profit organizations. It covers annual 

planning and monthly planning. Berkhard and Ruess offer forms to help in the 

planning process, but they are general in nature, rather than specific to any one type of 

not-for-profit. Therefore, the forms remain incomplete for use in theatre organizations 

are concerned. 

Sharon Oster's Strategic Management for Nonprofit Organizations: Theories and 

Cases gives the reader an overview of what comprises a not-for-profit organization. 

While Oster offers no specific chapter on strategic planning, she does devote a chapter 

to the creation of missions statements. "Mission statements serve boundary functions, 

act to motivate both staff and donors, and help in the process of evaluation of the 

organization," says Oster (22). She not only offers a definition of mission statements 

and tells how to write them, but also includes several examples. None of these, 

however, involves the mission of a theatre. 

One of the most informative "how to" texts on planning for not-for-profit 

organizations is Koteen's Strategic Management in Public and NonProfit Organizations. 

Koteen's book explains how to write goals and a mission statement. Unfortunately, he 

does not offer any help with the rest of the planning process. 

Vision in Action, by Benjamin Tregoe et al. provides a good basis for 

understanding strategic planning in the business world. Like the remainder of the 

books discussed here, his book contains a broader scope of strategic planning than the 

previous texts which deal with not-for-profit organizations. His book covers strategy 
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formulation and implementation. He covers 19 case studies, which range from 

academia to business. He does not, however, cover any arts organizations. Tregoe 

does support the usefulness of strategic planning in the not-for-profit sector. 

In Steiner's book Strategic Planning: What Every Manager Must Know, he focuses 

on how to make a plan in order to create profit. He deals in terms of market share, 

investments, profits, sales, and margins, most of which have no use in the not-for-

profit sector. The book's usefulness comes in two sections. First, Steiner defmes 

terms used in strategic planning. Additionally, he includes a chapter that deals with 

translating planning from the private sector to the not-for-profit world. "The position 

taken here is that business strategic planning experience is applicable to the not-for-

profit sector, although there are more dissimilarities than similarities between the two 

areas that will influence the success of planning" (320). He further states that with 

proper attention to those differences, the not-for-profit sector can benefit greatly from 

strategic planning. He continues by discussing those differences, but disappointingly 

does not cover the revisions needed in the adaptation of a planning system to reflect 

these differences. 

The Practice of Planning, by Reinharth, covers the nature and scope of planning 

for the private sector. He covers why an organization should plan, then tells how. He 

gives an overview of three types of planning: administrative, strategic, and 

operational. Even though this book provides a comprehensive discussion of planning 

for these three areas, it does not deal with not-for-profits at all. However, Reinharth's 

book points out the importance of planning at all levels. 

Radford's book, Stt-ategic Planmng: An Analytical Approach , focuses on the 

structure of strategic planning in order to provide a framework for managers engaged in 

planning in the private sector. Radford's planning strategies provide a new insight into 

planning because he combines the use of games theory with the practical techniques of 
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planning to drive his planning system. Radford does not cover the not-for-profit sector 

at all. 

A series of case studies published by the Conference Board under the title Facing 

Strategic Issues provides an inside look at the way many businesses made planning 

work for them. Although these businesses cover the general planning categories such 

as objective writing, internal analysis, and external analysis, they deal also with 

marketing, technology enhancement, and cost effectiveness. All of these three issues 

can translate to the not-for-profit sector and are not usually covered in the planning 

process specifically. 

Luther's book. How to Develop a Business Plan in 15 Days, examines how to 

gather information for planning within a company. He explains how to assemble what 

he refers to as a fact book. This fact book idea is unique to Luther's planning process. 

Instead of combining all of the information gathered with the completed plan, he 

groups all of that information together and calls it inconsequential. He compiles the 

work done by the planning organization (parameters, belief statement, mission 

statement, etc.) into one document, the fact book, so that it is easily accessible and 

understandable, without a bunch of extraneous reports cluttering up what he sees as 

most important. Luther designed his plan so that no employee would have to work 

more than 15 days of each year on planning. Typical of his fellow authors, Luther 

designed his planning system for the private sector, and does not deal with not-for-

profits. 

Corporate Planning, by Lorange, provides a handbook for line managers who have 

to plan, and as a text for graduate courses on business policy. The book's very specific 

definitions and clear cut procedures provide a comprehensive look at planning for the 

private sector. He covers all of the typical areas of planning to consider when strategic 

planning for the business world. 
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Lauenstein, in What's Your Game Plan, says that like most Americans, he 

" . . . was brought up to believe that private industry was remarkably efficient and that 

corporations rarely made serious errors"(3). He soon found that not to hold any truth, 

when he began running his own company. This book reflects his experience running 

that company. His work, based on practical experience rather than theory, provides 

"how to" information on the planning process. He does not provide worksheets, or 

deal with the not-for-profit sector. 

The Handbook of Strategic Planning, edited by Gardner and Sweeny, provides the 

reader with just that - a handbook. This compilation of articles by different authors 

covers the evolution of planning, how to plan, and how to implement the plan. The 

focal chapter of the book deals with what he calls functional plans. Functional 

planning covers marketing, divestiture, and acquisition. While these areas do not apply 

to the not-for-profit world, the book provides an opportunity to get multiple 

perspectives on planning in the private sector. 

Corporate Strategic Planning, by Capon et al., combines a broad view of corporate 

planning with results from researchers in the field of corporate planning. This book 

provides measurement tools for those studying strategic management. How does one 

tell if the planning is successful? How does one plan measure up to others? Capon et 

al., address these types of questions Capon and his group address. Once again, this 

book does not expand beyond the private sector. 

The Planning Process, by Brickner and Cope, analyzes the process of planning, 

rather than providing a "how to" manual. This book addresses the question of why 

organizations need to plan, and the role that planning should play in that organization. 

The Planmng Process offers msights into the importance of planning for all 

organizations. 
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Anthony's book. Practical Strategic Planning, focuses on planning for businesses 

and government. This handbook contains forms for company use in planning, and 

sample plans. These forms, although corporate in nature, provide a strong base from 

which to adapt worksheets for small not-for-profit theatre use. The novice planner in 

the corporate world can easily access Anthony's "how to" approach. 

Journals and Periodicals 

"The Fall and Rise of Strategic Planning," an article by Henry Mintzberg, covers 

the differences in strategic planning and strategic thinking. The first, Mintzberg says, 

relates to analysis, while the second relates to synthesis. He supports strategic 

thinking, which should lead to strategic planning. He purports that the problem with 

planning is that it represents a calculating style of management. This preciseness 

contradicts many management styles. It stifles creativity, since the plan clearly states 

all steps involved. The manager and workers simply become the machine which 

executes the plan. What Mr. Mintzberg fails to see, is that creativity resides in the 

planning process itself. The planners must think strategically and creatively in order to 

conceive the plan which they will then execute. Mintzberg does not offer any solutions 

to what he sees as a problematic process. He merely points out the problem he sees. 

Bill Harrison's article, "Should Your Organization Invest in Strategic Planning?", 

investigates the use of strategic planning in non-for-profit organizations. He concludes 

that it has helped more organizations than it hurt, although he does not see planning as 

a tool for every organization. He states six basic reasons not-for-profit organizations 

do not use strategic planning: (1) they do not know what it is; (2) fear of major staff 

changes after the plan creation; (3) it is a lengthy process; (4) fear of the plan 

becoming obsolete; (5) fear of endless planmng with no action, and (6) the process can 
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be expensive (Fund Aug. 95 15). He explains the benefits of planning and supports the 

process, although he does not explain how to do it. 

Douglas Eadie's article, "Putting a Powerful Tool to Practical Use: The 

Application of Strategic Planning in the Pubhc Sector," outlines the basic steps of 

strategic planning, and then he offers advice to executives who are considering 

planning. He advises to consider planning as an ongoing process, and to carefully 

examine desired outcomes of the planning process. He uses examples of the planning 

process from his experience with a two-year college system, a city government, and an 

employment agency. Unfortunately, he does not discuss planning for any type of arts 

institution. 

"Strategic Planning for Non-Profits," by Edwin Moldof, discusses the use of 

strategic planning in the realm of fund raising. A knowledge of where the organization 

wants to exist in the future is an absolute must, he claims, for fund raising success. 

His main concern lies in the establishment of a mission statement. If the fund raiser 

knows the mission, he can solicit funds from organizations and individuals who have 

similar goals. Bartelstein spends the majority of the article discussing methods of fund 

raising, rather than strategic planning. He does not explain how to plan, only that 

organizations should. 

"The benefits of planning far outweigh any time lost in doing it," proclaims 

Richard Muther, m his article "Be A Wmner With Plannmg" (Fund Aug. 90 22). He 

offers a "short form" of sti-ategic planning which mcludes six steps. Fu-st, state the 

problem facing the organization. Second, get the facts. Third, analyze the situation. 

Fourth, develop and refine the analysis. Fifth, select the best way to solve the 

problem, and fmally, prepare actions for carrying it through. While this information 

all fits neatly on one little form, the process certainly is not a "short" one. Muther, 
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limited by the brevity of an article in a journal, does not offer advice on how to 

accomplish any of these steps, nor does he offer examples of this process at work. 

Eadie and Steinbacher examine the lack of strategic planning in the public sector in 

their article "Strategic Agenda Management: A Marriage of Organizational 

Development and Strategic Planning." They, like many other authors, support 

strategic management while warning that it may not serve well for every organization. 

"The point is that organizational resources-management skills, time, dollars-are 

limited, and strategic management applications must be considered in the context of 

other organizational development needs" (Public May/June 85 427). Eadie and 

Steinbacher offer no alternatives for organizations that consider themselves not suitable 

for this type of plaiming, nor any methodology for planning to those they deem 

suitable. The article covers how planning worked for the Ohio Bureau of Employment 

Service. After examining this institution and its process, the authors conclude the 

following: 

strategic management can be a powerful means to improve management 
of individual departments within a parent government...; strategic 
management can be an effective vehicle to identify and manage issues 
related both to the content and directions of programs and services ...; 
... strategic agenda changes as an organization's problems and 
opportunities change ...; a strategic agenda must be highly selective...; 
and design for the application of strategic management should be flexible 
and evolutionary .... (Pubhc May/June 85 425) 

Methodology of the Study 

In creating the planning model for small not-for profit theatres, I will 

implement the following methodology: 

1. I will study theories of planning in busmess and the not-for profit sector. 
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2. I will combine these theories into one working model for planning in a small 

not-for-profit theatre. 

3. I will implement the strategic planning model and refine the process through an 

internship with a small not-for-profit theatre. 

4. I will present the completed plan for that theatre in the appendix of the study. 

5. I will present a narrative of the process used in the implementation of the 

planning model. 

The Executive Producer/Director of Theatre Three in Dallas, Texas, approached 

Dr. Weaver at Texas Tech in search of an intern to create and fill the position of 

Director of Education. This opportimity fulfills the requirements set out by the Theatre 

Arts Department of Texas Tech University for internships. Furthermore, such an 

internship allows for the testing of the planning model. 

In accordance with the Graduate Catalog of Texas Tech University, a student 

pursuing a Ph.D. in Fine Arts may undertake an internship to meet the dissertation 

requirements provided the candidate's doctoral committee approves it, and the 

internship correlates with the candidate's professional goals. Additional requirements 

imposed by the Theatre Arts Department are as follows: 

1. the internship will not be undertaken until qualifying exams are satisfactorily 

completed; 

2. the student must intern at an institution acceptable to his committee; 

3. the institution may not be associated with Texas Tech University; and 

4. the period of internship may be no less than eight months, nor more than one 

year. 

Further, departmental policy requu-es that "the nature of the problem pursued by the 

student should be one in which knowledge and innovative procedures can be established 

for the mutual benefit of the sttident and the program mvolved." 
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Theatre Three currently has no formal educational outreach program. Although the 

institution participates in some educational programming, no designated program 

exists,and no person has sole responsible for educational activity. Jac Alder, Executive 

Producer/Director of Theatre Three, agreed to serve as mentor in the intern situation m 

which I will utilize the new planning model to create an educational outreach program. 

I will employ all levels of planning, from strategic to action plans, in this project. The 

planning process should provide answers to all questions about the goals of the 

program, and what actions should be taken to achieve these goals. After the creation of 

the program, I will spend the remainder of the internship period in the newly created 

Director of Education position and implement the programs created. The actual day to 

day workings of the internship appear in narrative form in bi-weekly reports which 

were sent to the doctoral committee (Appendix A). Jobs extraneous to the dissertations 

process, but associated with the internship, as well as tasks related to this study, appear 

in this narrative. A lack of knowledge about Theatre Three required researching the 

history of the organization and its current operating procedures before attempting to 

create a new program for it. This history provides a basis for the application of the 

planning process to Theatre Three. 

History of the Theatre 

The Early Years-1961 to 1975 

Norma Young received her theatte training in New York as an off-Broadway 

and television acttess, and also in Houston at the Alley Theati-e where she acted and 

du-ected. In 1961, after mheriting $2,000, Ms. Young recruited actors and designers 

and began what is now the thirty-four-year-old institution known as Theatre Three 

(Wright and Densen 3). Assisting Ms. Young in the creation of her dream were Jac 

Alder, Robert Dracup, and Ester Ragland. Theatt-e Three started its Ufe in the Sam 
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Houston balhoom of the Sheraton Dallas Hotel. Arthur Kramer, Jr., President of the 

then still active Margo Jones Theatte Board, met with Norma and agree to let her take 

what she could use from the Southern Methodist University basement where the props, 

lights, costumes, sets, and office equipment from the Margo Jones Theatte were stored 

after its closure (Garcia 2). This set the ball m motion, and Theatte Three presented its 

first seven plays in the Sheraton Hotel. 

From its inception as a not-for-profit organization in March of 1961, Theatte Three 

has presented a variety of literary works from Broadway fare to lesser known European 

works and new plays (Appendix B). A 1991 article in the Dallas Times Herald boasts 

that as of that writing Theatte Three's repertoire included over 60 examples of multi

cultural programming in its main stage work (Anderson 4C). "Not since the days of 

the late Margo Jones has there been such consistently rewarding and promising 

dramatic fare produced in North Texas," proclaimed Bob Porter, Fine Arts Editor for 

the Denton Record-Chronicle (1961). He further states "if Theatte Three continues to 

grow, it can fill a vacuum in the Dallas theatte scene. If Miss Young is not successful 

in her attempt to provide vigorous, legitimate, home-grown theatte, it will not be for 

lack of purpose or quality" (1961). Ms. Young appears to have lived up to Porter's 

expectations. By 1983, Theatte Three was "firmly estabhshed in the landscape of 

Dallas theattes, having gained a reputation for doing some of the most innovative and 

exciting work in town" (Gerard, "Working" 8C). Theatte Three currently holds the 

honor of being the oldest extant professional theatte m Dallas. The name of the theatte 

derives from Ms. Young's conviction that it takes three equal legs of a tripod-the 

playwright, the theatte artists, and the audience-to create the art of theatte (Alder-

Theatte Three). 

Several events took place that shaped Theatte Three mto the professional theatte 

known to Dallas audiences today before the completion of the fu-st season. Ekst, 
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Norma married Jac Alder, an architect in the Dallas area, who then became a partner m 

the theatte venture. Secondly, three other young and struggling theattes in the Dallas 

area folded, leavmg Theatte Three as the only resident community theatte m Dallas. 

The Dallas Theatte Center, under the leadership of Paul Baker, remained the theatte's 

only immediate competition. Mr. Baker's affiliation with Trinity University m San 

Antonio supplied him with a theatiical talent pool. Theatte Three provided the fu-st 

year-round employment for professional actors in the Dallas area, and also became the 

first theatte in Dallas to develop a company of professional actors under agreement 

with Actor's Equity Association's LORT theatte agreement in 1973. The affiliation 

with Actor's Equity in 1961 was under their guest artist conttact. Theatte Three 

remains the oldest extant professional house in the city. Although Baker founded the 

Dallas Theatte Center earlier, they operated as a closed shop until the end of Paul 

Baker's tenure in the early 1980's. 

The third major event that affected Theatte Three took place late in 1961, when 

the institution moved to its first permanent home at 2211 East Main Stteet. Donations 

from the Dallas community helped convert this seat cover garage into a theatte. Phil 

Isley, a local movie theatte enttepreneur, contributed seating to replace the chairs on 

loan from the Sheraton Hotel. This outpouring of support, in addition to the diligence 

of the theatte's founder and staff, helped establish Theatte Three in the Dallas 

community. 

In 1967, Theatte Three expanded the Board of Dkectors under the leadership of 

John Wisenbaker to include members of the business community. Since the Main 

Stteet Garage was scheduled for demolition, the Board set to work raismg funds to 

relocate Theatte Three. On January 25, 1969 the success of the Mardi Gras Ball 

allowed Theatte Three to begin looking for a new home (Wright and Densen 4). In an 
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imaginary interview with Norma Young created by Alder for a publicity brochure in 

1968, Alder outlined the goals for the theatte as follows: 

1. Continuity of artistic achievement; 
2. Increased participation by Equity professionals; 
3. Enlarged audiences coming from the full cross-section of the city's 

citizenry; 
4. Improved communication with other cultural organizations and 

increased contact with the commercial and administtative city 
leadership; 

5. Development and exploration of our art form, theatte in general and 
arena theatte in particular; and 

6. New and significant housing situated in the center of the city. (Alder, 
An Interview with Norma Young) 

In 1969, the theatte made a major step towards the achievement of these goals 

when Theatte Three moved to its new location in the Quadrangle at 2800 Routh, where 

it still stands today. This last move doubled the seating capacity and improved 

administtative and production facihties. In 1974, Theatte Three began using Equity 

League of Resident Theatte (LORT) conttacts and changed to an eight performance per 

week schedule. 

The Growmg Years-1975-84 

The period from 1975-84 reflected a period of artistic growth and personal trial for 

Theatte Three. Reviews from that period remain consistently positive, applauding the 

sttong acting and artistic leadership of the organization. "Theatte Three's production is 

anchored by three sttong performances," remarks Jeremy Gerard of the Dallas 

Morning News in reference to Theatte Three's performance of Rosencrantz and 

Guildenstem are Dead (1). This famihar refrain appeared in review after review 

during this ten year period. A 1975 review of The Gingerbread Lady touts Artistic 

Director Norma Young's prowess as an actor. "Norma Young is stunning as the all 
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too human heroine ...." (6C). " It is a robust production, full of dash and color, 

which is heightened by the marvelous performance of Norma Young as Evy Meara 

...," concurs Mike Alexander of the Dallas Times Herald (8C). Accompanying these 

reviews, numerous feature articles resound applause for Jac Alder and Norma Young's 

leadership and vision, as well as for their personal characters. 

Enjoying critical and financial success (the operating budget for 1983-84 exceeded 

$730,0(X)), the duo of Alder and Young looked towards the future. However, all was 

not rosy. In the fall of 1983, Ms. Young began to lose her eyesight as a result of a 

condition call macular degeneration. Her eyesight continued to degenerate, and with 

the added complication of emphysema, Ms. Young turned over the day-to-day 

operations of Theatte Three solely to Mr. Alder by late 1989. 

