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ABSTRACT 

The purpose of this study was to give a general idea of the status of art 

in the current American sodety and reasons to support the Lubbock Fine 

Arts Center. Moreover, it recommended a marketing and promotion plan 

for the Lubbock Fine Arts Center. The results showed that Americans' 

partidpation in art was under-represented. Art organizations needed to put 

in more effort to attract their audience. Therefore, the marketing concept 

was introduced to the art world, as well as to the Lubbock Fine Arts Center. 

It was recommended that the Lubbock Fine Arts Center should adopt a 

mission statement, establish a board of directors, and develop its own 

marketing audit system. 
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CHAPTER I 

INTRODUCTION 

Art is typically divided into two primary categories: performing arts and 

fine arts. Performing arts indudes film, dance, drama, music, and other 

performances. The fine, or visual, arts indudes graphics, drawings, 

paintings, photography, sculpture and other visual forms of art. 

Historically, the emphasis and support given to art in any given sodety 

has shifted from one era to another. The "golden age" of art, for example, 

was probably the Renaissance. For music it was probably 18th century 

Europe. Various art forms have been more popular in one society and in 

one era than in another. In the United States, the arts have never achieved 

the support of the "common man" as they have in other sodeties and in 

other cultures. In contemporary America, financial support for—and 

partidpation in—the arts is a matter of no small concern among arts 

administrators and some members of the art-loving public. 

Support for the arts generally comes from some sense of art 

appredation. The recent attack on the National Endowment for the Arts by 

Senator Jesse Helms revealed a great deal of misunderstanding of art, not 

only by Senator Helms, but also by those who agreed with him (Oreskes, 

(1989). 

This thesis is organized into two independent sections. The first 

section provides a broad overview of the arts; their importance, their 

function, their sodal and economic impact and their support in 
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contemporary society. The marketing concept and how modern marketing 

techniques and principles can be applied to art management are discussed. 

The second section focuses on the Lubbock Fine Arts Center. Based on 

the detailed discussion in the first section, a strategic marketing and 

promotion plan is outlined for the Lubbock Fine Arts Center. 



CHAPTER II 

THE FUNCTIONS OF ART 

There are three historical schools of thought on the functions of art in 

society: the instrumentalist, the romantic, and the expressionist (Mueller, 

Moll, Zane, & Hevner, 1934). Each of these are explicated below. 

The Instrumentalist School 

Plato's Rqjublic contains an interesting argument on the need for the 

arts in sodety. In the argument, Socrates called on the arts to prove their 

right to exist in a well-ordered state and conduded that art does not exist for 

pleasure alone but also in a didactic sense. Socrates' argument illustrates the 

instrumentalist theory of the function of art. According to this theory, art is 

instrumental in society; it is a means to an end (Mueller, et al., 1934). 

The instrumentalist school of thought is the oldest and most prevalent. 

It is based on the premise that art serves an instrumental function in society: 

Art is said to be pleasurable for those who partidpate in it; and this in itself 

is a function of art. A more didactic function espoused by this school of 

thought is that art carries meaning and influences the person. This is the 

ancient Greek viewpoint shared by Aristophanes, Plato, and Aristotie. 

"With them, poetry was to treat of current events, make men better, purge 

their emotions, and make them good dtizens" (Mueller, et al., 1934, p. 25). 

By the twentieth century, there were various types of instrumentalist 

thought in vogue. The Marxists decried the aesthetic function of the arts but 

upheld their sodal function (Mueller, et al., 1934). They asserted that art was 



simply one form of propaganda; it carried moral or social value for the 

beholder. Milder versions of instrumentalist thought held that art stabilized 

both the sodal and intellectual traditions of a society. Another form of 

instrumentalist thought claimed that art was the imaginative expression of 

a wish. Art provided gratification when the people's hopes and intentions 

were frustrated in a complex sodety (Mueller, et al., 1934). 

The Romantic School 

"If the instrumentalist looks upon the art work as a means to a human 

end, the romanticist views art as an end in itself, it is its own excuse for 

being'" (Mueller, et al., 1934, p. 26). The romantic school of thought was 

influenced by the German idealists, Kant and Hegel, and promulgated in 

England and on the European continent. In the nineteenth century, 

romanticists assumed that the perfect work of art was created by those 

singularly endowed geniuses who "partook of the super-human vision and 

intuition" (Mueller, et al., 1934, p. 26). Art was "truth, a revelation" and did 

not resemble our earthly experiences (Mueller, et al., 1934, p. 26). 

Because art is perfection, the romantic school of thought holds, it is 

"impious for the ordinary mortal to sit in judgment of it" (Mueller, et al., 

1934, p. 27). According to this notion if a work of art does not satisfy people, 

it is a reflection on the people, not on the art work itself. Therefore, art 

which contains didactic and social morality is never ranked high by 

romantics. 

The Expressionist School 

Expressionist theory daims that art is an expression of the artist's mind 

and that the artist alone can be its judge. If the work of art is gratifying to the 
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artist, that is enough. The expressionists claim that the physical work of art 

is merely a copy, a copy of an artisf s memory. Therefore, the study of the 

physical work of art itself is of no significant value from an aesthetic point of 

view because beauty resides in the mind and is not transferable except 

through the work of art. Consequentiy, artists' works are beyond others' 

judgment and critidsm (Mueller, et al., 1934). For example: 

Visionary artists rely on dreams, visions, or religious 
revelations as their inspiration for making art, or they may be 
compelled or commanded by an outside force—usually God-to 
produce art. The resulting images represent religious and folk 
beliefs, depict events assodated with them, and, sometimes, 
reinterpret history from the artisf s viewpoint. These works often 
contain imagery connected with religious or mystical themes. 
And while in some cases the artisf s message may be clear to 
members of his or her commimity or culture, others require 
viewers to have an understanding of the traditions represented to 
understand fully these works of art. 

Frequentiy, the artists' 'visual vocabularies' are so personal 
that they are imderstood only by the artists themselves. ('The 
Visual Vocabularies," 1989, p. B36) 

Each of the schools of thought recognizes that art has an effect on 

sodety. Whether the function of art is to provide pleasure or meaning, to 

stabilize the sodal and intellectual traditions of a society or to "reveal truth," 

art is, according to all schools of thought, a worthwhile endeavor. The 

importance of art in sodety is discussed in Chapter HI. 



CHAPTER m 

PASSION OR FASHION: 

THE IMPORTANCE OF ART 

IN CONTEMPORARY SOCIETY 

When George Bush was running for president, he was asked about the 

importance of art. He said: 

The arts tell us who we are and what we can be. They contain 
the signposts of dvilization and provide the symbols and 
vocabularies of our national identity. They contribute to a 
community's morale and thus improve its quality of life and 
contribute to its economic development. ("Arts and the 
presidency," 1988, p. 32) 

Modem industrialized society has been characterized by alienation and 

disintegration of human values; but art offers a calming effect, a stabilizing 

influence for the ills of the larger sodety. Art is an artifact of human 

civilization. Through art, humans express their feelings and ideas. "Art is 

the essence of that which is human" (Hayman, 1969, p. 11). 

Unfortunately, there is a question as to whether the people who now 

patronize the arts do it out of a sense of passion or fashion. According to 

Philip Yenawine, Director of Education at New York's Museum of Modern 

Art, most of the museum visitors are motivated not by passion but by hype 

(Virshup, 1988). Several experts concur with Yenawine's observation. 