The Troubled Year -1985-Present 

In August of 1984, Theatte Three prepared to leave its Quadrangle home and start 

over in the old Dallas Stage Lighting warehouse on Florence in Deep EUum (Weeks, 

"Theatte Three Makes" IF). The arrangements were made but the company never 

moved. In October of 1985, Theatte Three announced its plans to purchase the theatte 

space it occupied m the Quadrangle. This bold move made Theatte Three the only 

theatte in Dallas which operated m a facihty it owned. This distinction still holds ttiie 

as of this printmg. In February of 1986, Theatte Three made a deal to purchase its 

Quadrangle home for 1.1 million dollars. A seven month refurbishing took place and 

on October 4, 1986, Theatte Three held a "Grand Premiere" featuring the newly 

remodeled building designed by Jac Alder (Weeks, "Theatte Three Makes" IF). In 

1986, Theatte Three began a capital campaign to refurbish its theatte space. The 

capital campaign committee members included J. Erik Jonsson, former Mayor of 

Dallas as Honorary Chair, and John D. Miller, Chauman of Sanger Harris, as 
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Chairman of the campaign. Additional members of this 25th Anniversary Campaign 

included James K. Appleton, Co-Chair; Dan M. Krausse, Pattern Gifts Chairman; John 

D. Wisenbaker, Special Gifts Chauman; and O. Paul Coriey, Capital Campaign 

Steering Committee Chau* (Alder, "Leadership"). The capital campaign failed to raise 

as much money as the rehabilitation project cost. This failed capital campaign 

coincided with the Texas banking and savings and loan constrictions, and the fall of oil 

prices. These factors made sohcitation of corporate funds ineffective. Jerome Weeks 

reported in the Dallas Morning News that " . . . no one involved in Dallas arts has 

been blind to the fact that state, federal and local cultural support has decreased or 

remained flat, that smaller arts organizations, such as Moving Target Theatte, have 

folded or left town, and that fund raismg remains a hardscrabble effort" ("To Early" 

3C). 

Additional problems arose when Theatte Three negotiated a new payment schedule 

for their facihty with the new owners of the Quadrangle. "Under former owner Ken 

Hughes, Theatte Three was scheduled to pay $750,000 by 1993." (Weeks, "Theatte 

3" 26A) The theatte was well on its way to meeting this deadline when 

A new payment plan was negotiated with the Hampstead Group [new 
owner of the Quadrangle] that called for the theater to come up with the 
remaining $385,000 by the end of 1991. In trying to make those 
payments, Theatte Three was forced to make a public appeal for 
financial help in June of 1991, while asking actors and staff not to cash 
paychecks. The theatte raised more than $250,0(X), and by December, 
theater officials said, the theatte paid off all but $92,000 of the debt. 
(Weeks, "Theatte 3" 26A) 

"In May of 1992, Theatte Three owed $92,000 on its buildmg and $62,000 in 

current bills (Anderson, "Is It" 22).The theatte's attempts to find loan support from 

banks failed. At a May 18, 1992 noon news conference m the Quadrangle space, Mr. 
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Alder announced that the Board of Directors resolved to postpone the upcoming season. 

Mr. Alder made arrangements with six Dallas-Ft. Worth arts organizations to accept 

Theatte Three's 3,700 subscribers. The Addison Theatte, Casa Manana, the Dallas 

Theatte Center, the Dallas Children's Theatte, the Dallas Opera, and Stage West 

agreed to honor letters sent to subscribers permitting them to call in advance for seats 

(Weeks, "Theatte Three" 24A). The situation looked hopeless. "As it stands, it 

[Theatte Three] may become the city's oldest institution to go under," reported Weeks 

in the Dallas Morning News (IC). 

Indeed, with the exception of the Dallas Ballet, most of Dallas' art 
organizations that have failed or suspended operations in the last five 
years — the New Arts Theatte, Stage Number One, the Plaza Theatte, 
the Moving Target Theatte, the Dallas Repertory Theatte, the Lyric 
Opera, Allegro Dallas, the Peregrine Gallery - share one factor. They 
did not have a city facihty. In fact, in many cases, it was precisely 
problems with rent and the performance space that tripped them up. 
(May 26, 1992) 

It seemed as though Theatte Three's ambition to own its own space might lead to 

its downfall. Eventually, theatte employees reluctantly began shutdown preparations. 

Employees packed records so they could be shipped to the Dallas Pubhc Library for 

archival purposes (Weeks, "Theatte Three to Announce" 31 A). On June 4, 1992, at 

the request of Executive Producer Alder, the Board reconvened to consider a new 

proposal. Alder proposed to cut the run of each show m half, going from a six week 

run to a three week run. Additionally, he proposed to secure, through Actor's Equity 

Association, a 17% reduction in salaries for its Actor's Equity members, and to restaff 

the theatte with a minimum number of employees to keep it going. The Board 

dehberated this proposal and agree to reopen the theatte. The Hampstead Group, owner 

of the Quadrangle space, agreed to forgive $30,(X)0 m fees, and they renegotiated the 

balance due from the theatte (Weeks, "The Art of Survival" 8C). "Entke staffs-
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telemarketing, box office and managerial—were laid off. On the technical side, what 

used to requke four carpenters and electricians for set building and light now find a 

single technical director doing all the work with perhaps one temporary assistant" 

(Weeks, "Acts of Survival" 2C). Theatte Three employed the help of volunteers to 

make up the difference. Arts-support groups, like the 500 Inc. and TACA, gave 

additional money to help the theatte retu-e its building debt. 

Out of this crisis came new board leadership. Lloyd Kitchens stepped in as 

Chairman Elect of the Board, seconded by Greg Ballew. They were joined by Judy 

Fong, Thurman Moss, and Jac Alder to form the Finance Committee, which became 

the major steering force of the organization. Other Board members included Sally 

Branch, Lexon Cole, Claire Cunningham, Carolyn Gilbert, Leonard and Pauline 

Gravier, Kenneth and Virginia Haigler, Ed and Rosie Hughes, Dave and Margurite 

Lambert, David Lopez, David Luther, Jim and Janet Morris, Bill and Elya Naxon, 

Betsy Neufer, Jim Reich, Elizabeth Rivera, May Tweed, Phylhs Walker, Don Wilder, 

and Libby York (Theatte Three Board Notes 1992). 

Under Alder's plan, the theatte pulled out of its financial crisis. As money became 

available. Alder rehired several staff members. However, just when it seemed that 

Theatte Three was back on its feet, a series of events once again put the company in 

financial peril. A failure to meet subscription goals, combined with an unexpected cut 

in grant proposals, and a disappointing fund raising drive left the theatte once again in 

fmancial sttaits. In August of 1995, Alder once again cut staff to a minimum. Many 

employees began collecting unemployment and donated time to continue the Theatte's 

operation. After determining that it would be more cost effective to continue to run the 

theatte than to close down, Alder made a fmal appeal to an area foundation for grant 

money to continue operations. After being denied funding from the foundation, 

Theatte Three found itself once agam facing possible closure. A last minute 
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anonymous donation, along with incoming subscription sales money, allowed the 

theatte to pay its immediate debts, and to rehire several employees at a diminished 

wage. The theatte will begin its new season in May of 1996 with money it has brought 

in from season ticket sales, sponsorships, and grants for that new season. All staff 

rehired by Alder at a reduced salary will receive full pay at the start of the new fiscal 

year for the 1996-7 season. Although this bodes well for Theatte Three's staying 

power, fmancial concerns must certainly remain a focus for this institution's Board if 

they intend to survive. 

From the study of the history of this organization, it seems clear that Theatte Three 

falls into the category of small not-for-profit theattes that comprises the target of this 

study. Jac Alder, the CEO of the organization performs many jobs for the theatte. His 

official title is Executive Producer/Director. Mr. Alder, however, also works as an 

Actor, Designer, Writer, and Pubhcist for the theatte. Additionally, because of the 

failing health of the founding Artistic Director (Mr. Alder's wife. Norma Young), he 

has taken over those responsibihties as well. Whatever jobs need to be done, Mr. 

Alder must either supervise or do them. Similarly, Mr. Alder's assistant, Terry 

Dobson, currently serves as Personal Assistant, Musical Director, Receptionist, 

Secretary, and Stage Manager for the theatte. Mark Hadley, the Compttoller for the 

theatte, directs and acts as well. Thurman Moss, Director of Operations, acts, du-ects, 

and stage manages in addition to his regular duties. Additional responsibilities of the 

employees are outlined in the sample sttategic plan for Theatte Three (Figure 1.2) . 

The cuts in personnel have necessitated everyone pitching in and taking up the slack for 

the furloughed employees. 

Small businesses are susceptible to external mfluences because of their hmited 

resources, and the limited scope of their organization. Theatte Three is typical in this 

regard. The theatte existed from 1991 to the present in a state of crisis. Cuts m grant 
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money, and disappointing season ticket sales have put the theatte in financial ttouble. 

It remains critical at this stage in Theatte Three's existence that the Board do some 

careful planning. Otherwise, the mstimtion faces extmction. A sttategic planning 

system has the potential to enhance the likelihood of success for this organization. 

Job Descriptions for Theatte Three 

Director of Operations 
The Director of Operations is responsible for a variety of tasks which mclude, but are 
not limited to, the following: 

1. supervising Box Office, Telemarketing, and computer systems, 
2. msuring mamtenance of the facilities including conttacting janitorial 

services, plumbers, electricians, etceteras, 
3. scheduling non-Theatte Three use of facihties, such as the rental of the 

Theatte Too space, staged readings, and arts council meetings, 
4. supervising use of warehouse space, 
5. mterviewing and making recommendations for hiring of interns, 
6. assignment of intern time, 
7. assisting in development of production calendar, 
8. supervising house management, 
9. directing assignments as needed, 
10. supervising rehearsal assistants when designated as an Actor's Equity 

Association Stage Manager, 
11. acting assignments as needed, 
12. assisting in budgeting, and 
13. distributing bulk maihng. 

The Director of Operations is a member of the Staff Marketing Committee and the 
Finance Committee. When directing, he is also a member of the Production Team. 

Figure 1.2. Theatte Three Job Descriptions. 
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Book Keeper (part time position) 
The Book Keeper's responsibilities mclude the recording of all data involving accounts 
receivable and payable. These responsibihties include, but are not limited to, the 
following: 

1. monitoring Box Office reports daily for accuracy, 
2. monitoring Telemarketing reports daily for accuracy, 
3. balancing bank statements, 
4. calculating payroll, 
5. balancing credit card accounts, 
6. mamtaming subscriber records, including sending order acknowledgments, 

and 
7. maintaining petty cash. 

Box Office Manager 
The Box Office Manager is responsible for all areas involved in the selling of tickets to 
the public. These responsibilities include, but are not limited to, the following: 

1. interviewing and hiring reservationists, 
2. ttaining reservationists, 
3. supervising reservationists, 
4. creating weekly work schedule for reservationists, 
5. maintaining subscriber records, 
6. interfacmg with Telemarking, Director of Operations, and Compttoller, 
7. reportmg to the Director of Operations, 
8. making sure reservation reminder calls are completed, 
9. fiduciary responsibilities including: 

a. performance responsibilities 
b. weekly revenue reports 
c. subscription sales reports, 

10. appointing night time Box Office Manager for performances as needed, 
11. ordering forms and supplies for Box Office, 
12. ordering tickets for shows, and 
13. additional administtative duties as assigned. 

The Box Office Manager is a member of the Staff Marketing Committee. 

Figure 1.2. Continued. 
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Computer Systems Manager (part time position) 
The Computer Systems Manager is responsible for the maintenance of the computer 
systems in the theatte building. These responsibilities include, but are not limited to, 
the following: 

1. maintaining system hardware and software, 
2. creating all labels produced for in house mailing or ttade, 
3. writing programs for subscription and financial reports, 
4. generating subscriber identification cards, 
5. generating renewal notices, 
6. ttaining reservationists, and 
7. reporting to the Director of Operations. 

The Computer Systems Manager is a member of the Staff Marketing Committee. 

Manager of Telemarketing 
The Telemarketing Manager is responsible for direction of all activities involving 
phone sohcitation on the theatte's behalf. These responsibihties include, but are not 
limited to, the following: 

1. interviewing and hiring of telemarketing personnel, 
2. ttaining telemarketing personnel, 
3. supervising telemarketing personnel, 
4. soliciting donations by phone, 
5. sales of subscriptions year round, 
6. determining, in conjunction with the Staff Marketing Committee, 

promotional campaigns and discounts for target groups, 
7. distributing daily sales reports to bookkeeping and box office, 
8. coordinating survey projects with the Du-ector of Operations, 
9. ordering suppUes for telemarketmg, 
10. arranging swaps of phone lists with other organizations, and 
11. reporting to the Director of Operations. 

The Manager of Telemarketing is a member of the Staff Marketing Committee. 

Figiu-e 1.2. Continued. 
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Public Relations Representative (part time position) 
The Public Relations Representative is an external representative who deals with the 
press and with proposals for sponsorship. These duties include, but are not hmited to, 
the following: 

1. phone and in person contact with the press (print, television, radio), 
2. developing proposals for sponsorship, 
3. delivering materials to sponsors, 
4. creation of special promotions to community based on content of show, 
5. Maintaining press hst, and 
6. mailing and faxing press releases. 

Associate Artist Director 
The Associate Artistic Director's responsibilities are primarily production oriented. 
His responsibihties include, but are not limited to, the following: 

1. directing, writing, and producing children's theatte, 
2. directing productions as needed, 
3. acting in productions as needed, 
4. consulting on season selection, 
5. consulting on casting, 
6. supervision of Rehearsal Assistants when designated as Actor's Equity 

Association Stage Manager. 
The Associate Artistic Director is a member of the Production Team. 

Production Manager (part time position anticipated for next season) 
The Production Manager is responsible for coordmation of all production elements 
mcludmg, but not limited to, the foUowmg: 

1. supervising construction and installation of sets, hghts, and sound for all 
productions, 

2. consultmg on development and mamtenance of hghting system for Theatte 
Too, 

3. interfacing with Du-ector of Design, Executive Producer-Dkector, Dkector 
of Operations, and Compttoller, 

4. coordinatmg activities with Costume Designer, 
5. supervismg of interns in production, 
6. designmg of hghts for majority of productions, 
7. ttaining of interns and others as needed on Theatte Three equipment, and 
8. maintaining tools and equipment related to production. 

The Production Manager is the Chak of the Production Team. 
Figure 1.2. Contmued. 
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Assistant to the Executive Dhector/Producer and Musical Director 
This position involves a wide array of tasks which include, but are not limited to. the 
following: 

1. writing grant proposals to recurring donors, 
2. assisting with fund raising, 
3. responding to ticket requests, 
4. scheduling of ushers in response to ticket requests, 
5. assisting Executive Director/Producer with correspondence, 
6. maintaining files, 
7. performing duties of receptionist, 
8. creating production calendar, 
9. consulting on artistic issues such as casting and play selection, 

10. organizing performances for "Art Reach" type events to represent Theatte 
Three, 

11. providing musical direction for productions as needed, 
12. providing archival information, 
13. maintaining donor records and "thank you's", 
14. acting in performances as needed, and 
15. supervising of Rehearsal Assistants when designated Actor's Equity 

Association Stage Manager. 
The Assistant to the Executive Director/Producer is a member of the Staff Marketing 
Committee. When serving as Musical Du-ector, he is also a member of the Production 
Team. 

Costume Designer 
The Costume Designer is responsible for the design and creation of costuming for the 
majority of the productions each season. His responsibihties mclude, but are not 
hmited to, the followmg: 

1. designing costumes for production, 
2. executing designs, 
3. hiring of additional staff as needed to complete construction, 
4. maintaining costume inventory, 
5. supervismg costume running crew during production, 
6. maintaining size files, 
7. maintaining costume shop and dressmg rooms, 
8. sharing resources with other arts organizations, 
9. designing displays for art festival booths as needed, and 
10. directing productions as needed. 

The Costume Designer is a member of the Production Team. 
Figure 1.2. Continued. 
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Compttoller 
The Compttoller is responsible for all activities which relate to accounts receivable and 
accounts payable. These responsibilities include, but are not limited to, the following: 

1. payroU, 
2. paying all debts incurred by the theatte, 
3. assisting in the audit process, 
4. assisting in budget planning, 
5. supervising Book Keeping Assistant, 
6. preparing weekly and monthly reports including, but not limited to: 

a. expenditure comparison reports 
b. Texas Economic Commission reports 
c. tax reports 

7. devising forms for monetary reporting, 
8. purchasing bulk items for office, concessions, and cleaning, and 
9. assisting in writing of grant proposals. 

Non-financial duties include: 
1. maintaining office equipment (phone systems, Xerox, computers), 
2. directing shows, 
3. assisting in production calendar development, and 
4. acting. 

The Compttoller is a member of the Staff Marketing Committee, and the Finance 
Committee. When directing, he is also a member of the Production Team. 

Director of Design 
The Director of Design is responsible for the overall look of the sets for a production 
Additionally, he is responsible for development of art work for seasonal promotions. 
His responsibihties mclude, but are not limited to, the followmg: 

1. designing sets for productions, 
2. executing designs for productions, 
3. developing logos for individual shows, 
4. designing mailers, 
5. designing advertisements, 
6. designing playbills, 
7. providing archival knowledge, 
8. keeping current with supply sources, 
9. sharing resources with other organizations, and 

10. designing displays for art festival booths. 
The Dttector of Design is a member of the Staff Marketing Committee, as well as the 
Production Team. 
Figure 1.2. Contmued. 
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The Director of Design is a member of the Staff Marketing Committee, as well as the 
Production Team. 
Figure 1.2. Continued. 
Executive Director/Producer 
The Executive Director/Producer's responsibilities include, but are not limited to, the 
following: 

1. creating publications, 
2. selecting repertoire, 
3. staffing, 
4. casting, 
5. defming mission statement, 
6. directing, 
7. designing, 
8. acting, 
9. interfacing with Board of Directors, 
10. interfacing with the community, and 
11. interfacing with colleges. 

The Executive Director/ Producer chairs all committees except finance. 

Figure 1.2. Continued. 

Organization of the Study 

The information in this study will be presented in the following manner: 

Chapter I. Inttoduction: 

a. statement of the problem, 

b. definition of terms, 

c. survey of the hterature, 

d. methodology of the study, 

e. history of Theatte Three, 

f. organization of the study; 

Chapter II. The Planning Model Explamed: 

a. strategic planning, 

b. business planning, 
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Chapter III. Implementation of the Planning Model: 

a. working with the Theatte Three Board, 

1. Inttoduction, 

2. Theatte Three's planning history, 

3. educating the facilitator, 

4. meeting of the Long Range Planning Committee, 

b. Conclusions of the Study; 

Appendix A. Narrative Reports from Theatte Three; 

Appendix B. Performance History of Theatte Three. 
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CHAPTER II 

THE PLANNING MODEL EXPLAINED 

The Sttategic Planning Session 

Inttoduction 

Who Plans ? 

A Manager can be identified by what he does. Stephen Langley, in Theatte 

Management in America, begins by saying that the old definition of a manager was 

anyone who brought capital and labor together to bring about a product. This 

definition, while defining some managers, no longer completes the picture of a 

manager. Managers today are found on both the labor and the capital fronts, not 

necessitating that the person managing involve himself in both areas. A modem day 

manager can be defined as anyone who plans, organizes, staffs, directs, conttols, 

analyzes problems, makes decisions, and communicates them (Langley 28-32). If this 

definition holds true, then everyone in an organization has the potential to manage. 

The differences in the levels of management come in the areas of time and scope. 

Upper-level management decisions affect a large number of people. Decisions made by 

upper-level management usually affect the organization over a long period of time as 

well. On the other end of the spectrum, lower management makes decisions that affect 

day-to-day operations, and that affect the people who work directly under them. If 

everyone in an organization manages, then everyone should be involved in some part of 

the planning process. 

Why Plan? 

In the 1990's, not-for-profit organizations live in a turbulent environment. Many 

managers consider this reason enough to avoid long range planning. Employees often 
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feel that, because the organization is small and so affected by the changing 

environment, planning wastes theu- time. 

The ironic part about all this is that, when an organization lives in such 
an envu-onment, it needs plannmg the most. The time when it is hardest 
to plan is also the time when it is most needed. If every year is like the 
previous year, then why plan? (Anthony 10) 

If the planners do not recognize the importance of adequate planning, the planning 

will, indeed, be inadequate. 