Sherman Lee, former director of the Cleveland Museum of Art, thinks that 

people know more about the art market than about art (Virshup, 1988). To 

most people works of art remain mute; their message, if any, is beyond their 
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comprehension. Robert Rosenblum, a New York University art historian, 

pointed out that rather than discussing why a Picasso is an excellent piece of 

art, the nouveau rich talk about art like they talk about movies. "Did you see 

this show? Did you see that show?" (Virshup, 1988). Thus, while there is a 

certain level of partidpation in the arts, there also seems to be a general lack 

of understanding, or substance, in people's appredation of the arts. 

To address the problem of partidpation in, and appredation of, the arts, 

education and the affordability of the arts to people need to be examined 

Read (1969) believed one solution to the ills of modem industrialized 

society was education in the arts. Higher education seems to be the single 

most important factor in determining an individual's participation in and 

appredation of the arts, whether it be the performing or the fine arts (Balfe, 

1989). There is a growing awareness of the importance of art education in 

most states and efforts are currently underway to emphasize the integral 

part of art in the K-12 school curriculum (Read, 1969). The premise behind 

this effort is that if students are exposed to art, given instruction in art 

appredation, and also allowed to develop their own latent artistic talents, a 

natural consequence will be that they will better appredate and support the 

arts in the future. There is also the notion that students can now use the 

arts as a means to express themselves creatively. If formal training in the 

arts is provided in the K-12 curriculum, society should move in the 

direction of encouraging and nurturing artistic talent as well as developing 

an tmderstanding and appreciation of the importance of the arts in society. 

An indication of how important people think art education is 

compared to other education they receive was provided by a survey 

conducted by Louis Harris & Associates (1988). "The public felt so strongly 
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about the arts being an essential and indispensable part of the curriculum 

that a 67-31% majority believed that 'in order to have well-rounded students 

. . . it is just as important to have students learn as much about the arts as 

they do English, foreign languages, math, sdence, and social studies'" (Harris 

& Assodates, 1988, p. 15). The results of the Harris survey are shown in 

Figure 1. 

Not Sure 

J2 

(0 

.2 

Arts Not As Important 

Arts as Important 

X 
20 40 

Percent Response 

Figure 1. Importance of Learning Arts Compared with Math, Sdence, 
English, Foreign Language, and Sodal Studies. Source: Harris & Assodates 
(1988), p. 97. 

Education alone, however, will not necessarily lead to greater 

partidpation in the arts. Partidpation, in this context, does not mean merely 

visiting a museum or watching the Arts and Entertainment network on 

television. Partidpation is acquiring a painting, being able to afford the cost 

of a play or other "live performance." Schuster conduded that a third of all 

museum goers are within the $25,000 to $50,000 income range (Virshup, 

1988). Paintings in most art galleries are so expensive that most people 

cannot afford them. Knowing and appreciating the arts is necessary, but not 
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suffident Acquiring art pieces or enjoying the performing arts live by the 

masses is needed for full partidpation. But, according to the Harris survey, 

more than half the people polled said that they did not attend arts 

presentations because ticket prices are too high (Harris & Assodates, 1988, p. 

81). 



CHAPTER IV 

THE IMPACT OF ART ON SOCIETY 

The question we should all ask ourselves is, how do the arts affect us? 

The answer is not simple nor easily defined by numbers or any of our usual 

barometers. There are many reasons why we should ensure the 

survivability of the arts. The arts have both a social and economic impact 

on sodety. 

Sodal Impact 

The sodal impact of the arts includes: aesthetics, communication, 

preservation of our cultural heritage, discovery and motivation. 

Aesthetics 

Our world is filled with natural beauty and mankind has done its best 

over centuries to maintain the ambience to which it has grown accustomed. 

Its indulgence in the arts is therefore a legacy of mankind through the 

generations. Our buildings are works of art aesthetically designed to appease 

and be appredated. The masterpieces that we treasure so dearly are living 

testaments of our deep-rooted passion for beauty. The Harris survey (1988) 

asked people how they benefitted from the arts. The results are shown in 

Figure 2. 