The design of the sttategic planning portion of the planning process specifically 

deals with changing environmental factors. The Board of Directors and the CEO should 

carry out this type of planning. During this session, the Board will create a fact book, 

and will establish objectives for a long-range plan. Following this session, the CEO 

and the Department Heads develop the business plans. In the business planning 

meeting, the CEO and department heads will create sttategies that explain how they 

will achieve the objectives. In the third phase of the planning process, department 

heads and the people who will implement the plan develop the action plans. The fourth 

phase, the implementation of the plan, is followed by phase five, the evaluation 

process. Ultimately, the employee responsible for evaluation will return the results of 

that evaluation to the Board so it can determine the success or failure of the plan and 

make adjustments. Planning is cyclical and continuous. 

Length of the Plan 

Organizations should not complete sttategic planning sessions every year, since the 

plans they create are long in range. The organization should, however, evaluate the 

success of the plans and budget yearly. Many large corporations create sttategic plans 

for a five to seven year time period. Since external forces radically influence not-for-
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profit organizations, they should adhere to a shorter time period. Rochelle O'Conner, 

in Facing Sttategic Issues: New Planning Guides and Practices, (1985) suggests that a 

3-5 year time frame would be more practical. "Most companies typically plan on a 

five year time horizon, but the turbulent environment has brought the realism of 

forecasts for this length of time into question" (5). Inquiries done by the Conference 

Board, Inc. for the study compiled by O'Conner show that many profit taking 

organizations are decreasing their time frame of planning to three years. Since not-for-

profits usually lack additional branches to cover major negative environmental impacts, 

the wise not-for-profit organization uses the shorter time frame to accommodate the 

changing environment. 

Preparation for the Planning Session 

Choosing a Facihtator 

Prior to undertaking a sttategic planning session, the Board should consider several 

things. Ffrst, members of the Board should choose someone to lead the strategic 

planning session. It is always best to have someone from the Board volunteer, rather 

than to draft an appomtee. The dedication of the leader to the project equates to his 

behef m the project. If the Board must work with an appointee, they must take care to 

emphasize to that appomtee the importance of his role. Smce not-for-profit boards are 

frequently large and constituted of persons from the business world, usually someone 

on the Board will have an mterest m the planmng process. A third alternative is for the 

Board to hke an mdependent facihtator who leads plannmg sessions as a business. This 

option can cost the organization a great deal of money. The plannmg organization 

should take great care to choose an external facilitator that works well for thek 

organization both in terms of fmancial needs, and personality fit. 
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Gathering Extant Data 

Prior to the planning session, the facilitator should contact the CEO to determine 

what planning materials already exist, and should make copies of these for the Board 

members. Helpful information includes previously written mission statements, 

organizational charts, established parameters and beliefs, and previously written 

objectives. If any of this information exists, the facilitator should provide it for the 

Board so they do not have to recreate every step of the planning process, but can 

modify existing literature. One way to provide this information to the Board is by 

means of overhead projection. The Facilitator need not regenerate data that is still 

valid. 

Gathering feedback prior to the work session frees time in the planning meeting. 

The facilitator should, in cooperation with the CEO, solicit information from the 

employees in the organization. Since the Board members are not as familiar as the staff 

with the day to day operations of the theatte, the staffs input becomes vital to the 

success of the planning session. The Internal Analysis Worksheet (Figure 2.1) offers 

guidance on areas to investigate with the staff. The plan facihtator can simply 

duplicate and distribute this worksheet, asking each employee to offer comments and 

additional materials as necessary. For example, the Financial Officer will want to 

include financial statements from the previous year. The facilitator should provide this 

worksheet far enough m advance of the planning session to give the staff time to give it 

proper attention. A suggested time frame is at least three weeks prior to the planning 

session, with a return date to the Planning Facilitator of no less than one week prior to 

the planning session. 

40 



Employee Evaluation Form— Internal Analysis 

Area of Concern Sttengths Weaknesses 
I. Personnel 

II. Production Process 
a. scheduling 
b. communication 
c. support staff 

III. Finances 
a. income 
b. expense 
c. grant writing 

IV. Facilities 
a. upkeep 
b. playing space 
c. rehearsal space 
d. office space 

V. Equipment 
a. sets 
b. lights 
c. props 
d. costumes 
e. sound 

f. office equipment 

VI. Research and Development 

VII. Customer Service 

VIII. Other Concerns 

IX. What do you consider the most important area for improvements in the immediate 

ftittire? 

Figure 2.1. Internal Analysis Worksheet. 
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Establishing Time and Place 

In conjunction with the data gathering phase, the facilitator should establish a place 

and time for the planning session. It is important for the facilitator to create a 

comfortable working envu-onment, since the group will spend a large block of time in 

this location. When selecting a site for the planning session, die facilitator should pick 

one where a minimum of interruptions will occur. Also, someone should make 

arrangements to have snacks and/or meals delivered to the work site. Eating meals in 

the work area will help avoid wasting time. However, if at all possible, a different 

area of the building should serve as the eating area in order to give the planners a true 

break from their work, so that they might return to the task at hand refreshed. 

The facilitator should secure equipment that the group will need for the session in 

advance. An overhead projector and screen, some type of equipment on which the 

secretary can take notes, and paper and pencils comprise a hst of useful tools. Access 

to a copy machine is also helpful, but not mandatory. Any measures that increases the 

efficiency of the process and reduces the time spent will allow the Board to focus on 

more important matters. 

When approaching the sttategic planning session, the facilitator should set aside 

adequate time to do the work at hand. What constitutes adequate varies from one 

organization to another, depending on the size of the Board, size of the organization, 

and the familiarity of the group with the planning process. LogicaUy, it will take 

longer for a group to estabhsh a new mission statement than it will to ratify what the 

Board previously set on paper. Likewise, it takes longer for a large number of people 

to reach a consensus than it does a small number of people. It is m the best interest of 

the not-for-profit organization to limit the planning process to the "inner circle" of the 

Board. Many not-for-profit organizations offer anyone who gives a large amount of 

money to the organization an opportunity to serve on the Board. Persons accept 
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posit ions on the Board for many reasons. It is a measure of prestige to serve on a 

Board; however , often people accept posit ions without a wil l ingness to fully 

participate. The planning organization should not label these Board members as 

" b a d , " but they should not have a place in the planning session. Usually a core group 

o f 15-20 members exist w h o are the decision makers. Boards usually subdivide these 

into smaller committee groups. If the Board establishes a planning committee , this 

group can complete the planning process , then present the plan to the Board for 

modification and ratification. These people should constitute the group for the planning 

session. 

The Facilitator should limit the time for the planning session as much as possible, 

and the facihtator should make clear to those participating in the session that they will 

take no breaks until they complete the process. Continuing this session in their absence 

motivates members of the Board who leave to hurry back so as not to miss anything. 

Two problems exist with taking breaks. First, momentum is lost. Secondly, it 

becomes difficult to keep breaks short. Consequently, taking breaks wastes time. 

Some organizations take an entire week-end retteat for sttategic plaiming in which they 

generate reams of printed documents which will go on a shelf and remain untouched. 

While the entire planning process is a year round endeavor, the Board can complete this 

part of the planning process in one eight hour day. In this eight hours, the Board 

merely synthesizes information, and, from that, creates a plan. This eight hours does 

not include the data gathering phase completed by the facilitator prior to the session, 

the creation of busmess and action plans, or the review of the success of the plan. It 

deals specifically with steps involved m analyzmg the data, and with the creation of 

objectives. The creation of this planning system adheres to the eight hour schedule. 

One can adjust this time according to the mdividual needs of thek organization. It is 

possible to break the planning session into two approximately four hour sessions. 

43 

•BSmS^?^^^ 



When breaking up the session, the facilitator should make sure that participants 

complete the current topic of discussion before breaking. A logical breaking point 

occurs between internal and external analysis. When resuming, the facihtator should 

reiterate what the Board completed. The second part of the session wiU run longer than 

the first because of this review period. 

Orientation 

Why Orient? 

Attending to all of the details ahead of time frees the planning facilitator to run the 

planning session. The first job of the facilitator is orienting the group. The first time 

out some Board members will think planning wastes time. The facilitator must 

emphasize the importance of the planning process, but should not drill it into the 

ground. Plans provide direction, guide the priority utilization of resources, help the 

organization deal with environmental change, and provide an objective basis for conttol 

and evaluation (Koteen, 1989). The goal of planning is to create the future, not to 

forecast it. By planning, the organization shifts from reflex decision making, which 

leaves the organization always in survival mode, to sttategic decision making, which 

can lead to advancement of the organization. 

Outlining Ground Rules for the Planning Session 

After discussing the importance of planning, the facilitator should cover the ground 

rules for the planning session. At this point, the group should choose a secretary for 

the planning session if the Board has not previously appointed one. The secretary will 

record minutes for the meeting. Most Boards have an established format for 

conducting meetings, and adherence to this format provides a common ground from 
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which to work. While change is good, too much change can overwhelm some people. 

Adherence to familiar procedures provides security to the Board members. 

One of the most important thmgs the facilitator can sttess to the group during the 

orientation session is the value of time. The group does not want, nor does it need, to 

spend extta time on issues. Adults, just like grade school smdents, will live up to the 

expectations of the leader if he clearly defmes those expectations. The leader should 

explain to the group that he values the Board's time, and does not wish to take 

advantage of that; therefore, the group will adhere to schedules. The appomted 

meeting facilitator should clearly state how much time he allotted for each section, and 

should give updates on time remaining during the discussions. Do not build into the 

schedule time for visiting. This group of people gathered here to do a job. As with all 

tasks set out for workers, rewards for successfiilly completed tasks, like a catered 

dinner at the end of the evening, are appropriate and beneficial. This orientation 

session should take 30-45 minutes and definitely no more than an hour. At this point 

the facihtator should give a brief outline of the planning process. This should take no 

longer than twenty minutes. The group should begin the process after establishing and 

clarifying the agenda. 

The Fact Book 

The second portion of a planning session involves the creation of the fact book. 

This fact book, an in depth analysis of the organization as it exists now, and the 

environment in which it hves, answers the questions "Who are we?", and "How do we 

fit into our environment?" It does no good to "sugar coat" this analysis. An honest 

analysis of the sttengths and weaknesses of the organization as it exists at present, and 

of its surrounding environments, enables the organization to make improvements. 
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Beliefs 

Establishment of the beliefs of the organization comprises the first step in creating 

a fact book. The beliefs are statements of the values of the organization which 

embodies its character. From these beliefs, the group derives the mission statement. 

Beliefs should complete the statement "We believe that. . .". An example for a 

theatte might be "We believe that live theatte performances offer benefits to the 

audience not found in filmed theatrical performances." Organizations usually stand on 

several sttong beliefs. If the group has previously been through this planning process, 

they should review and revise the beliefs they derived at the last planning session. This 

becomes particularly important when the group contains new Board members who were 

not present during the previous plaiming session. Do not assume that everyone is clear 

about the beliefs. Go over them carefully. The behef system of the theatte provides 

the ground level for all work accomplished. 

Mission Statement 

After establishing the beliefs of the organizations, the next step involves the 

creation of the mission statement. The mission statement establishes the purpose for 

the existence of the organization, and what functions it performs. Upon this mission 

statement the organization bases all plans. Written in one sentence, the mission 

statement should point out the distmctive characteristics of the organization and the 

services it offers. This statement represents the commitment of the organization 

towards one purpose. A clear mission statement should leave no doubt about what an 

organization strives to do, or for whom. If the group already created a mission 

statement, the Board should review and update that statement. A sample mission 

statement is as follows: The mission of Theatte for Tots is to provide quality 

children's theatte programming as a co-curricular activity for QISD elementary 
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students, both in our theatte space and in their classroom, through collaboration with 

classroom teachers from QISD. This mission statement serves as the basis for all plans 

for the theatte. The Board should allocate all their resources toward the fulfillment of 

this mission. 

Parameters 

After completing the mission statement, the Board should establish parameters for 

accomplishing this mission. The Board should derive parameters, limits within which 

the organization will strive to achieve their mission, from the beliefs established by the 

organization. As an illusttation, consider the belief statement "We beheve that no 

person should be discriminated against because of their skin color, sex, or sexual 

orientation." A resulting parameter may be as follows: We will tolerate no behavior 

from employees, nor choose any literature that discriminates on the basis of skin color, 

sex, or sexual orientation. Not all parameters find basis in beliefs. The parameter 

"We will implement no new programming without a specific cost analysis first" may 

not have any basis in a behef system. It is a practical parameter designed to keep costs 

to a minimum. Obviously, each organization estabhshes different parameters, and 

these change as the nature of the organization changes. If the Board evaluates 

parameters already set, it should make additions and changes based on the organization 

as it currently exists. For instance, the Board may have set parameters during a time 

when the organization had no financial worries. If today the organization faces a large 

financial debt, a parameter dealing with cost of programmmg comprises a logical 

addition to that organization's list. The estabhshment of behefs, a mission statement, 

and parameters should take no more than two hours. Obviously, if the group simply 

refamiharizes itself with and amends existing literature, then the time spent on this step 

will decrease. 
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Internal Analysis 

The next step of the planning process is probably the most difficuh of all. At this 

point, the planning organization should undertake an mtemal analysis. The internal 

analysis includes establishmg the organizational structure, examining the organization's 

sttengths, and its weaknesses. An honest analysis leads to productive planning. This 

session should not demean any one person or department. The Board should look at 

this as an opportunity to applaud what works, and to adjust what does not. 

Organizational Structure 

The planning organization probably estabhshed the organizational structure in the 

creation of their organization. The organizational structure is, simply put, an 

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

The organizational chart presents a graphic representation of that structure. Although 

there are no fixed rules to follow when designing an organizational chart, the planning 

group should consider several principles in its creation. 

1. Chain of Command Principle—All individuals, from the bottom of an 

organization to the top, should have a superior to whom they are accountable. 

2. Unity of Command Principle—Each individual should have only one superior to 

whom they are accountable. No man can serve two masters. 

3. Span of Conttol Principle-There is a limit to the number of individuals a 

manager can conttol. As the span increases, the conttol of the manager decreases 

(Webber 79). 
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Types of Departmentalization 

Departmentalization by Product. Organizations can divide, or departmentalize, in 

several different ways. The organization may departmentalize by product, by process, 

by geography, or by function. Companies that make many different types of products 

may choose to divide by product. Smce theatte organizations usually have only one 

product, this divisional choice proves illogical. 

Departmentalization by Service. Process departmentalization involves dividing the 

organization by services a branch of an organization offers. For example, a copper 

mining company might want to divide into departments of exttaction, refinement, 

packing, and shipping. Dividing by service is helpful to theattes within the realm of 

the production unit. One could break down the production team by service into 

costume design, costume construction, set design, set construction, property design, 

property building, lighting design, and hghting hang and focus. However, in a smaller 

organization, one person frequently provides several of these services. Therefore, 

functional departmentalization provides a better option. 

Departmentalization by Function. Functional departmentalization is the division of 

the organization into groups based on their area of expertise. The functional divisions 

of a watch manufactiu-er might include engineering, assembly, marketing, and sales. 

Theattes often use functional departmentalization. Divisions made can include 

marketing, finance, education, production, sales, and artistic creation. 

Line and Staff Authority. Once the group decides how to departmentalize, they 

should determine the relationships of those departments, and the persons who run them. 

Authority of persons on an organizational chart fall into two categories-line and staff. 

These terms originated m the military, where only Ime officers give orders. Persons 

holding staff positions have no authority, but serve m an advisory and support position. 

Secretaries and personal assistants fall mto the staff category. On a standard 
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organizational chart, one can designate positions by placmg a box out to the side of the 

chain of command (Figure 2.2). Problems occur in smaU organizations when one 

person functions in more than one capacity. A personal assistant may have no 

authority in some sittiations, and have complete authority while servmg m another of 

his capacities. The best prevention of disaster requkes clear delmeation of jobs 

specifications. 

While the horizontal lines delmeate avenues of communication, the vertical lines on 

a chart delineate the cham of command. Usually boxes which occur on the same level 

have the same amount of authority. They share communications, but have no conttol 

over one another (Figure 2.2). 

I 
Artistic 
Director 

Board of Directors 
I 

Assistant to 
Director 

Technical 
Director 

Musical 
Director 

Designers 

Technicians 

Directors 

Stage Manager 

Actors 

1 
Managing 
Director 

Box 
Office 
Manager 

Book
keeper 

Meu-keting 
Director 

Assist an 
Book 
Keeper 

Sales 
Reps. 

Figure 2.2. Sample Organizational Chart. 
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Organizational charts should clearly show a person's span of conttol and the chain 

of command. Each box should contain only one job title. If the planning organization 

is unclear on what titles to use for the responsibilities performed by an employee, 

Stephen Langley's text Theatte Management in America contams a fau-ly compre

hensive hst of standard job titles and the jobs they perform. 

Drawing up an organizational chart which reflects the current stams of the 

organization's structure can help the organization to identify problems. Are the lines of 

authority clear? Are staff positions advisory? Does the chart account for all employees 

in the organization? If the answer to any of these questions is no, then work should 

continue in order to rectify the situation. 

It would be a rehef to say that the planning organization can just look at the 

organizational chart as a refresher, but more often than not, in not-for-profit theattes 

the structure of the organization has changed since its estabhshment and more pressing 

day to day matters push updating the structure to the back burner. As the organization 

eliminates and adds other jobs, upper management must hire new personnel. With new 

personnel comes new areas of expertise. Job descriptions change in order to capitalize 

on each persons abilities. A common problem in theatte organizations remains a lack 

of clear cut lines of authority and responsibility. The result of this is that personnel are 

not sure who maintains conttol of, or responsibility for, certain jobs that someone must 

complete. Because of this confusion, tasks remain unfinished. When this situation 

arises, the organization finds itself picking up pieces instead of having tasks done well, 

and on time. The work then becomes reactive, not proactive. This type of working 

environment frusttates employees. To illusttate this, consider a theatte organization, 

Theatte X, that has laid off several of its employees, but did not reassign job 

responsibihties. Due to money consttamts, the CEO of Theatte X found it necessary to 

furlough the Publicist. The Publicist's responsibilities include creating and printing 
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playbills, creating and distributing press packets, and designing and creating the 

marquees for each production. The CEO did not reassign these jobs when he 

furloughed the Publicist, leaving whomever noticed an incomplete job to finish the 

task. The CEO, realizing the need for a playbill, created one on his computer. He had 

enough printed for the first two weekends of the upcoming performance. When the 

House Manager arrived on the third weekend, he found no playbills, and asked the 

Stage Manager for more. The Stage Manager had no knowledge of the shortage and 

had other jobs to complete before the performance, as did the House Manager. Neither 

of these people knew that the CEO created the programs, and, therefore, had no way to 

print any more. Clearly defining the jobs, and who retains responsibility for them, can 

alleviate the occurrence of such problems as this. The Board should also determine if 

the organizational system designed actually coincides with what currently happens in 

the organization. If not, the CEO should clarify the situation. 

Sttengths and Weaknesses 

The second step in internal analysis involves making a list of sttengths and 

weaknesses of the organization. Sttengths are those things which contribute to the 

achievement of the organization's mission; the weaknesses of an organization are those 

things that limit the organization in its ability to achieve its mission. The organization 

must overcome weaknesses in order to achieve success. Organizations should learn to 

capitalize on their sttengths and to overcome their weaknesses. In small organizations, 

the sttengths of the CEO often constitute the sttengths of the organization. Conversely, 

the weaknesses of the CEO become the weaknesses of the organization. Because this 

analysis involves a person, or persons, who are friends of the Board members, the 

planning group often finds it difficuh to accurately plot the sttengths and weaknesses of 

their organization. The Board should not fault the person for the weakness, l>ut ĵ Uempt 
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to offer help so that the organization can flourish. The Internal Analysis Worksheet 

(Figure 2.3) covers areas the Board should discuss in this portion of the planning 

process. Similarities exist between this form and the employee evaluation form, but the 

Internal Analysis Worksheet contains some additional areas for consideration. This 

form by no means contains a comprehensive hst of areas for discussion for all theattes. 

The planning facilitator should make additions as necessary for individual 

organizations. Depending on the size of the group, the Facilitator may want to divide 

the Board into groups to work on the form, since different member of the Board have 

different areas of expertise. After a one-hour work session, the group should 

reconvene as a whole to respond to the findings and enhance them with additional 

information. 

Board Worksheet - Internal Analysis 

Area of Concern Sttengths Weaknesses 
I. Personnel 

II. Finance 
a. income 
b. expense 
c. fund raising 

III. Facilities 
a. upkeep 
b. location 
c. playing space 
d. rehearsal space 
e. office space 
f. fumimre 

Figure 2.3. Board Internal Analysis Worksheet. 
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IV. Equipment 
a. production 
b. office equipment 

V. Communications 

VI. Research and Development 

VII. Marketing 
a. demographics 

b. telemarketing 

VIII. Customer Services/Sales 

IX. Planning 

X. Other Concerns 

Figure 2.3. Continued. 

External Analysis 

No organization exists in a vacuum. Because of this, the next area of concern in 

the fact book becomes the external analysis. This external analysis looks at things 

which exist beyond the organization's conttol. Not-for-profit organizations should pay 

particular attention to this section, since they are exttemely vulnerable to outside 

influences. Areas to examine under external influences are as follows: economic 

forces, governmental forces, technological advances, and social issues. AdditionaUy, 

in this portion of the analysis, the Board should examine the competition. When 

looking at the competition, the Board should recognize the advantages of the 

competitions organization, as weU as the weaknesses of the other organization. The 
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Board should deal with the forces that will have a major influence on the organization 

in the plans that they design for the upcoming years. It is hard to imagine that a 

modem not-for-profit theatte dealmg with extemal forces can ignore the changes that 

the federal govemment is making related to fundmg of the arts. Those changes affect 

organizations immediately, as weU as in the future. Examination of issues such as this 

are critical to the survival of the organization. How well an organization deals with 

these problems wiU determine theu- success or failure. As with the mtemal analysis, 

the facilitator may choose to spht the Board into groups to discuss the different areas of 

concem. One group may discuss govemmental issues, while another discusses 

competition. If using groups, give them no more than one hour to work so that the 

entire group may reassemble and wiU have the remaining hour to discuss their findings 

as a whole. The Extemal Analysis Worksheet (Figure 2.4) targets areas of concem for 

extemal analysis. 

Board Worksheet - Extemal Analysis 

Area of Concem Sttengths Weaknesses 
I. Economics 

II. Pohtics 
a. local 
b. state 
c. federal 

III. Social Issues 
a. values 
b. expectations 

Figure 2.4. Extemal Analysis Worksheet. 
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IV. Demographics Trends 
a. education level 
b. age 
c. sex 
d. race 
e. income 

V. Technology 
a. data processing 
b. production 

VI. Labor Market 
a. Actor's Equity Association 
b. Non-Union 

VII. Equipment Supphers 
a. pricing 
b. competition 
c. service 

VIII. Competition 
a. prices 
b. services 
c. technology 
d. location 

Figure 2.4. Continued. 

Objectives 

When the intemal and extemal analyses are complete, the group should begin 

establishing objectives for the plan. An objective is a desired, measurable result for the 

organization based on the mission statement, the parameter, and the intemal and 

extemal analysis. The prevailing unwritten objective of every organization is survival. 
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The continued existence of the organization reflects the success of the organization m 

meeting this objective. 

In addition to simply survivmg, the organization should determine what it needs to 

do at this pomt in time m order to better achieve its mission. The planning group 

should state these objectives in measurable terms. In his book Practical Sttategic 

Planning: A Guide for Lme Managers, William Anthony oudines criteria for objective 

writing in the corporate world. He outlines the followmg criteria for objectives, saymg 

they should be: 

1. Specific. Deals with one single key result to be accomphshed. 
2. Measurable, ttackable. Can tell if it is accomplished. 
3. Result centered, not activity centered. 
4. Short, simple, to the point, and understandable. 
5. (^antified if possible. Has a number in it. 
6. Time bounded. Specifies a date for accomphshment. 
7. Begins with "to" and an action verb. 

8. Realistic and sufficient. Neither too hard or too easy. (92) 

These guidelines, written for the corporate world, ttanslate into the not-for-profit 

sector as well. An example of an objective for a theatte reads as follows: Objective 1: 

"To increase season ticket sales by 20% by May of 1999." This goal is very clear, 

and one can measure its degree of success. Either tickets sales will increase, or they 

will not. There are no set number of objectives required. However, the Board should 

not go overboard in writing objectives, or they set themselves up for failure. The 

organization's size imposes limits to the number of things that it can accomplish in a 

given time period. The Board should give careful consideration when selecting 

objectives. What things must the organization accomphsh for it to move forward? 

Which ones are of vital importance? The organization must focus on these objectives. 

Determining the objectives should take no longer than an hour, which will complete 

the eight hour day. At this point the job of the Board is complete in the planning 
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process for a while, unless the design of the organization requu-e the Board to help 

carry out the objectives. The CEO will now take the objectives and, in coUaboration 

with the Department Heads, wih draw up business plans. The Board's job, however, is 

not complete. Once the CEO and Department Heads have created the business plans, 

the Board will need to create the budget, and will monitor the progress of the plans 

once they are put into action. The Board must take care no to confuse budgetmg with 

planning. The allocation of funds should result directly from the planning decisions 

made about what objectives the organization will accomphsh. The Board established a 

mission, then created objectives towards furthering that mission. When budgeting, the 

group should then allocate money in order to enable the successful accomplishment of 

those objectives towards the achievement of the mission. 

Developing Business Plans 

Once the Board establishes objectives, someone must determine how to best meet 

those objectives. The business plans explain how the organization wih achieve the 

objectives. Organizations can follow many different avenues in the achievement of 

their established objectives. Most corporate strategic planning methods call for the 

Board to determine the methods of achievement; however, this is not necessarily the 

best option. A person's dedication to implementing a plan equals his belief in the plan. 

William Anthony (1985) echoes this thought when he states that 

The top level sttategic planning group should not formulate the specific 
action steps for the operational objectives unless they are acmally 
directly responsible for the accomphshment of the objectives. The 
general mle to follow here is that the people expected to carry out the 
objectives should be primarily responsible for determining the action 
steps. (97) 
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Mr. Anthony's semantics differ m terms of callmg sttategies "action steps," but 

the sentiment applies just the same. In most smaU organizations, the Department 

Heads constittite the entu-e department. Since these people wiU implement the plan, it 

is wise to let them in on the decision making. By allowing the Department Head to 

help make the decisions, the CEO ensures that they "buy into" the plan. Forcing a 

plan of action onto an employee achieves minimum results. More than hkely, they will 

only complete the minimum amount of work required, and take no initiative to be 

creative or go the extta mile. Every employee wants to feel like he is a vital part of the 

organization. Remember that happy, productive employees lead to a fmancially and 

mentaUy healthy fimctioning organization. 

Developing Actions Plans 

Tools for Action Planning 

Calendar Scheduling 

If the organization has a Production Manager, he should participate in the action 

planmng process. If no one fulfills this function, then whoever keeps the overall 

schedules for the organization should attend this session. In some organizations, each 

department schedules for itself, and the organization makes no attempt to keep an 

overall schedule. Even in a small organization this proves impractical, since there 

needs to be some way to determine where scheduling problems will occur between 

departments. If no one currently completes this task, the CEO should delegate it. An 

organization should employ a scheduling tool which provides the least difficulty for 

them to use. In theatte organizations, one of the most effective methods for scheduling 

is the use of large wall calendars in a centtal location that contain the working 

schedules for all major projects from production build and load in, to staff meetings 

and maintenance periods. The organization should keep the centtal calendar for one 
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cycle of operations, showing jobs to complete, who wiU complete them, and by what 

date they will be completed. Assigning a different color pencil or marker for each 

department to use in adding to the calendar provides an easy way to designate which 

department holds responsibility for each task written on the calendar. 

PERT Chart 

A second method to use in scheduling is the Program Evaluation Review 

Technique (PERT) chart. The U.S. Navy developed this type of planning to keep ttack 

of the Polaris Missile program. PERT charts help on new projects, but for established 

projects are redundant. The action planning process gives the specifics of what the 

plaimers must complete, a time line for completion, and a sequence of events; the 

PERT chart duplicates this in graphic form (Figure 2.5). Simply defined, a PERT 

chart is a flow chart of individual jobs that one must complete en route to the 

completion of the project under consideration. Planners who must estimate times for 

new projects frequently use this type of planning. The plan design aUows for the 

planner to examine the critical path and to estimate a time for completion. The critical 

path, the path that constitutes the longest sequence of events, requires attention because 

any delays in this process will delay the entire project. 

Calculation of time for usmg the PERT system involves three levels. The first, 

optimistic time, reflects the shortest estimated completion time. Reahstic time, or most 

likely time, reflects a reahty based estimate. Pessimistic time is the time it would take 

to complete a project if every thing went wrong. All level of timing are estimates for 

the events on the critical path. Using a mathematical formula involving these three 

time projections, analysts think they can predict the length of time it will take to 

complete a project. Not all persons believe these projections represent an accurate time 

estimate (Fallon 10-42). 
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The PERT chart is composed of different sizes of circles. The tasks in these circles 

are referred to as events, and are connected by arrows which graphically represent the 

time necessary to complete the tasks which bring the group up to the next event. Due 

dates for events can appear in the circles with the event. The larger circles contain 

steps in the plan that require completion of two or more steps before they can occur. 

For example, a technical rehearsal may not occur until someone loads in the sets, hangs 

the lights, builds and gathers the props, and records the sound. Each one of these areas 

of concem has many steps which the technicians must accomplish before they are 

complete. A listing of these steps should appear in the smaUer circles on the PERT 

chart. 

Figure 2.5. PERT Chart Example. 

Many different types of scheduling tools exist. The planning organization 

should choose one they can easily mterpret. It should be clear from looking at the 

scheduling tool where problems will occur so that the organization can provide 

additional resources and manpower as necessary. Figure 2.6 provides a guideline for 

use when creating business plans. 
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Business Plans Worksheet 

For Objective # 
Objective: 

Possible ways to meet this objective are: 
1. 
2. 
3. 
4. 
5. 

Figure 2.6. Business Plan Worksheet. 

Guidelines for Action Plans 

There are several points to remember when writing action plans. First, do not be too 

specific. Leave some room for personal contributions of employees. Also, one should 

assume that the employee has some knowledge of how to accomplish the task; it wastes 

the planners time to spell out every step. Which printer to use, or how to design a 

flier, should remam up to the implementor. If he has questions, he will certainly ask. 

Second, consider carefully the time estimate for due dates. Enthusiastic planners 

can easily become too optimistic. When enthusiasm mns high, attacking a project with 

vigor and completing it in record time seems an obvious course of action. In reahstic 

terms, when determining a due date, one must remember that the person working on 

the project almost never holds sole responsibility for the completion of the project. 

Printers, other employees, or any number of other people may have mvolvement with 

the project. As the number of outside helpers increases, so does the time it takes to 

complete the project. Things go wrong. People get sick; equipment breaks. The 

planners should take these things mto account when detemuning a due date. 
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Completing a job before the scheduled due date is preferable to mshing in at the last 

moment with a mediocre one. As a general mle, determine how long you think a job 

will take, then add one thu-d of that time to your estimated time. This will give you a 

fau-ly accurate estimate for your project due date. 

Consideration of the personnel involved provides a third area for examination. One 

should analyze the feasibility of the project m relation to the person assigned to 

complete it. As long as there continues to be a limited number of hours m a day, there 

will be a limit to the amount of work one person can complete. If the project proves 

too much for one person to undertake, consider dividing it. Another altemative 

involves comparison of projects. Look at all projects under consideration. The most 

important project to the hfe of the theatte should have top priority. 

Finally, each step in the action plan should have a measurement system. How can 

one determine if someone completed aU the steps necessary for the plan? Who should 

make that determination? Should the employee making that determination submit his 

finding in a written form, or orally? Different tasks require different reporting 

methods. Choose one that reflects economy with both time and resources. 

Overall, the key word in planning is flexibility. If any part of the plan is inflexible, 

the plan will most likely fail. When things go wrong, and they will, the staff must 

evaluate the situation, make changes, and move on. Altering the course does not 

constitute failure, but represents a desire to complete the project. The planners may 

use the worksheet m Figure 2.7 to aid in the creation of action plans. 
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Action Plan Worksheet 

For Objective # Busmess Plan # 
Business Plan: 

Task to Be Completed By Whom Due Date 
1. 
2. 
3. 
4. 
5. 

Figure 2.7. Action Plan Worksheet. 

Implementing and Reviewing the Plan 

As employees implement the plan, the Board should continually analyze the 

success of the plan so that redirection can occur as needed. The Board should 

determine at what mtervals they requu-e reports. Weekly, biweekly, or monthly, 

reporting can occur dependmg on the nature of the project. Staff should not get bogged 

down in paper work. There is no need to waste valuable employee time. Staff should 

report back only as often as necessary to keep everyone apprised of the situation. More 

is not always better, sometimes it is just more. The review process helps to ensure 

success of the plan. If, during evaluation, an employee discovers that the plan is not 

sound, staff should alter or totally do away with the plan if necessary. Remember, a 

good plan is flexible, economically sound, clearly defined, and capable of being 

evaluated. If at any pomt the plan no longer fits these criteria, the CEO should make a 

decision on whether or not to continue work on it. 
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Figures 2.8-2.15 provide additional formats for the mformation that the 

organization should include m the completed fact book. Fellow workers can access and 

mterpret the mformation written m this form easily. Many people will use this 

mformation, so presentation must be concise and clear. One should not feel limited by 

the number of spaces shown m instances where numbers have been placed to indicate a 

list. The design of this format is an example, not an absolute. Vary the number of 

spaces to fit the needs of the planning organization. 

Belief Statement Format 

We believe that: 

1. 

Figure 2.8. Belief Statement Format. 
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Mission Statement 

The mission of is 

Figure 2.9. Mission Statement Format. 

Parameters 

1. We win 

2. We will 

3. We win 

4. We will 

Figure 2.10. Parameters Format. 
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Intemal Analysis (Organizational Stmcmre) 

Our organizational stmaure is delineated in the following manner: 
(draw in organizational chart here) 

Figure 2.11. Intemal Analysis A Format. 

Intemal Analysis (Sttengths) 

Our Sttengths are: 
1. 
2. 
3. 
4. 

Figure 2.12. Intemal Analysis B Format. 
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Intemal Analysis (Weaknesses) 

Our major weaknesses are: 
1. 
2. 
3. 
4. 

Figure 2.13. Intemal Analysis C Format. 

Extemal Analysis 

Major extemal factors that will affect our organization within the next 3 years are: 

1. 
2. 
3. 
4. 

Figure 2.14. Extemal Analysis Format 

Objectives 

Our objectives for the next years are to: 

1. 
2. 
3. 
4. 

Figure 2.15. Objectives Format. 
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CHAPTER III 

IMPLEMENTATION OF THE PLANNING MODEL 

Inttoduction 

Applying the Model 

The next step in the design of this planning process involves refining the model. 

Implementation of the model will reveal areas which need adjustments. The reader 

should keep in mind that the presentation of the model is in a general form, designed to 

flex enough for any organization to adapt it to its existing stmcture and format of 

operations. The design of the planning process should aUow not only for general long 

range planning, but, by using the model, the planning organization can determine the 

viability of a specific project for itself, and how best to implement it. 

The original goal of this project involved the creation of an educational program 

for Theatte Three using the planning process. In December of 1995, the Board voted to 

discontinue all children's programming due to financial constraints. At that point, the 

focus of the dissertation process became general long range planning for Theatte Three, 

instead of planning for the specific educational program. The model stmcture should 

remain intact, as its design apphes to specific and general types of planning. 

Theatte Three's Planning History 

Theatte Three developed a Long-Range Planning Committee as a part of its Board 

of Directors m 1994, m response to an outside evaluation of the organization which 

suggested a need for long range/strategic planning. A letter to the Board from the 

Tummark Corporation, an independent general management and operational consulting 

fmn, reflects the need for planning. "Not unlike other nonprofit organizations, the 

effectiveness of your Board of Directors can be diminished significantly by sheer size, 
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lack of knowledge of the organization's mission/plan/results, poor attendance, and 

unfamiliarity with theu- duties." Ah of the suggestions made by the evaluatmg 

organization "relate dkecdy, or indhectly, to the absence of long-range plannmg with 

appropriate review and approval by your [Theatte Three's] Board of Du-ectors" 

(Price). 

Although the Board formed a committee, a lack of formal ttaining in the field of 

planning limited the contributions of this committee. The challenge inherent in this 

stage of the dissertation project became educating the planning committee on the steps 

of planning, while working within the stmcture it already estabhshed. In order to 

provide maximum benefit to the planning organization, the committee determined it 

would be more beneficial to the organization to ttain one of the Board members to lead 

the planning than to have an outside facilitator. Therefore, Barbara Yount, the Chair 

of the Long Range Planning Committee, wiU lead the planning effort, with guidance 

from Ginny Davis. Ms. Davis and Ms. Yount met to discuss the planning process, 

what the Board has accomplished to date, and where to go from this point. 

The First Meeting 

Educating the Facihtator 

The first meeting, which lasted an hour, took place at the home of Barbara Yount 

on March 14, 1996. After outlming the planning process, Yount and Davis determined 

that the Long Range Planning Committee would go through the planning process and 

then report the findings, via the fact book, to the Board for discussion and approval at a 

regular monthly Board meeting. This method of action remains consistent with the 

operating procedures of the Board of Du-ectors of Theatte Three. Ms. Yount will 

distribute the fact books to the Board two weeks prior to that meeting allowing ample 

time for pemsal. Decisions made at the March 14 meeting mcluded: 
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1. Ms. Davis will compile information which the Board had aheady completed. 

This information includes a mission statement, an organizational chart, parameters, 

beliefs, and results of a Board survey done by the Long Range Planning Committee. 

2. Ginny Davis will distribute mtemal analysis forms (Figure 2.1) to the personnel 

of Theatte Three and compile the results for the Long Range Planning Committee 

(Figure 3.1). 

3. Barbara Yount will read the fu-st two chapters of the dissertation written by Ms. 

Davis in order to further clarify the plannmg process. 

4. Jon BeUer, an intem at Theatte Three, will gather information about other 

theatte organizations in the Dallas area for the competition analysis. He will contact 

Ms. Davis in order to obtain instmction on this process. 

5. The Long-Range Planning Committee will devote one meeting (date to be 

announced) to the discussion of extemal influences which affect Theatte Three. The 

committee will use the Extemal Analysis Worksheet as a starting point. 

6. An outside party will talk with Executive Producer/Director Jac Alder about the 

current organizational stmcture. He will suggest possible ways to restmcture the staff 

which remains since the large cutbacks within the organization. 

7. The Long-Range Planning Committee will evaluate all prehminary information 

compiled for analysis and will create objectives for a three year plan. 

8. The Long-Range Planning Committee will forward the fact book, complete with 

objectives, to the Board for pemsal. 

9. Because Ms. Davis' intemship ends m May, there will not be ample time to 

complete the entire planning process with the organization, only the sttategic plannmg. 

Because of this, Davis will use the work completed by the committee in the creation of 

a sample fact book, business plan, and action plan, for the organization to use as a 

guide m its completion of die plannmg process. 
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Intemal Analysis Worksheet Results 

Twenty surveys were distributed to the personnel of Theatte Three. Thuteen were 
retumed. This is a retum rate of 65%. The results have been compiled in sections in 
no certain order. In instances where responses were almost identical, the number of 
times that response was duplicated is indicated in parenthesis following the response. 
The responses appear in the language in which they were received. 