Communication 

It is the highly developed capacity to communicate that distinguishes 

humans from other life forms. Through communication, humans can 

10 
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relate themselves to others near and far in time and space. Communication 

started with drawings and paintings on the walls of caves and progressed 

through sign language to spoken and written languages (Hayman, 1969). 

Doni Know 
Gives Pleasure to Experience 
or Participate in 

Agree 

Positive Experience in 
a Troubled World 

An Uplift from 
Everyday Experiences 

Find a Source of Creative Expression 
and Experience that is Rare 

Agree 

T 
20 40 60 

Percent Response 

I 

80 

Figure 2. What People Get out of the Arts. Source: Harris & Assodates 
(1988), p. 82. 

Art as a medium of communication has many implications for the life 

and education of mankind. Like the music of Tchaikovsky that helped 

inspire a revolution and the thunderous blare of horns that lifts one's spirits 

in the music of Wagner, art is a universal, almost culture-free 

communicator of ideas, concepts, and visions. 

Cultural Heritage 

Self-preservation is an inherent quality of mankind. But self 

preservation is intertwined with identity. Art, through dance, paintings. 
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sculpture, music, and other forms of artistic expresssion is one conduit 

through which a culture can ensure the preservation of its identity through 

the ages. 

In tiie 18th National Medal of Arts Ceremony in 1987, President Reagan 

said: 

. . . The arts and the humanities teach us who we are and 
what we can be. They lie at the very core of the culture of which 
we are a part, and they provide the foundation from which we 
may reach out to other cultures so that the great heritage that is 
ours may be enriched by—as w êll as itself enrich—other enduring 
traditions. We honor the arts not because we want monuments to 
our own dvilization, but because we are free people. The arts are 
among our nation's first creations and the reflection of freedom's 
light. (National Endowment for the Arts, 1988, p. vi) 

Massachusetts Governor Michael Dukakis, during his campaign for 

president, said, "arts programs serve as a link among the diverse cultures of 

our nation" ("Arts and the presidency," 1988, p. 33). 

Art as Discovery 

One of the qualities of being alive is being aware. Art as discovery 

expands and deepens awareness. Just as sdentists discover facts and natural 

laws, artists discover the forms of nature. Leonardo da Vind spoke of 

painters and sculptors being the great teachers in the realm of the visible 

world (Cassirer, 1944). Besides discovering the forms of nature, artists can 

give them new energy and function (Hayman, 1969). Inventors are those 

who are not satisfied with things the way they are (Wolf, 1983). That is what 

creativity is all about. And, it is creativity that drives humans to strive for 

excellence. 
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Motivation 

In Great Britain, there are Art and Work Awards for the most 

outstanding contribution to art in the working environment (Harris, P., 

1988). Although motivation, or work-satisfaction, does not at first seem 

apparent, motivation stimulated by the arts has been recognized through the 

use of art in business environments. Pleasing environments in the work 

place have been foimd to be a key factor in employee motivation. Over the 

past few years, corporations have increasingly come to understand the "role 

art can play in humanizing the workplace, stimulating productivity, and 

reflecting their image" (Brooks, 1987). A recent study conducted in Great 

Britain found that 70% of those interviewed believed that works of art in the 

workplace encouraged alertness and possibly improved productivity (Basker, 

1989). Frito-Lay, the Texas-based snack-food maker, has been buying art since 

1983. Now the company's collection is more than 900 works. The reason for 

collecting art, Frito-Lay says, is that they "want people to take a break and 

come back to their jobs feeling greaf (Virshup, 1988, p. 108). The company 

also believes that art can help employees look at a business problem in a 

more creative way (Virshup, 1988). 

Economic Impact 

Although the major purpose of the arts is not to create job 

opportunities or to generate more sales for local businesses, it is difficult to 

ignore the economic impact of the arts. Art is a key stimulus for business 

and tourism; each dollar spent directiy in art partidpation generates $3.35 in 

the community on gas, parking food, lodging, meals, transportation, parking 

and baby-sitters and other non-arts expenditures (McNulty, 1988). And the 
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arts provide jobs and new business opportunities, attracting corporations 

and creating an image for a dty or region for year-round tourist business. 