I. Personnel 
Sttengths: 
1. mostiy very dedicated people, responsible (4) 
2. employees take their job seriously 
3. broad range of talent within each employee (3) 
4. mtem staff has always been an exceptionally hardworking group despite theu-

menial pay (4) 
5. employees drive, motivation 
6. box office staff now appears to be solid and capable 
7. unity; sttong sense of oneness 
8. accounting department on top of every item (2) 

Weaknesses: 
1. low pay makes maintaining morale and performance very difficult 
2. low pay leads to high tumover, and therefore less competent staff 
3. not always someone with decision makmg power m office from 9-5, so it is 

hard to get projects done (3) 
4. jobs undefmed; "it is not my job"; "it is not my departtnent" (4) 
5. tumover in the box office 
6. the Executive Du-ector's "fmger m every pie" approach, combmed with the 

Chief of Operations mability to manage anythmg properly leads to ineffective 
leadership (3) 

7. communication (8) 
8. nobody to deal with pubhcations except Jac 
9. mtems are given no du-ection, guidance, or assistance (5) 
10. Some employees are unquahfied to do what they do. Friends are not always 

the best employees. 
11 Box Office management needs to be more corporate. 

Figure 3.1. Results from Intemal Analysis Worksheet. 
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12. Financial management not available when needed. 
13. Employees don't always follow through. 

II. Production Process 
Sttengths: 
1. scheduling is year round 
2. talent pool is good (3) 
3. Performance and rehearsal dates scheduled excellentiy by Terry. 
4. intem staff excellent 
5. The shows go up when scheduled despite a process which is made more difficult 

that necessary due to lack of communication. (4) 

Weaknesses: 
1. one week tumaround difficult with limited staff 
2. need regularly scheduled production meetings 
3. need Stage Manager with authority to facilitate communication 
4. now that we have no Production Manager or Technical Du-ector, the scheduling 

and communication to and between production staff is awful (3) 
5. publicity (programs) 
6. if scheduling is done, it is not always communicated down to the support staff 
7. intems need guidance (3) 
8. Communication, for the most part, is poor at best. Everyone has a very 

important part and deserves to know what's going on. (4) 
9. need someone to organize volunteer help 

III. Finances 
Sttengths: 
1. Weekly meetings insure that Management and Finance Committee are fully 

aware of all financial activities. 
2. Terry keeps up with grant writing chores well. 
3. Mark, Terry, and Pat are exttemely competent at these tasks. (3) 
4. Production departments work hard to stay within budgets. 

Weaknesses: 
1. Don't actively pursue enough corporate fundmg (3) 
2. Budgeting process is not reality based. Budgets are made with unrealistic 

revenue projections. Year after year the theatte continues this method without 
ever wanting to "bite the bullet" and right the ship. How long until this causes 
die theatte to close? (3) 

Figure 3.1. Continued. 
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3. More publicity could be done to improve our income. 
4. More research could be done to improve our grants. 
5. need approvals for all expenditures 

rv. Facilities 
Sttengths: 
1. have own rehearsal space 
2. own facility mstead of rent 
3. rental of space brings in extta cash 
4. good location 

Weaknesses: 
1. hard to keep things neat and tidy when we are sttetched so thin 
2. cat box/ cat food ttash is stinky; needs to be cleaned regularly; can be smelled 

in the lobby by pattons (6) 
3. need regular maintenance other than intem staff 
4. need to upgrade T2 so rental fee can go up and produce more income 
5. need all systems fimctioning; they are in place — they just need maintaining and 

updating (i.e., dishwasher, sewing machines, typewriters) 
6. upkeep is definitely lacking (9) 
7. Bathrooms are a constant embarrassment. It shouldn't he on the intems 

shoulders. 

V. Equipment 
Sttengths: 
1. We own our own equipment and don't have to pay rental fees. 
2. On the whole, the physical side of our productions have been of very high 

quality. 
3. costuming good 
4. production designers very talented and hardworking 

Weaknesses: 
1. Box Office desperately needs new answering machine. This one probably won't 

last another season. 
2. Computer system is antiquated and doesn't meet current needs of the theatte (5) 
3. Need user friendly Personal Computer for staff use on premises (3) 
4. need a Technical Dkector (4) 
5. need warehouse space for storage and buildmg (5) 

Figure 3.1. Contmued. 
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6. maintenance of lightmg equipment needed 
7. Widi the exception of cosmmes, there is no one around with the time or 

knowledge to properly mamtam the equipment that we do have. 
8. phone system a continuous problem 
9. need sewing machine repau-s 

VI. Research and Development 
Sttengths: 
No Responses. 

Weaknesses: 
1. need desperately to network the area need Theatte Three and other arts hsts to 

atttact new pattons 
2. I am not aware who, if anyone, handles this. Does that answer your question? 

VII. Customer Service 
Sttengths: 
1. Box Office staff friendly and competent (3) 

Weaknesses: 
1. Box Office staff kept apart from everyone else and is not always mformed of 

things. 
2. we never have enough ushers 
3. house opens late consistentiy 

VIII. Communication 
Sttengths 
No Responses 

Weaknesses: 
1. communication is difficult between Administtation, Box Office, and 

Telemarketing 
2. big problem; lack of communication 
3. Communication is difficult in this organization when all things must flow 

through Jac. Many times he is unavailable and communication grinds to a halt. 
4. Basically there is no real communication among the staff until it becomes 

absolutely necessary. 
5. Big problem! Does everyone know what is going on? 

Figure 3.1. Continued. 
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6. terrible 

7. If you happen to show up for work two hours early you might fmd out there's a 
production meeting. 

IX. Other Concem 

1. We need to get some cash flowmg m - more grants, fund raismg efforts, etc. 
Staff has been sttetched to die breakmg point; cutting any more diere will hurt 
more than it will help. 

2. Where is die fiiture artistic leadership gomg to come from? Jac's leadership 
style prevents artistic growdi of die staff, so who will he ttust to mm it over to 
when he retires? 

3. need to msure that mtemships are educational, not just cheap labor (2) 

X. What do you consider the most important area for improvements in the immediate 
future? 

1. advertising (3) 
2. facilities upgrade 
3. balancing budget (2) 
4. communication (5) 
5. The personnel and financial management of the theatte should be more of an 

issue for the Executive Director, but he has set up a paradox: all things must 
flow through him; but, he routinely ignores those items that are ttoublesome. 

6. closer contact between administtation and the intems (3) 
7. utilizing skills of individuals even more 
8. Board needs to raise more money. This is the single most important area for the 

future of this organization. 
9. Communication between Box Office and Telemarketing. Neither part knows 

what the other is doing. This is oiu- customer service; it needs to be beyond 
fabulous. 

10. expand subscriber base 

Figure 3.1. Continued. 
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Completion of Tasks 

Towards the completion of these tasks, Ms. Davis created an information packet for 

distribution to the committee. It mcluded the mission statement (Figiu ê 3.2), the 

current organizational chart (Figure 3.3), results of a Board survey which included 

objectives for future consideration, and results of the intemal analysis survey done by 

the personnel (Figure 3.1). Additionally, at the request of Yount, Davis wrote sample 

belief statements and parameters. Davis based these samples on literature from the 

archives of Theatte Three. These behefs and parameters appear as a part of the sample 

plan for Theatte Three (Figures 3.4 and 3.5, respectively). Davis also met with Alder 

and compiled a list of what Alder considers an accurate description of the jobs of his 

employees. He did so under duress, expressing the opinion that the Board did not need 

that information. Alder did, however, devote one and one half hours to the completion 

of this task. The results of this appear with the sample plan in Figure 1.3. These 

results, in the opinion of this author, do not reflect an accurate picttire of what each 

employee actually does on a daily basis. This opinion is based on eight months of 

observation of the organization at work. Ms. Davis delivered all of this mformation 

to Barbara Yount, along with a copy of the first two chapters of her dissertation. Yount 

made copies of the mformation packet to disttibute to die Long Range Planning 

Committee. 

Yount and Davis planned a second meeting for one week later. This meeting took 

place at Yount's home. Over dmner, the two discussed the plannmg system. Yount 

expressed concern that completing the plan over several sessions would not meet the 

requu-ements set out m the dissertation. Because the plannmg organization should have 

the freedom to adapt the plan to the workings of theu- organization, Yount and Davis 

agreed that they would continue on the course afready outiined. Also at this meeting, 

Davis determined that the intem scheduled to complete the extemal analysis did not 

77 



• • • H i 

have time to complete that task, and requested the committee look at those issues when 

they meet the next time. 

Following this second meetmg, Yount set up a meetmg of the Long Range 

Planning Committee for April 3, 1996. Additionally, Yount engaged a consultant to 

talk with the Executive Director of Theatte Three about options on how to organize his 

staff. The Executive Director, however, sees no need for this type of intervention. 

His view is that the Board's job is to "raise money," and it remains his responsibility 

to staff and mn the theatte as he sees fit. At this point, the issue of an outside 

consultant sits on hold. 

Mission Statement: 

The mission of Theatte Three is: 
to produce a very wide range of literature for the stage so that our 

understanding of the human condition is expanded rather than conttacted through 
insulation; 

to illuminate the ideas and emotions the author intends rather than imposing 
other ideas and emotions alien to the writer's intent; 

to create a work place where mature and young artists are supported in personal 
and artistic growth, to use systems of mentoring, apprenticing with trammg to pass on 
theatte skills; 

to emphasize employment of artists who make their year round residence in 
Dallas and North Texas; 

to be inclusive as a theatte organization recognizing all elements of the company 
and community; 

to promote the particular pleasure that is gamed only from live performances of 

actors; and 
to serve our immediate and larger community by offering an experience that is 

accessible and natural for all, rather than a forbiddmg and mysterious ritual reserved 
for an elitist few. 

Figure 3.2. Theatte Three Mission Statement 
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Intemal Analysis (Organizational Stmcture) 

Or organizational stmcture is delineated in the following manner: 

Board of Directors 

Founding Artistic 
Director 

Associate Artistic 
Director 

—Ekecutive 
Producer/Director 

Director of Public 
Relations 

I 
Customer 
Services 
Staff 

Chief of Director of 
Operation^ Publications 

Marketing 

Designers 

Maintenance 
Staff 

1 
Accounting 
Staff 

Technical 
Director 

I 

Directors 

Assistant 
to 
PrnHnrpr 

Production Running 
Staff 

1 

Actors, Singers, 
Musicians, 
Danrprg 

Crew 

Figure 3.3. Theatte Three Organizational Stmcture. 
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Belief Statement 

We believe that: 

1. Theatte is comprised of three ingredients, without which there is no theatte art: the 
authors, the theatte artists, and die audience. 
2. Theatrical productions facilitate our understanding of the human condition. 
3. Continual education of audiences, board members, and personnel is essential to the 
creative process. 
4. Theatte should be a vital part of all communities. 
5. There is an inherent benefit to live theatrical performances. 
6. Theatte attendance should not be restricted because of income. 
7. No one should be discriminated against on the basis of color, sex, sexual 
preference, physical handicap, or religion. 

Figure 3.4. Theatte Three Belief Statements. 

Parameters 

1. We will choose no literature for performance that is discriminatory against any 
individual on the basis of race, sex, sexual preference, physical disabihty, or religion; 
nor will we tolerate any discriminatory behavior from our staff. 
2. We will clearly define a manager for all major projects to be undertaken. 
3. We will undertake no large projects without a cost estimate first. 
4. We will promote education of our board, audience, and staff. 
5. We will hire actors, designers, and staff who choose to make Dallas or North Texas 
their year round home. 

Figure 3.5. Theatte Three Parameters. 
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Meeting of the Long-Range Planning Committee 

Barbara Yount held the fu"st meetmg of the Long-Range Plannmg Committee at 

her home. Members attending included Barbara Yount, Greg Ballew, Craig Kadiy, 

and Mike Brennon. At this meeting, Yount distributed extant materials gathered by 

Davis to the committee. FoUowmg diat, they used the Board Extemal Analysis 

Worksheet as a guidelme to work through the extemal analysis process. Barbara Yount 

acted as facihtator, and as secretary. They completed the form m two hours, then 

adjoumed. The results of that analysis appears in Figure 3.6. The committee made 

plans to meet again and discuss the materials provided by Ms. Davis. The group did 

not set a date for this meeting. 

Extemal Analysis Worksheet Results 

I. Economics: 
1. corporate donations are down - these are now more competitive 
2. multiyear giving is almost gone 
3. govemmental grants disappearing 
4. arts support organizations like TACA and 500 Inc. are giving less 
5. city growth showing in demand for housing - hundreds of new units in the 

immediate Theatte Three area being built for high doUar apartment dwellers 
6. lots of foundations that we need to try to tap mto 

II. Pohtics 
1. local funding is still there, but decreasmg 
2. more conservative atmosphere nationally, state and local 
3. National Endowment phasmg out 

III. Social Issues 
1. repubhcan values coming back 
2. aids issue becoming an accepted topic - overdone m theattes 

Figure 3.6. Extemal Analysis Worksheet Results. 
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3. swing back to family values 
4. Dallas is a volunteer city - How do we take advantage of that? 
5. crime rate in Dallas okay - people still get out at night 

IV. Demographic Trends 
1. check with Northside People Newspaper for demographics in Theatte Three area 
2. our audience is over 60, female, white, white collar, coUege educated 
3. our audience fits the projected norms for theattes nationwide - how do we 

change this? 
4. average hfe expectancy is increasing 
5. younger people are earning more expendable income 

V. Technology 
1. Web site a must — can we order tickets this way, too? 
2. communication tools available to ease our load — investigate new electtonic 

reservation systems on person computers 

VI. Labor Market 
1. Number of Equity Actor's residing in the Dallas area sufficient to cast from, 

however, very few theattes are hiring Equity — wiU this talent pool dry up? 
2. Barbara sent to Nonprofit Management Technology for forms (wiU be here in 

four weeks) pertaining to actor market in Dallas area and wages 
3. pay for technicians jobbing in is not set in town 
4. non union workers get paid very httie anywhere in Dallas - can they eam a 

hving wage? 

VII. Equipment and Supphes 
No Responses 

VIII. Competition 
1. Dallas Theatte Center - hkes outside DaUas for all major roles, tickets more 

expensive, well known name, domg high dollar dieatte and bringmg m New York 

designers 
2. Addison Center Theatte (Wmdmill Theatte) - far out of town, family oriented 

since new management, bringing m B-cu-cuit stars 
3. Dallas Children's Theatte - domg children's programmmg only 

Figure 3.6. Continued. 
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4. Swiss Avenue Theatte - small, lower ticket prices, smaller budget, located in 
Deep EUum 

5. Dallas Summer Musicals - high doUar tickets, operates in summer only, brings 
in New York shows and doesn't provide much local employment except for technician 

6. El Centto College — children's programming 

Figure 3.6. Continued. 

Continued Planning 

Due to the start of the summer season, members of the Long Range Committee 

can not meet for quite some time. The committee intends to meet and discuss the 

materials provided by Ms. Davis. In domg so, they intend to finalize the mformation 

for the fact book, mcluding the beliefs, parameters, mission statement, mtemal and 

extemal analysis, and objectives. This meetmg is expected to last between three and 

four hours. Once that is done, Yount wUl type up the mformation for the fact book 

and disttibute it to the Board for pemsal. After the Board exammes the fact book, the 

entu-e group wiU discuss it, make any necessary changes, and ratify it at the next 

monthly Board meeting. From diere, die fact book will go to die CEO and Department 

Heads for the creation of busmess plans and action plans. 

Conclusions 

The purpose of diis sttidy was to create a plannmg process diat would benefit small 

not-for-profit dieattes m order to mcrease tiieu- efficiency, and diereby increase dieu-

likelihood for success. Parts of die plannmg process were successful, while odiers 

were not. After receivmg feedback on worksheets and forms from diose who used 

diem, Davis modified diem to mclude some additional areas and to delete odiers. For 

example, die area of communication did not originaUy appear on die Intemal Analysis 
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form. The addition of this area happened after discussions with employees, and after 

fmdmg that almost all of them mentioned the problems with the communication within 

the organization. The Extemal Analysis Worksheet for the Board went dirough some 

changes as weU. The worksheet origmally contained a section that dealt with some 

equipment issues about which the Board had no knowledge. The issues particularly 

related to production, so removal seemed the obvious choice. The forms and 

worksheets appear to now be good working tools for an organization to use, although 

different organizations may want to add to these in order to account for the 

individuahty of their organization. 

A second area of modification to the plan involves the length of the planning 

session. Although it is possible to plan using several shorter working sessions instead 

of one long one, it does not seem to provide the best altemative. The group loses focus 

and momenmm as time passes. If the possibihty exists to create the fact book in one 

session, the planning group should do it that way. 

A second mistake relating to time became apparent as the process evolved. 

Gathering data before the planning session takes much more time than anticipated. The 

process takes months, not weeks, in order to gather a fiiU picture of the organization's 

place in its environment. The generation of this material involves many people and a 

great deal of time. Organizations may choose to caU in outside consultants when 

gathering data. This factor alone increases the time estimate. The more people 

involved in the project, the longer the process takes. 

While the formats work, the success of the process as a whole for this organization 

remains dubious at best. The reason for this does not fall to a faulty planning system, 

but to the fact that it is a system not everyone can commit to using. The management 

style of some organizations does not foster successful long-range planning. Steiner, in 

Strategic Plaiming: What Every Manager Should Know, echoes this sentiment by 
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saying "Planning is a line responsibility. One of the problems with plaiming in the 

not-for-profit sector, in my judgment, is that too much planning is done by planners 

without acceptance of lme management responsibihties. Top managers must get 

mvolved" (335). If top management does not commit to sttategic planning, the 

planning has no chance of succeeding. Planning does not just involve a set of 

procedures, but a way of thinking. It is a commitment towards the mission of an 

organization and its future. Administtators facing overwhelming problems in the 

immediate time frame have difficulty focusing on the future. All resources become 

focused on the immediate ttauma. 

"Planning systems must be custom-made to suit the organization, the subject matter 

addressed, and personal styles and interests of administtators" (Steiner 335). In the 

case of Theatte Three, the plan developer did not work the very dynamic opinions and 

personahty of the CEO into the planning system. She made this choice in order to 

keep the system maUeable. A broad, flexible system can apply to more organizations. 

This mistake wiU most likely lead to the failure of this planning process for that 

institution. Even though the Long-Range Planning Committee completed much of the 

process, they have done so in the absence of the CEO. He does not usually participate 

in committee meetings, but does attend monthly Board meetmg, where the plan will 

theoretically appear for discussion. Davis determined to work within the confmes of 

the operating proceedures established by Theatte Three, and therefore did not attempt 

to include the CEO at this level of the plannmg process. Failure to do so ahenated him 

from the process. This, combined with his conviction that a Board's job mvolves 

raising money and leaving the mnning of the Theatte to him, wiU probably ensure that 

the plan gets no fiuther than the writing of objectives. The design of the system 

necessitates that everyone involve himself m the process. 
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Having said this, the author does not intend to place blame on either the planning 

system or the organization. She simply found the two incompatible. The management 

style of Theatte Three does not support implementation of a plan where everyone must 

take part. Theatte Three wUl continue to mn on "mmitive-anticipatory" management 

as long as Jac Alder mns the organization. This method has kept the theatte mnning 

for 35 years, and wUl continue to do so until Mr. Alder retires or the theatte closes. 

Some organizations will not benefit from this planning system. Some dogs cannot 

leam new tricks, or do not want to do so. If the organization does not commit to the 

planning process, then gomg through the motions of planning will simply waste 

everyone's time. One committed planner can not carry an entire organization through 

the implementation of a successful plan. If the CEO of the organization does not see 

the relevance or planning, or is afraid of change, then the planning process is doomed 

to failure. Planning takes patience, enthusiasm, and commitment. It is a long and 

tedious task, but one that arts organizations cannot afford to ignore. The results of 

good planning can make the difference in hfe and death for many organizations, 

especially m these turbulent times. 

Figures 3.3-3.6, when combined with Figures 3.7-3.12, create a sample plan for 

Theatte Three. This sample plan, based on information gathered from Theatte Three, 

provides a guideline for organizations to use in their quest to create a plan. 
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Intemal Analysis 

Our sttengths are: 

1. Talent base is good. 
2. Theatte Three operates year round. 
3. Theatte Three is the oldest professional theatte m operation in Dallas. 
4. Theatte Three hires local actors. 
5. Employees are self motivated. 
6. Intem staff contribution to the production process is immeasurable. 
7. Jac and Norma's names are synonymous with theatte in Dallas. 
8. Theatte Three owns its own rehearsal and performance space. 
9. Theatte Three is in a good location. 
10. Theatte Three owns the equipment they use, therefore, no money is wasted on 

rentals. 
11. The quality of production is over all above average. 
12. Rental of Theatte, Too brings in extta cash. 

Figure 3.7. Theatte Three Sttengths. 

Intemal Analysis (Weaknesses) 

Our major weaknesses are: 
1. Communication between staff, management, and board is very weak. 
2. There is no financial stability for this organization. 
3. There is no planning done within the organization. 
4. The staff is overextended. 
5. There is a lack of leadership. 
6. Advertising has been cut to a minimum because of ftmding. 
7. The facihty is in bad need of cleaning and repairs. 
8. Theatte Three has no storage space. 
9. Equipment at Theatte Three is in bad need of repak. 
10. There is no one being ttained to replace Jac. 

1 

Figure 3.8. Theatte Three Weaknesses. 
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Extemal Analysis 

Major extemal factors that wUl affect our organizations within the next three years; 
1. Funding cuts by govemment agencies. 
2. Housmg expansion around Theatte Three. 
3. Continued expansion of movie industry. 
4. New artistic management expected at the Dallas Theatte Center. 
5. Cuts m fundmg for DaUas Independent School Disttict field ttips. 
6. Extended life expectancy for our elderly population. 

Figure 3.9. Theatte Three Extemal Analysis. 

Objectives 

Our objectives for the next three years are: 

1. to create a plan for financial stabUity for the theatte by the end of the next fiscal 
year; 
2. to create job security for the creative staff by the end of the next fiscal year; 
3. to cultivate a successor for Jac by hiring someone three years prior to his 

retirement; 
4. to establish materials for orienting new Board members before the next election. 
5. to increase the subscriber base by 15% by the start of the next fiscal year. 

Figure 3.10. Theatte Three Objectives. 
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Busmess Plans 

For Objective # 5 
Objective: To mcrease die subscriber base by 15% by die start of the next fiscal year. 

Possible ways to meet this objective are: 
1. Increase telemarketing campaign. 
2. Bring a friend campaign. 
3. Market to new housing in Theatte Three area. 
4. Create special package for former subscribers. 
5. Exchange lists with other Dallas arts organizations m order to expand the mailing 

list. 

Figure 3.11. Theatte Three Sample Business Plans. 

Action Plans 

For Objective # 5, Business Plan 5 
Business Plan: To exchange hsts with other DaUas arts organizations in order to expand 
the maUing hsts. 

Task to Be Completed 
1. Phone Dallas Arts Organizations 

and determine who is wiUing to 
ttade hsts. 

2. Print copies of our patton hst. 

3. Deliver lists to other organizations 
and get their hsts. 

4. add new list to the computer 

By Whom 
Terry 

Nick 

Jon 

Guy and intem 

Due Date 
July 1, 1996 

July 5, 1996 

July 7, 1996 

July 30, 1996 

Figure 3.12. Theatte Three Sample Action Plan. 
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The creation of these reports fulfdls a requu-ement of intemship which states that 
bi-weekly reports be sent to the dissertation committee. These reports were sent via E-
Mail to Dr. Richard A. Weaver, Chair of my committee. I deleted the personal notes 
and questions for Dr. Weaver which preceded each report, as they have no bearing on 
this project. 

Tuesday, October 3 - Today I contacted die Partoership for Arts and Culttu-al 
Events (PACE) about maUing labels for the Region X schools. We purchased labels so 
that we can create a maihng hst of our own for the Elementary, Junior High and High 
Schools. After completion, I will do some data entry so that we can create our own 
maihngs to the schools. I ran errands for Mark in the moming, and spent the aftemoon 
reading Sttategic Planning, by Kaplan, and answering phones. 

Wednesday, October 4 - 1 started the mailing hst for the Elementary Schools in 
Region X. There are over 200 of them. 

Thursday, October 5 - 1 finished the Elementary School mailing hst and also the 
Junior High list. 

Friday, October 6 — Today I completed the mailing hsts for the schools by typing 
the High School hst. 

Monday, October 9 - Today I composed a letter to region X teachers about Our 
Town and what Theatte Three is offering with that performance. We are offering to 
come teach a class for them about the play, playwright, and production elements if they 
are going to attend a performance. I went home at noon because I was iU. 

Tuesday, October 10 - I spent the moming m the library today getting more books 
on sttategic planning. In the aftemoon, Jac took me to his house and taught me how to 
use PageMaker on his computer. I took the text I had for the DaUas Schools and the 
Region X letters to teachers and created a flier to maU out. In the evening I had 
rehearsal for Our Town. They did not have enough people to be m the chou-, so I am 
gomg to be in the show. I wiU trade off some daytime working hours for the evenmg 
performances. 

Wednesday, October 11 - I took the Our Town fliers to the printer. While I 
waited on that project to be completed, I read Corporate Sttategic Planning by Capon, 
Farley and Hulbert, Planning for die NonPlanner by Elhs and Pekar, and read The 
Planning Process by Brickner and Cope. 
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Thursday, October 12 - This mommg I prepared die Our Town mailers for 
disttibution. I wrote personal notes to aU of die Dallas Independent School Disttict 
(D.I.S.D.) teachers and will foUow up widi calls. Jac and I had lunch widi die Dallas 
Area Cultural Development Dkectors to taUc about fund raismg on die mtemet. This 
was a very mformative luncheon. I learned a great deal about die mtemet itself. What 
an amazmg tool the mtemet is. Theattes defmitely need to leam more about it and put 
it to work for diem. After lunch, I read What's Your Game Plan by MUton 
Lauenstem, and pemsed The Arts and die World of Busmess by Georgi. The Georgi 
Book is a bibhography of arts management articles and books which would be great 
except it was printed m 1971. It is quite out of date, hi die evenmg I had a rehearsal 
for Our Town. 

Friday, October 13 - Jac printed the October newsletter without having anyone 
proof it. It was full of errors, not the least of which was the wrong dates for the mn 
of the next show. I spent the day putting correction labels over the wrong dates in 
1500 maUers. Lesson leamed here: always, always, always proofread! 

Monday, October 16 - Today I put mailing labels on the newsletters. That took 
the entire day. 

Tuesday, October 17 - Today I caUed to set up appomtments with D.I.S.D. 
teachers. I also created Our Town coupons for the Southwest Theatte Association 
(S.W.T.A.) registtation packets and took them to the printers. I finished reading 
Sttategic Planning by Steiner. 

Wednesday, October 18 — Today I read How to Develop a Business Plan in 15 
Days by Luther. I scheduled some additional appointments with DaUas teachers. I 
intend to survey them about what kinds of programs they feel would be most beneficial 
to their students. I started cleaning the offices today. We have an National 
Endowment for the Arts (N.E.A.) representative coming this weekend to make an on 
site visit which wiU help determine ftmding. After lunch, I picked up the S.W.T.A. 
coupons and arranged for their delivery to Chuck Sheffield. I started reading Practice 
of Planning: Sttategic, Administtative, and Operational by Reinharth, Shapfro and 
Kallman. 

Thursday, October 19 - Today I cleaned for the N.E.A. visit. I also read What's 
Your Game Plan by Lauenstein whUe waiting to dehver the buUc maU at the post office. 

Friday, October 20 — I continued to clean for the N.E.A. visit. I also created a 
survey form for the Dallas teachers. Tonight I had an Our Town rehearsal. 
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Monday, October 23 - Today I worked the mm over from The Price to Our 
Town. I helped with lighting strike and rehanging all day. I attended rehearsal for Our 
Town in the evening. 

Tuesday, October 24 - Met widi Karen Harkey at W.T. White High School today. 
I scheduled an additional meeting and an audition workshop with her. They are about 
to do Annie, and she wanted to pick my brain about promoting it. She agreed to be a 
pilot school for the educational programming once we have established it. Once again, 
I had a night rehearsal for Our Town. 

Wednesday, October 25 - Worked lighting focus (ran the light board) this 
moming. I met with Brenda Prothro at Skyline High School in the aftemoon. I also 
booked a group of 100 gifted and talented seventh and eighth grade smdents to attend a 
performance of Our Town. I wiU provide them with a foUow up lecmre about 
Thomton WUder, the play, and the time period in which it was written. Jac will also 
go with me and talk about directing the play. I had a technical rehearsal for Our Town 
this evening. 

Thursday, October 26 — I spent the moming at Hendrick Middle School 
workshopping with students. In the aftemoon I caught up on paper work. Right now 
we are trying to set up a relationship with the teachers in the area so that when we 
finally get thmgs established for the educational program, the contact wUl already be 
made. I had a technical rehearsal for Our Town this evening. 

Friday, October 27 - I spent the day at the library. 

Samrday, October 28 - We had two preview performances of Om Town today. 

Sunday, October 29 - We had two preview performances of Our Town today. 

Monday, October 30 - I made a flier for the Christmas show to send out to die 
elementary schools. I also made some additional appomtments to meet with teachers. 
I spent the aftemoon ttymg to fix my computer. Tonight was press night for Our 
Town. Tomorrow will be dark. 

Thursday, November 2 - Started readmg Tobacco Road which wUl be the next 
show here after the Fantasticks. Jac and I attended a Culttiral Development Dkectors 
meeting where we discussed fund raising through the mail. Jac has finally realized diat 
he is not playmg m the same league with the other cultural organizations. They are aU 
marketing on a much larger scale. This is something that must be dealt with if they 
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hope to continue to compete in this market. We had an evenmg performance of Our 
Town. 

Friday, November 3 - I attended die S.W.T.A. convention m Richardson. 

Sattirday, November 4 - I attended die S.W.T.A. convention and did two 
performances of Our Town. 

Sunday, November 5 - I did two performances of Our Town. 

Monday, November 6 - I had the day off. 

Tuesday, November 7 - I finished reading Tobacco Road m the moming. I spent 
the aftemoon working on O Tannenbaum. It is not educationally valuable at the 
moment and some teachers complained last year. I am revising the script, and also 
making an activities packet to prepare the smdents for the performance. We had an 
evening performance of Our Town. 

Wednesday, November 8 - Ann called from PACE and said they needed maps to 
send to the schools that they are booking in for us. I made and delivered a map. I 
spent the aftemoon in the hbrary looking for material that would be suitable to 
incorporate into O Tannenbaum. So far I have not found anything I like. 

Thursday, November 9 — 1 worked on my lecture about Our Town for Monday. 
We had an evening performance tonight. 

Friday, November 10 - I spent the day in the hbrary getting new books on 
sttategic planning, and looking for information for O Tannenbaum. It is challenging to 
find literature that is relevant to this time of year, but not specific to Christmas. We 
have to steer clear of that Christmas message because it is pubhc school. We had an 
evening performance of Our Town. 

Saturday, November 11 - We had two performances of Our Town. 

Sunday, November 12 - We did two performances of Our Town. Additionally, I 
did the final revisions on the lecmre for the junior high smdents that came to see 
Saturday night's performance. Jac and I are going to their school to talk to them 
tomorrow. 
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Monday, November 13 - We went to Frankhn Junior High to lecmre today. The 
children have some major discipline issues, but seemed to enjoy our taUc. I started 
work on the O Tannenbaum script this aftemoon. 

Tuesday, November 1 4 - 1 had the day off. We had an evening performance of 
Our Town. 

Wednesday, November 1 5 - 1 started creating educational packets for schools 
which include coloring activities, math, vocabulary, connect the dots, and stories, all 
related to O Tannenbaum. We had an evening performance of Our Town. 

Thursday, November 16 — 1 went to substimte ttaining in Piano this moming 
There is stiU the possibility of the theatte folding, and I want to be prepared for that if 
it should happen. I typed information for the educational packets and letters to the 
schools. We had an evening performance of Our Town. 

Friday, November 17 — We had a production meeting for O Tannenbaum today 
We discussed changes that can feasibly be made in the time frame we have. 
Additionally, we discussed long range plans that involve next year's performance. We 
are adding an Alaskan flair to the show and focusing more on the winter solstice. We 
had an evening performance of Our Town. 

Saturday, November 18 — We did two performances of Our Town. 

Sunday, November 19 - We did two performances of Our Town. 

Monday, November 20 - I rewrote the O Tannenbaum script today. In the 
aftemoon I went to W.T. White High School and watched auditions for theu-
production of Annie. I made the first round of cuts for casting. The music and chou-
teacher will then select the cast from die callback list. I had die evenmg off. 

Tuesday, November 21 - Today I finished the educational packets and mailed 
them to schools. I watched a second day of auditions at W.T. White High School, and 
then went back to Theatte Three for yet anodier performance of Our Town. 

Wednesday, November 22 - Today we worked gettmg ready to load m O 
Tannenbaum. For the next month I wUl mosdy be workmg with die odier mtems 
getting three shows loaded in and running. We cleaned the rehearsal hall ( which is 
referred to as Theatte, Too!) and started putting m die platform seating. We had an 
evening performance of Our Town. 
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Thursday. November 23 - Thanksgivmg Day! We had die day off. 

Friday, November 24 - I took die day off and rettimed to DaUas from Turkey 
Day at Mom's to do an evenmg performance of Our Town. 

Samrday, November 25 ~ We had two performances of Our Town. 

Sunday, November 26 - We had two performances of Our Town. After die fmal 
performance I helped with light and set sttike. 

Monday, November 27 - We completed strike and began hangmg hghts for 
Fantasticks. 

Tuesday, November 28 - I located stored props for Fantasticks and replaced 
missing ones. They do this show every year at Christmas time. 

Wednesday, November 29 - I helped with hght focus today. After focus was 
complete, I helped Linda Blase (hghting designer) write cues into the board. 

Thursday, November 30 - I finished getting the rehearsal hall ready to move in O 
Tannenbaum. We puUed out last year's materials, and started hooking up the 
Christmas ttee which has over 4,000 hghts on it, including a laser, sttobes, bubble 
lights, mirror baUs, and presents that hght up. We are going to add on to the hght 
board (which was buUt for this show) so that we can have more hghts and special 
effects capabihties. 

Friday, December 1 - We cleaned the house, lobby, and green room for the 
opening of Fantasticks. 

Samrday, December 2 - Because we are miming another show at the same time, 
we are short on people to load in the ChUdren's show. Jon and I worked from 11 a.m. 
Saturday to 1 a.m. Sunday moming loading it in, and we only scratched the surface. 
Beth joined us after she finished her chores for running the other show. It is mosdy 
lighting things that are the problem. 

Sunday, December 3 - Again we worked from noon to midnight. Linda comes in 
when she can to give us more tasks. She is also doing an additional show at the DaUas 
ChUdren's Theatte and is going back and forth between the two. Again, Beth helped 
Jon and me after she finished her other work. 
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Monday, December 4 - Technical rehearsals for O Tannenbaum began today. We 
went through it once, then broke for lunch and shoppmg for additional props and 
lighting supplies. After a couple of hours at work, we ran it again. It is frusttating to 
me because nobody is officiaUy dkecting this production. I have ideas that it is not my 
place to share, yet smce nobody is m charge, die show is suffering. The hghting 
designer created a show for adults diat feattu-es this Christtnas ttee and all its wonderful 
tticks. It was adapted (poorly) for chUdren and tumed mto a children's show. After 
discussion about the show, I further rewrote it to mvolve the character Zany the 
Clown, and die audience more. It stiU focuses on the ttee, but the chUdren are 
mvolved with it. The actor playmg Zany would more righdy be named "Pensive the 
Clown", and has no busmess domg a children's show. He is an intem here, and they 
did not want to have to pay someone to play this role. It was frusttatmg to me because 
I reaUy feel hke I could have made the production better but it is still the lightmg 
designer's baby, so it was not my place to step m and direct. Ah, die frusttations of 
being an intem. 

Tuesday, December 5 - Today I picked up the checks from our bookmg service for 
the schools that had paid, and made reminder calls to those who had not. O 
Tannenbaum continued to rehearse, but I was needed elsewhere. We started auditions 
for Tobacco Road right after lunch. Tiffany and I ran those auditions. I read in the 
other roles in the scenes for those auditioning. There were two shifts of auditions, 2 
p.m. to 5 p.m., and 6 p.m. to 9 p.m. 

Wednesday, December 6 — We had our first group for the chUdren's show today. 
There were 166 smdents plus their teachers in a space that holds 150 comfortably. 
When Maria (summer intem) set things up with the booking agency, she failed to 
inform them that this show was in Theatte, Too, not Theatte Three. By the time I 
caught the mistake, there were two performance days that already had over the 150 
limit. There are no assigned seats, the kids just sit on platforms, so we decided to 
squeeze them in. Additionally, Maria scheduled performances of this show into the 
DaUas school winter break. Here is a prime example of no planning at work. I have 
spent a good deal of my time here dealing with problems created by people who did not 
adequately plan. After the first performance (where I functioned as House Manager), 
we made some alterations. We found out that we needed more speakers in the back of 
the house because that constant chUd buzz covered the music for those in the back. 
After lunch, we again ran auditions until time for the dinner break. Auditions foUowed 
the dinner break as well. 

Thursday, December 7 - The chUdren's show had 105 smdents and their teacher today. 
It was a much more manageable crowd. We added the needed speakers to the back of 
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the house, and painted the floor around the ttee so it is not quite so ugly After lunch 
we cleaned the green room, lobby and house for Fantasticks. Boy, do they need a 
cleaning staff around here. The cleaning staff, of course, were die fu-st ones to go widi 
the budget cuts. 

Friday, December 8 - Today we had 182 smdents for O Tannenbaum. There were 
two schools which were very late. They said they were lost because they never 
received a map. I taUced to the bookmg agency who is responsible for sendmg diose, 
and, of course, diey said they sent diem. I created maps and faxed diem to die 
remaming schools on the hst. It seems that the teachers are not receivmg them for 
some reason. 

Saturday, December 9 - 1 had a day off. 

Sunday, December 10 - I had a second day off! 

Monday, December 11 - We had 120 smdents for the chUdren's show today. 
After lunch we cleaned the theatte for tomorrow night's show. 

Tuesday, December 12 — We had a small group of 40 smdents for the show today. 
After lunch we took the aftemoon off. I went to the library to work on my 
dissertation. 

Wednesday, December 13 — Today's school canceled so I did not have to go in to 
work. I wrote twenty pages of my dissertation today. After I made corrections, I 
decided to put page numbers on before I printed it. The whole thing disappeared into a 
black hole some where. After much crying and gnashing of teeth, I sat down to rewrite 
it. 

Thursday, December 14 - We had another smaU group for the chUdren's show 
today. After lunch, I came home and finished rewriting the fu-st twenty pages of my 
dissertation, which I have now saved onto two disks, as well as in the hard drive. I am 
anticipating writmg chapter two before mid-January, and I wiU send you chapters one 
and two together to look at and give guidance at that time. 

Friday, December 15 - The third show for December is about to open. It is Black 
Nativity by Langston Hughes. They are performing on the Fantasticks set with a few 
changes and, of course, additional props. Since the Fantasticks reopens after 
Christmas, they wiU also be using the same lighting plot, but they do not have a 
lighting designer for this show because the hghts are already hung. They do not want 
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to have to pay Linda to do another show that is akeady hung. So what does this mean? 
The mtems get to become designers and write die cues. Neidier Bedi nor Tiffany has 
ever written cues, so I am die lucky winner. The only problem is I have never seen die 
show. Tiffany (who is stage managing) and I spent the aftemoon creating cues and 
writing diem into die computer. She would teU me what die scene looked lUce; we 
would look at the hook up chart and see what hghts were hung where, and dien we 
would fake a cue. We got act one done after lunch. Act two wiU be done Monday 
before theu- first technical rehearsal. 

Samrday, December 16 - I had a day off. 

Sunday, December 17 - I had die day off. 

Monday, December 1 8 - 1 completed writmg hght cues before the 3 p.m. 
rehearsal. We had time to go back and mn all the cues and to tweak them a litde. I 
am proud to say that Jac only edited three cues, and they were all timing problems. 
Not bad for a show I have never seen. I spent the aftemoon settmg up for the Theatte 
Three Christmas party which was from 5 p.m. to 10 p.m. I set up tables and chairs for 
the adult performance of the chUdren's show. I also bought decorations and made hors 
d'ouveres. 

Tuesday, December 1 9 - 1 cleaned up the aftermath of the Christmas party today, 
and also cleaned for the opening night of Black Nativity. I met with Jac about a new 
high school intem who I have arranged to begin working here in January. I am 
planning to create a schedule for her since no one seems to be in charge around here, 
and the intems do whatever they see that needs to be done. I do not want her to have 
to wander aindessly We also discussed a musical theatte workshop for the summer for 
high school teachers in the Dallas area. Jac wants me to set one up. Additionally, we 
are going to do some acting workshops for high school smdents in January and 
February. I attended Black Nativity, and ended up helping out because a dimmer pack 
went out during the show and they were franticaUy trying to get light on the stage. Jac 
was angry and yelled at the intems mnning the board, who could not help the problem. 
The intems were crymg, and Jac was mad. I talked to Jac after the show. He realized 
that there was nothing that could have been done. He apologized to the giils mnning 
the board, and hopefully the problem wiU be fixed tomorrow. 

Wednesday, December 20 - My mother was in town today. I took the day off to 
spend it with her. 
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Thursday, December 21 - Today I began sttiking O Tannenbaum. I was die only 
one there until 3 p.m. I think the other intems were punishing me because I took the 
day off yesterday. It is a precarious simation I find myself in, because my job is 
different from theu-s. At fu-st, Jac did not want me to help diem at all since I am an 
admmisttative intem. After he realized there was no way to get three shows up and 
have auditions for a fourth without additional help, he stopped glarmg at me when I did 
the gmnt work around the theatte. However, now the mtems thmk I am supposed to 
do whatever they do, and they get miffed when I have to spend time at my desk (which 
I have not been able to do in a mondi). Oh, weU. 

Friday, December 22 - When I got to work diis mommg there was a smk full of 
dishes in the green room and a clogged dram. I dealt with diat fu-st, then fmished 
striking O Tannenbaum. 

Saturday, December 23- Sunday, January 31 - Christmas Break 

Monday, January 1 — I was off today. 

Tuesday, January 2 - We are off to a slow start in January. Everyone is exhausted 
from the hectic pace of December, so it is pretty slow around here. We stmck the 
Black Nativity props and costumes today. Mark was the only administtative person at 
work today other than myself. 

Wednesday, January 3 — Again aU is quiet at work. I spent the day going through 
neglected paperwork on my desk. I also created a hst of things that need to be 
accomplished at work by the end of January. I talked to Rick Pacheko today. He is 
the coordinator of the Executive Assistant program for D.I.S.D. He told me more 
about the program, and we scheduled a time for Melissa to come mterview. If all goes 
weU with the interview, she will begin working for us on January 15, and will be here 
until the end of April. She wiU receive high school credits for her mtem work here, 
and we will receive free help four days a week. It seems hkt it will be a good deal for 
everyone. 

Thursday, January 4 - Today Jac asked me if I wanted to dkect the children's 
show Tumbleweed Theatricals. The show is a collection of foUc tales from around the 
world. It was created here at Theatte Three and is changed a bit every year. The 
script is weak, but since they do not care if it gets rewritten, I am going to do some 
work on it. I spent the aftemoon creating a tentative schedule for Melissa. Theatte 
Three is not big on scheduling and planning ahead, so this is not only a novel idea, but 
a tricky one. Since so many people have been laid off, no one is sure who is in charge 
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of what. ConsequenUy, things do not get done untU someone realizes that it should 
have been taken care of. You could call it reactionary management. We seem to be 
one step behind, always. 

Friday, January 5 - 1 talked to Ann at the booking agency, and we only have five 
schools booked for die children's show right now. D.I.S.D. starts school again on 
Monday. I am going to get a mail piece about the show together for the schools. I 
spent some time today workmg on die script. 

Monday, January 8 - Today we sttiick die Fantasticks set, hghts, and props. 

Tuesday, January 9 — 1 spent the moming in the hbrary fmding information about 
Erskine Caldwell for Jac. He needed some good background information to use in the 
press packets for Tobacco Road, our next show in die season. It seems that I am now 
doing the publicist's work in addition to my own, as she never comes in to work, but is 
still on the payroll. This is a perplexing simation. WhUe I was in the hbrary, I looked 
for more books for dissertation purposes. This aftemoon I finished the flyer for the 
schools, had it printed, and dehvered it. 

Wednesday, January 10 — I ran the hght board for the focus session today. 
Between button pushings, I read the books I got on CaldweU and marked sections of 
interest for Jac. I was able to give this work to him by the end of the day. I guess you 
could say I was dramaturg/hght board operator today. 

Thursday, January 11 — This morning we packed away and catalogued the props 
for Fantasticks. This show is done every year, so careful storage is essential on this 
one. I took Bmce (Cosmme Designer) shopping today for Tobacco Road fabric and 
accessories. I got to make some design decisions about fabrics and pattems. It is nice 
that everyone here tmsts my judgment so much. I fmd myself doing all sorts of jobs. 
Jac and I mterviewed Melissa today. She is a very bright, energetic smdent. She wUl 
start on Monday, January 15. 

Friday, January 1 2 - 1 spent the moming at home putting button holes on a dress 
for the show, since none of the machines at Theatte Three are capable of such work. I 
made the marquees for Tobacco Road today, also. This is the missmg Pubhcist's job 
as well. Mark mentioned to me today how pleased Jac is with my work. He said that 
Jac was impressed that I got things done efficiendy and thoroughly. He also said they 
are trying to find a place for me to stay on for next season. I know they can not afford 
me, but it is nice to be wanted! 
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Monday, January 15 - Melissa started work today. We worked on die season 
renewal maUer. I also made food arrangements for the press openmg of Tobacco 
Road, took flyers for die children's show to be printed, and made a lobby display for 
All I Really Need to Know I Leamed m Kindergarten. 

Tuesday, January 16 - Today I addressed flyers for die ChUdren's show to 
teachers who have attended performances here before. The aftemoon was spent 
working on the season renewal mailmg. 

Wednesday, January 17 - Tiffany, Mehssa and I cleaned die downstau-s storage 
room out and made a usable office space out of it. 

Thursday, January 1 8 - 1 spent die mommg pulhng head shots from die non
equity file so that Jon could caU and mvite diem to audition next week. We fmished up 
the season maUing in the aftemoon. 

Friday, January 1 9 - 1 spent the moming in the library looking for folk songs that 
would be appropriate for the children's show. I also retumed the books I previously 
checked out which tumed out to be useless as far as my dissertation goes. There is 
almost nothing written about planning for theattes. 

Monday, January 22 — I spent most of the morning on the phone trying to find the 
best way to market to the D.I.S.D. teachers. There are approximately 9,000 teachers 
in D.I.S.D. Jac has determined that this is the market to hit for AU I Really Need to 
Know I Leamed in Kindergarten. It has now become my problem to do it. I finaUy 
found a way that wiU only cost what it takes to print the material. Distribution wiU be 
done by D.I.S.D. for free. We spent the aftemoon getting ready for auditions. Smce 
I am now responsible for Melissa at work, I find myself involved m a great deal more 
menial labor as I teach her how to do things here. We Xeroxed forms, puUed head 
shots, and got supplies together for tomorrow's auditions, which she and Tiffany wUl 
mn. Bmce and I will be watching auditions m order to cast Kindergarten and 
Tumbleweed Theatricals. 

Tuesday, January 23 - I watched auditions all day. 

Wednesday, January 24 - After taUdng to our booking agency, we determined that 
the Tumbleweed Theatricals should be canceled. In fact, due to the precarious 
financial simation here, they are considering canceling aU chUdren's programming for 
next year. Again, we are looking at a decision being made that has not been thought 
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dirough. I hope to be able to meet widi die Board soon to go du-ough die sttategic 
planmng process, and perhaps help diem make some mformed decisions. Right now, 
diey are so bogged down widi fmancial ttouble diat diey do not want to deal widi me. 

Thursday, January 25 - Today I cleaned. 

Friday, January 26 - I did not work today because of iUness. 

Monday, January 29 - Today I started writing Chapter II of my dissertation. It 
was awful; I ttashed it and will begm agam. I have been really sick for two weeks, 
and I finally went to the doctor on Friday. He gave me some medication which is 
making me a useless human bemg. I wUl attempt Chapter II agam when I am weU. As 
soon as that is complete, I wUl forward both chapters to you. I left work early and 
went back to bed. 

Tuesday, January 30 - This moming I helped Tiffany make stage management 
forms on my computer. After lunch, Melissa and I bundled 9,000 coupons mto groups 
for the D.I.S.D. schools. 

Wednesday, January 3 1 - 1 spent the morning writing up this report. I wUl dehver 
D.I.S.D. coupons for distribution this aftemoon and then clean the scene shop with 
Melissa. 

Thursday to Sunday, February 1-4 — 1 wiU be attending the Texas Educational 
Theatte Association conference in Houston. 

Monday, Febmary 5 — 1 spent the moming meeting with Jac to discuss the focus 
of my work from this point on. He has decided to do away with aU children's 
programming for next year, so that puts me in a sort of lame duck position. It has been 
determined that I wUl continue with the planning process and will use it to help make 
plans for the next season. I am gomg to be workmg on schedulmg, and promotions 
type work from now until I am done at Theatte Three. Jac was very adamant that I 
finish my dissertation and not become a "statistic". He is gomg to let me take some 
days off to get work done on it. The repercussions of these changes are that I will be 
spending more time planning generaUy, rather than specifically on the education 
program. 

Tuesday, February 6 - 1 spent the day reading texts on non-profit management. 

Wednesday, Febmary 7 - Today I wrote eleven pages of Chapter IL 
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Thursday, Febmary 8 - Today I worked on creating a musical theatte workshop 
for teachers for the summer. Additionally, I started backing out dates on the calendar 
for the 1996-97 season. This will evenmally be a master calendar for the office. 

Friday, Febmary 9 — 1 continued to work on the calendar today. Additionally, I 
spent the aftemoon looking for props for All I Really Need to Know I Leamed in 
Kindergarten. 

Monday, Febmary 12 - Today I edited the first two chapters of my dissertation. I 
also created the marquees for Kindergarten. I made some calls today about the summer 
workshop. 

Tuesday, Febmary 13 - I am at a standstill on projects until I get my hands on 
Jac. He is m rehearsal aU day and, therefore, not available for office work. I worked 
some on my dissertation bibhography. I also read Practical Sttategic Planning by 
Anthony. I took a maUing for Pastors to the printers. Xeroxed new music for 
Kindergarten rehearsals, and interviewed a prospective intem. 

Wednesday, Febmary 14 — 1 went on a props mn this morning to buy a stop 
watch. I also went to the library to get some new books. Terry (Jac's assistant) had 
oral surgery, so I spent most of the aftemoon tending to him. He had to be sedated, so 
I had to take him home, and go get his medicine. The rest of the day I spent working 
on the season ticket renewal mailing. 

Thursday, Febmary 15 — 1 worked on the mailing until it was time to pick up 
Ernie Zulia at the airport. He is die playwright for Kindergarten. I'm doing the 
company manager work now, I guess. I brought him to the theatte and inttoduced him 
to the director, cast, and office staff. He wUl be with us for four days to offer advice 
on the production. We started lighting sttike today, too. 

Friday, Febmary 16 - Today I did theatte maintenance in the morning, then took 
Ernie to lunch. After lunch, I took him to one of his television mterviews. I spent the 
rest of the aftemoon faxing press releases to campuses, and then took the maUing to the 
post office. 

Monday, Febmary 19 - Today we went mto tech week. Today was light hanging 

day. 

Tuesday, Febmary 20 - I ran die hght board for hght focus today. I got some 
additional writing on my dissertation completed while I sat m the booth. 
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Wednesday, Febmary 21 - Today we made props and went shopping for music and 
props for Kindergarten. I spent some time in the aftemoon talking with our high 
school intem making sure she is getting what she needs from this program. 

Thursday, Febmary 22 - I held book for rehearsal today. 

Friday, Febmary 23 - Today we cleaned to get ready for preview weekend and 
did last mmute prop shoppmg. 

Monday, Febmary 26 - I spent the mommg answering phones, because Terry is m 
rehearsals. This aftemoon I shopped for the press night party and for things to make 
the press packets. I spent the rest of the day making the press packets and cleaning. 

Tuesday, Febmary 27 - Mark, Pat, and I were the only ones at work today 
because it is the day after press opening. I answered phones and cleaned. 

Wednesday, Febmary 28 - I helped the intems clean, then spent the rest of the 
day answering phones. I did a few mail reply chores for Jac. I read a couple of plays 
that are being considered for next season. 

Thursday, Febmary 29 — Everyone had a meeting in Jac's office to discuss the 
upcoming season. I was uninvited by Thurman because the mailing he should have 
done last week had not been completed. Being the low man on the totem pole, I got to 
answer phones and work on the season renewal notices. I did this all day long. A few 
suggestions that I made to Mark did get into the meeting, and those changes are going 
to be made. The intem schedule is the main concem, because no one is in charge of all 
of the intems, so there is no schedule for them now that we are in production for two 
months. I offered solutions to the scheduling problems, and they were accepted. I 
doubt that anyone knew they were my ideas, but it does not matter as long as the work 
is getting done. 

Friday, March 1 - I worked on the maUing untU time for the company meetmg. 
We all met at 10:30 for a kind of "state of the theatte" meetmg. I left there after one 
hour with no new information. It is a shame that the only company meeting we had 
was not very productive. The season has still not been picked. Sttess was placed on 
the fact that Kindergarten must sell, sell, seU. 

Monday, March 4 - Today I answered phones, and finished writing a chapter of 
my dissertation. I hope to get it put into the computer tomortow night so editing can 
be done this weekend and I can deliver it to Dr. Weaver. 
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Tuesday, March 5 - Today we began cleaning the theatte in a big way. We 
started cleaning alcoves, so that we can move some things that are messing up the 
theatte into storage in those alcoves. This took all day, and we are not fmished yet. 

Wednesday, March 6 — Today we finished cleaning the green room and alcoves. I 
spent the rest of the day answering phones and working on my dissertation. 

Thursday, March 7 — Today we hung pipes in the loft space and moved the 
cosmmes up there to store. We also started cleaning the scene shop. 

Friday, March 8 — Maintenance on the theatte continued m the moming. I spent 
the aftemoon in the library looking for scripts for Theatte Three to do next season. Jac 
is looking for a period comedy piece with an older male role. I picked a variety of 
things for him to pemse: Moliere, Jonson, Galsworthy, etceteras. 

Monday, March 11 - I took the clothes to the cleaners because Tiffany is sick. I 
answered phones and read Arcadia, which the theatte is going to do next season. 

Tuesday, March 12 - I went to Lubbock to deliver my dissertation to Dr. Weaver, 
to talk to Dr. Moon about being on my committee, and to taUc to Peggy in the Graduate 
School. 

Wednesday, March 1 3 - 1 was stiU in Lubbock. 

Thursday, March 14 - Today I fmished readmg Arcadia. I also worked on die 
bibliography for my dissertation. I taUced to Mark about die possibility of staymg on at 
Theatte Three dirough June to stage manage Murderer. He wants me to, now I have to 
taUc to Jac about that. I met with Barbara Yount, who is die Chau- of die Long Range 
Plannmg Committee of the Board of Dkectors for Theatte Three. We went over steps 
mvolved m planning, and determmed a time frame and a mediod of attack. We wiU 
meet again next Tuesday evening for dinner. 

Friday, March 1 5 - 1 put together some information for Barbara in the mommg. 
In the aftemoon, I typed diis mformation, and delivered it, along widi a copy of my 
dissertation so far, to her house. 

Monday, March 18 - In the mommg, I dealt with some unresolved publicity issues 
set up by Sharon (Pubhcist) before she left Theatte Three. We are domg some ttade 
widi die Dallas Voice, and I had to put togedier 225 patts of tickets for a give away. I 
also Xeroxed and distributed 20 employee mtemal analysis worksheets to everyone who 
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works at Theatte Three. I anticipate the retum of these forms within one week. I 
included everyone from telemarketing and the Box Office, as weU as administtation. 
In the midst of all of this, I answered phones. 

Tuesday, March 19 — Today I answered phones at work, and did some cleaning. I 
also prepared for a meeting with Barbara Yount. I had dinner with her and Craig. She 
had read my dissertation, and gave me some feedback on that. Additionally, we went 
over the steps we oudined at the last meeting and clarified them now that she has a 
better idea about the planning process. She is going to set up a meeting with the entire 
Long Range Planning Committee when she remms from Chicago next week. 

Wednesday, March 20 - Today I worked on my Dissertation, proofreading again, 
and doing some additional book reading. I also talked to Jac about the possibility of 
my staying on at Theatte Three untU the next show is over, even though my intemship 
will be completed. We worked out a deal so that I will be Assistant Du-ector and Stage 
Manager for the next show. This works out reaUy weU for me. 

Thursday, March 21 - Today I read Murderer and created a prop list and a sound 
plot. I also made up audition forms. It is a pleasure to once again be on the directing 
end of the process. 

Friday, March 22 - Today I cleaned out the head shot files. There were head 
shots from back m 1991 that had not been taken out. They are now up to date. 

Monday, March 25 ~ Today was no fun at all! We had phone ttouble and only 
had one phone (die fax hne) diat was workmg. CaUs for die Box Office, 
Telemarketing, and Administration all came mto that one lme that is positioned right 
next to my desk. I spent almost the entu-e day takmg ticket reservations and runnmg 
them to the Box Office. 

Tuesday, March 26 - This mommg I spent several hours widi Mark gomg over 
the Murderer scripts before the production meetmg. At noon we had a two hour 
production meeting. This show is gomg to be a nighttnare technicaUy. We continued 
to have phone ttouble today. After die production meeting, we cleaned die dieatte and 
ran errands. 

Wednesday, March 27 - Today Tiffany and I went prop price shoppmg. This took 

aU day. 
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Thursday. March 28 - 1 spent the moming with Jac working on job descriptions 
for the intemal analysis section of the sttategic planning process. Afterwards, I read 
Sylvia, which Theatte Three is doing next season. I cleaned the green room, and took 
the laundry in as well. 

Friday, March 29 — Today I typed up the Theatte Three job descriptions and 
compUed the responses to the Intemal Analysis surveys from the employees. No 
surprises on the information contained in those. 

Monday, April 1 - Today I answered phones, gathered rehearsal props, and 
worked with our high school intem some. 

Tuesday, April 2 - 1 judged a University Interscholastic League One Act Play 
competition today in El Paso. 

Wednesday, April 3 - 1 retumed from El Paso to late to retum to work today. 

Thursday, April 4 - 1 caught up on all that happened at Theatte Three m my 
absence. 

Friday, AprU 5 - I caUed people that we puUed from the head shot fde about 
auditions. I answered phones and made audition appointments aU day. 

Monday, AprU 8 - I prepared for auditions today. I copied sides, puUed head 
shots, cleaned the audition area, and gathered supphes needed. 

Tuesday, April 9 - Mark and I watched auditions for Murderer aU day and 

evening. 

Wednesday, April 10 - Mark and I watched auditions for Murderer agam. 

Thursday, April 11 - I made calls to die auditionees today. Fu-st we call diose we 
want to see agam, then we caU all of the people who are not bemg considered for a role 
to diank diem for auditionmg. Since we saw about 150 people, caUmg took all day. 

Friday, April 12 - I prepared for caU backs, whUe answering phones. In die 
aftemoon, I cleaned. 

Saturday, April 13 - We had aftemoon call backs for Murderer. 
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Monday, April 1 5 - 1 made calls to the people not being offered roles today. 
After I completed this, I spent the rest of the day prop shopping. I have a 17 page prop 
list for this show. 

Tuesday, April 16 — 1 spent today gathering additional information about the 
history of Theatte Three from the archives for my dissertation. 

Wednesday, April 17 — 1 worked on my dissertation all day. 

Thursday, April 18 — 1 once again worked on my dissertation all day. 

Friday, April 19 — The gendeman we offered the lead in Murderer accepted a role 
with another theatte, so we have to re-audition his role. I spent the day remaking 
sides, and preparing for those auditions. I left early today because it is my birthday. 

Saturday, April 20 — We reauditioned the role of Norman Bartholomew today. 

Monday, April 22 - I talked to Barbara Yount today and they are not going to be 
able to help me on sttategic planning like they thought. They are still going to finish 
going through the process, but can not do so at this time. They had an additional 
meeting whUe I was in El Paso and covered the extemal analysis section. She wiU 
forward me the notes from that. She asked that I create examples of how to do the rest 
of the planning process so that she can complete that after I leave. I revised the first 
chapter of my dissertation today 

Tuesday, April 23 - In the moming, I prepared for the production meeting which 
we had at noon. After the production meetmg I revised my second chapter. 

Wednesday, April 24 - I typed m aU the revisions for my first two chapters today. 

Thmsday, April 25 - I went prop shoppmg all day today. 

Friday, April 26 - I prepared for rehearsal to begm today. I finished gadiering 
rehearsal props, and domg aU of die paperwork diat must be completed for Actor's 
Equity. 

Sunday, April 28 - Today was die last performance of Kmdergarten. We stmck 
the sets and light after it was over. 
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Monday, April 29 - Mark and I taped the set out on the floor of the rehearsal hall, 
and moved all of the props down there. We have our first rehearsal tomorrow and my 
intemship is officially over. At that point I become Assistant Director and Stage 
Manager. However, I doubt there will be any distmction in my duties in the future. 
I'm sure I wiU just be an ordinary intem. 
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APPENDIX B 

PERFORMANCE HISTORY OF 

THEATRE THREE 
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1960-61 
WAITING FOR GODOT by Beckett 
LILIOM by Molnar 
HOME OF THE BRAVE by Laurents 
THE RELUCTANT DEBUTANTE by Home 
BORN YESTERDAY by Kanm 
SABRINA FAIR by Taylor 
THE LADY'S NOT FOR BURNING by Fry 

1961-62 
SIX CHARACTERS IN SEARCH OF AN AUTHOR by Pu-andeUo 
THE MOON IS BLUE by Herbert 
THE TAVERN by Cohan 
LOOK BACK IN ANGER by Osbome 
MRS. McTHING by Chase 
THE LITTLE FOXES by HeUman 
WAITING FOR GODOT by Beckett 
THE MEMBER OF THE WEDDING by McCuUiers 
PHYSICIAN IN SPITE OF HIMSELF by Moliere 
DON JUAN IN HELL by Shaw 

1962-63 
TO GETTYSBURG by Vhet 
AND SOMEDAY I'LL DIE by Madsen 
ROCK A BYE CHARLIE by Dunn 
PURLIE VICTORIOUS by Davis 
THE NEW DRUNKARD by Middleton/Alder 
ALL THE WAY HOME by Mosel 
THE HOSTAGE by Behan 
TWO FOR THE SEESAW by Gibson 
JULIUS CAESAR by Shakespeare 
LIGHT UP THE SKY by Hart 

1963-64 
THE ZOO STORY by Albee 
THE TIME OF YOUR LIFE by Saroyan 
THE NIGHT OF THE IGUANA by WUhams 
COUNT DRACULA by Alder/O'Dwyer 
CHAMPAGNE COMPLEX by Stephens 
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1963-64 continued 
THE AMERICAN DREAM by Albee 
THE CARETAKER by Pmter 
THE EMPEROR JONES by O'Neill 

1964-65 
ALICE IN WONDERLAND by Cartoll 
OH DAD, POOR DAD . . . by Kopit 
THE LITTLE HUT GIRL by Rousseau 
THURBER CARNIVAL by Thurber 
THE TENDER TRAP by Shulman/Smidi 
TEA AND SYMPATHY by Anderson 
OF MICE AND MEN by Stembeck 

1965-66 
SOLID GOLD CADILLAC by Teichmann/Kauffman 
IN WHITE AMERICA by Duberman 
WRITE ME A MURDER by Knott 
THIEVES CARNIVAL by AnouiUi 
DARK OF THE MOON by Richardson/Bemay 
VISIT TO A SMALL PLANET by Vidal 
THE DEVIL'S DISCIPLE by Shaw 
CAT'S EYE by Echols 
STOP THE WORLD I WANT TO GET OFF by Newley/Bricusse 

1966-67 
BUS STOP by Inge 
THE SPARE RIB by Chft 
A MAN'S A MAN by Brecht 
THE MAIDS by Genet 
MISS JULIE by Sttindberg 
ARSENIC AND OLD LACE by Kessehing 
A FUNNY THING HAPPENED . . . by Sondheim/Gelbart/Shrevelove 

1967-68 
THE BOYFRIEND by WUson 
EH? by Livings 
PANTAGLEIZE by de Ghelderode 
THE INNOCENTS by Archibald 
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1967-68 Continued 
STOP THE WORLD I WANT TO GET OFF by Newley/Bricusse 
THE GREAT SEBASTIANS by Luidsay and Grouse 

1968-69 
GALLOWS HUMOR by Richardson 
THE CAVE DWELLERS by Saroyan 
THE ROAR OF THE GREASPAINT . . . by Newley/Bricusse 
THE MIRACLE WORKER by Gibson 
THE VENETIAN TWINS by Goldoni/Alder 
THE FANTASTICKS by Jones/Schmidt 

1969-70 
TARTUFFE by Mohere/Wilbur 
THE ADDING MACHINE by Rice 
LOOT by Orton 
CELEBRATION by Jones/Schmidt 
HEDDA GABLER by Ibsen 
A FUNNY THING HAPPENED . . . by Sondheim/Gelbart/Shrevelove 

1970-71 
THE SKIN OF OUR TEETH by WUder 
THE LAST SWEET DAYS OF 
ISAAC by Cryer/Ford 
MISALLIANCE by Shaw 
COME BACK, LITTLE SHEBA by Inge 
NOBODY LOVES AN ALBATROSS by Alexander 
ANYTHING GOES by Porter/Crouse/Lmdsay 

1971-72 
THE PLAY'S THE THING by Mohiar 
THE ME NOBODY KNOWS by Shapiro/Friedman/Holt 

INDIANS by Kopit 
THE PHILANTHROPIST by Hampton 
COLETTE by Jones 
THE VENETL\N TWINS by Goldoni/Alder 
THE RAINMAKER by Nash 
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1972-73 
TWICE OVER LIGHTLY by Coward 
COMPANY by Sondheim/Furdi 
THE IRREGULAR HEART by Anouilh 
AND MISS REARDON DRINKS A LITTLE by Zmdel 
THE EMPEROR JONES by O'NeUl 
THE FRONT PAGE by Hecht/McArthur 
SCHOOL FOR WIVES by Moliere/Wilbur 

1973-74 
CANTERBURY TALES by CoghiU/ HiU/ Hawkms/Starkie 
THE BOYS IN THE BAND by Crowley 
THE IMPORTANCE OF BEING EARNEST by WUde 
ELECTRA by Gkoudoux 
RUDDIGORE by Gilbert/SuUivan 
GODSPELL by Tebelak/Schwartz 
SCUBA DUBA by Friedman 

1974-75 
GINGERBREAD LADY by Simon 
TWIGS by Furth 
ONE FLEW OVER THE CUCKOO'S NEST by Wasserman 
THAT CHAMPIONSHIP SEASON by MiUer 
THE MISANTHROPE by Moliere/WUbur 
WHISPERS ON THE WIND by Kuntz/Crane 
PURLIE by Davis/Geld/UdeU 

1975-76 
WHEN YOU COMING BACK RED RYDER? by Medoff 
SHELTER by Cryer/Ford 
THE MEMBER OF THE WEDDING by McCuUiers 
A VIEW FROM THE BRIDGE by Miller 
SEVEN KEYS TO BALDPATE by Cohan 
CORRAL by Albert/Guth 
S'WONDERFUL by Gershwm/Alder 

1976-77 
FALLEN ANGELS by Coward 
JEEPERS CREEPERS, HERE'S HARRY by Warren/Alder 
ROAD TO ROME by Sherwood 
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1976-77 continued 
LITTLE MARY SUNSHINE by Besoyan 
IN CELEBRATION by Storey 
TARTUFFE by Moliere/Wilbur 
THE FANTASTICKS by Jones/Schmidt 

1977-78 
ROBBER BRIDEGROOM by Welty/Uhry 
THE LEARNED LADIES by Moliere/Wilbur 
LADIES AT THE ALAMO by Zindel 
PORTER, PLEASE by Porter/Alder 
AFTER THE FALL by Miller 
CANDIDE by Bemstem/Wheeler/Wilbur 
SLEUTH by Shaffer 
OTHERWISE ENGAGED by Gray 

1978-79 
THE RUNNER STUBMLES by Stitt 
THE SHADOW BOX by Christofer 
HAPPY END by Brecht/WeUl 
JUMPERS by Stoppard 
THE MISER by Mohere 
STARTING HERE, STARTING NOW by Mald)y/Shu-e 
SIDE BY SIDE BY SONDHEIM by Sondheim 
SMALL CRAFT WARNINGS by WiUiams 

1979-80 
NEW YORK IDEA by Mitchell 
DRINKS BEFORE DINNER by Doctorow 
CHICAGO by Ebb/Fosse/Kander 
TAKING AWAY OF LITTLE WILLIE by Griffin 
THE SEAGULL by Chekov 
HOW I GOT THAT STORY by Gray 
FOR COLORED GIRLS . . . by Shange 
PRESENT LAUGHTER by Coward 
YIP, YIP, HOORAY!! by Harburg/Alder 

1980-81 
A WOMAN OF NO IMPORTANCE by WUde 
HOUSE OF FLOWERS by Arlen/Capote 
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1980-81 continued 
THE MISS FIRECRACKER CONTEST by Henley 
STRIDER by Tolstoy/Rozovsky 
BEDROOM FARCE by Ayckboum 
RISE AND SHINE by Berim/Alder/Snell 
THE ELEPHANT MAN by Pomerance 
FATHERS DREAMS by Gallagher 

1981-82 
EDEN COURT by Guyer 
BILLY BISHOP GOES TO WAR by Gray 
SPLENDID REBELS by Joselovitz 
WORKING by Terkel/ Schwartz/Various 
DESIGN FOR LIVING by Coward 
PHYSICIAN IN SPITE OF HIMSELF by Moliere 
THE GONDOLIERS by Gilbert/SuUivan 
THE WORLD OF PAUL CRUME by Cmme/Haynes 
CLOSE OF PLAY by Gray 

1982-83 
REJOICE, DANG IT, REJOICE! by Cmme/Haynes 
SHE STOOPS TO CONQUER by Goldsmidi 
THE CRASHING OF MOSES FLYING BY by LeFevre 
ANTONY AND ME by Johns 
WHY AM I ALWAYS ALONE . . . by Johns 
TRUE WEST byShepard 
SWEENEY TODD by Sondheim/Wheeler 
MAN AND SUPERMAN by Shaw 
DON JUAN IN HELL by Shaw 
FRATERNAL ORDER by Foster 
TOMFOOLERY by Lehrer 
THE QUALITY OF MERCY by Hall 
FINAL PASSAGES by Schenkkan 
MORNING'S AT SEVEN by Osbom 

1983-84 
FOR COLORED GIRLS . . . by Shange 
SECOND THRESHOLD by Barry/Sherwood 
CHARLOTTE SWEET by Colby/Markoe 
THE POND by Collms 
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1983-84 continued 
A DAY IN HOLLYWOOD by Vosburg/Lazams 
THE ACTOR'S NIGHTMARE by Durang 
THE WAKE OF JAMEY FOSTER by Henley 
SCHOOL FOR WIVES by Moliere/Wilbur 
METROSVILLE by Diaz-Canal 
ROSENCRANTZ AND GUILDENSTERN ARE DEAD by Stoppard 
SISTER MARY IGNATIUS 
EXPLAINS IT ALL FOR YOU by Durang 

1984-85 
DISTILLING SPIRITS by Dolan 
YOU'RE GONNA LOVE TOMORROW by Sondheim 
THE ELEVENTH ROUND by Chambers 
QUARTERMAINE'S TERMS by Gray 
TALK RADIO by Begosian 
PIANO by Hall 
ARMS AND THE MAN by Shaw 
ASSAULT AND ASSUAGEMENT by Redick 
OBLOMOV by Morlock 
FOXFIRE by Cooper/Cronyn 
ANGRY HOUSEWIVES by CoUms/Henry 
OUTSIDE WACO by Griffidi 
WARHORSE by Hare 
3 ONE ACTS by Ratcliffe 
A DAY IN THE LIFE by Hawkms 
OH DAMMIT! AN EVENING WITH THE ICONOCLAST by Flemmons 

1985-86 
LITTLE SHOP OF HORRORS by Ashman/Menken 
PAINTING CHURCHES by Tma Howe 
HOMEFRONT by Duff 
ANYTHING GOES by Porter/Lmsay/Crouse 
ON WEDDINGS AND DIVORCES by Serperto 
SMALL NIGHTS OF TERROR by Bonham 
MUD IN YOUR EYE by Steubben 
A . . . MY NAME IS ALICE by Various 
SEASON'S GREETINGS by Ayckboum 
INFIDELITIES by de Marivoux 
SAFETY by Griffidi 
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1986-87 
MA RAINEY'S BLACK BOTTOM by Wilson 
PATIO/PORCH by Heifner 
THE SHOWOFF by Kelly 
A LITTLE NIGHT MUSIC by Sondheim/Wheeler 
ANIMAL FARM by Orwell/Peaslee 
LIES AND LEGENDS by Chapin 
VOICES UNSILENCED by Various 

1987-88 
EL GESTICULADOR by Usigli 
TOPGIRLS by Churchill 
SAFETY by Griffidi 
PERSONALS by Various 
WALTZ OF THE TOREADORS by Anouilh 
BENEFACTORS by Frayn 
LIGHT UP THE SKY by Hart 
A LUV MUSICAL by Sweet/Marren 

1988-89 
STORYTELLERS by Various 
CLAPTRAP by Freidman 
CLAP YO' HANDS by Gershwm 
TAKING STEPS by Ayckboum 
THE MIDDLE OF NOWHERE by Newman 
COOKIE AND LEROY by Bennett 
CRAZY FROM THE HEART by ViUarreal 
AND THE MEN SHALL ALSO 
GATHER by Stetson 
BANG BANG BLUES by Gomez 
A QUARREL OF SPARROWS by Duff 
THE COLORED MUSEUM by Wolfe 
HUNTING COCKROACHES by Glowacki 
THE FANTASTICKS by Jones/Schmidt 

1989-90 
VOICES UNSILENCED by Various 
BROADWAY by Abbott/Dunmng 

124 

1 'wimiti»mfnj't-tw^-**-*^tn'9»rm »••* 
,-,;..i«<,>i-=iMi ,„,<,.•.!;• /....c ;::'vavraarf^-..-.':r.-.;SpBk»'«*^-

http://mJHJ3t.il


I j( i^niw I >m*<m'm»mmmm 

1989-90 continued 
THE FANTASTICKS by Jones/Schmidt 
THE TRAVELING LADY by Foote 
NOTHING SACRED by WaUcer 
WOMAN IN MIND by Ayckboum 
THE ROAD TO MECCA by Fugard 
A FUNNY THING HAPPENED . . . by Sondheim/Gelbart/Shrevelove 
GROUCHO, A LIFE IN REVUE by Marx/Fisher 

1990-91 
JOANNA'S HUSBAND AND DAVID'S WIFE by Hailey 
EASTERN STANDARD by Greenberg 
LONDON ASSURANCE by Boucicauk 
ACCOMPLICE by Holmes 
JOE TURNER'S COME AND GONE by Wilson 
WEILL WOMAN by Weill/Alder 
WORLD OF BEAUTY by Fmlayson 
THE LITTLE TOMMY PARKER CELEBRATED COLORED MINSTREL 
SHOW by Brown 

1991-92 
STRINGBEAN by Robertson 
WAITING FOR GODOT by Beckett 
HEARTBEATS by Mc Broom 
RUMORS by Simon 
THE FANTASTICKS by Jones/Schmidt 
SHADOWLANDS by Nicholson 
THE HEIDI CHRONICLES by Wasserstem 

1992-93 
SHIRLEY VALENTINE by Russell 
ASSASSINS by Sondheim/Weldman 
BORN YESTERDAY by Kanin 
DENISE LE BRUN IN REVIEW (Musical concert) 
THE PIANO LESSON by August WUson 
RISKY GAMES by Griffidi 
DIARY OF A MADMAN by Troupe/Eimer 
THE MYSTERY OF EDWIN DROOD by Holmes 
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1993-94 
A SMALL FAMILY BUSINESS by Ayckboum 
BALLGAMES by Various 
WHOLLY MOLIERE! by Moliere 
ZANY THE CLOWN by O'Dwyer 
SHADOWLANDS by Nicholson 
THE FANTASTICKS by Jones/Schmidt 
ALWAYS, PATSY CLINE by Swmdley 
HELLO AND GOODBYE by Fugard 
TUMBLEWEED THEATRICALS by O'Dwyer 

1994-95 
FORTINBRAS by Blessing 
TIGER LADY by Gardner 
MANDRAGOLA by MachiaveUi 
THE FROGS by Sondheim/Shrevelove 
THE FANTASTICKS by Jones/Schmidt 
BLACK NATIVITY by Hughes 
A TALE OF TWO CITIES by Qiunton 
ZANY THE CLOWN by O'Dwyer 
O TANNENBAUM! by Blase 
TUMBLEWEED THEATRICALS by O'Dwyer 

1995-96 
THE COCONUTS by Berlin/Kaufman 
THE PRICE by Miller 
OUR TOWN by Wilder 
TOBACCO ROAD by Kkkland 
ALL I REALLY NEED TO KNOW I LEARNED IN KINDERGARTEN by 
Fulgum/Zulia 
O TANNENBAUM by Blase and Davis 
THE FANTASTICKS by Jones/Schmidt 
BLACK NATIVITY by Hughes 

1996-97 
MURDERER by Shaffer 
DISGRACEFUL ONE ACTS by Durang 
INTO THE WOODS by Sondheim 
BLITHE SPIRIT by Coward 
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1996-97 contmued 
ARCADIA by Stoppard 
SYLVIA by Gumey 
ONCE ON THIS ISLAND by Ahrens/Flaherty 
THE FANTASTICKS by Jones/ Schmidt 
BLACK NATIVITY by Hughes 
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