New York City is a good example of how the arts can contribute to tiie local 

economy. The arts generate more than $2 billion in personal income and 

117,000 jobs in die New York metropolitan area. About 64 million people 

attend various art or art-related events annually, and the 13 million out of 

town visitors account for about $1.6 billion in spending, which in turn 

produces about $150 million in regional income and local sales taxes 

(McNulty, 1988). Compared to local audiences, out of region audiences 

spend more money per visit in general (Johns Hopkins University, 1977). 

Knowing how the arts generate economic effects can be a vital incentive to 

make people more aware of the importance of the arts. The arts also have a 

more direct economic impact on communities. 

Direct Economic Impact 

The direct economic impact of art organizations on the business sector 

of a local community is the expenditure of each organization—employee 

payrolls, the purchase of goods and services in the community. 

Economic Development 

At the same time, the arts also influence economic development. 

There are many factors that influence where firms locate, such as proximity 

to raw materials and markets, transportation networks, availability and 

characteristics of the local labor force, wage rates and so on. If all these 

factors are equal, the firm will consider the quality of life factor-the presence 

of art organizations and other amenities of the area. The quality of life factor 

seems to be more important to companies that employ highly trained. 
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salaried, and mobile personnel. Regional headquarters, research and 

development firms and service industries tend to place more emphasis on 

quality of life than on traditional site considerations. And, artistic and 

cultural amenities are one of the important elements of quality of life. 

Therefore, the quality and diversity of art activities helps local economic 

development (The Johns Hopkins University, 1977). 



CHAPTER V 

PARTICIPATION IN THE ARTS 

Many observers believe that the level of participation in the arts in a 

society is a function of the level of income and education of its people (Balfe, 

1989). This belief, however, does not seem to hold true in today's society. 

The United States is an affluent country. Its citizens' level of income and 

education is relatively high. Yet, the level of Americans' participation in the 

arts does not match its level of affluence. The cause of this discrepancy has 

to be understood to formulate a coherent strategy for promotion of the arts. 

Sdtovsky (1976) believed that the reasons Americans do not partidpate 

in the arts to a level consistent with their affluence is the nature of 

American education and the direction it has taken. American education 

places a strong emphasis on professional training in production skills, rather 

than stressing a "liberal" education and providing the background necessary 

for the enjoyment of the arts. Although technological advances and 

increased production have brought Americans affluence and more leisure 

time, the deficiency in the liberal arts and necessary background for art 

enjoyment seems to have prevented Americans from devoting their money 

and time to participation in the arts. 

The results of recent research conducted by Balfe (1989) supported 

Sdtovsk/s view point. Balfe's subjects were the baby boomers, a group 76 

million strong, bom between 1946 and 1965, who make up almost half the 

adult population of the country today. Although baby boomers generally 

have more years of formal education than their parents, they are actually 

16 
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under-represented among most art audiences and are largely responsible for 

the dedine in partidpation in \he arts. Again, this could be attributed to the 

nature of American education. The decline in the liberal arts component in 

a typical college curriculum has diminished students' understanding of the 

sodal, historical contents and interrelation of past and present art forms. 

Although more people have attained more education, the number of liberal 

arts graduates has decreased compared to those with business, engineering, 

computing or other technical degrees has increased. 

Besides education, Balfe (1989, p. 11) also suggested other socio

economic factors that have affected participation in art activities: 

A. Inflation has led to a real decline in living standards for many, 

particularly the yoimg. 

B. Changes in tax laws have resulted in lower deductions for 

philanthropy, including the arts. 

C. Government cutbacks in sodal services have placed more pressure 

on private donors to support charities which are the "truly needy" instead of 

philanthropy for the arts. 

D. The increasing number of working women has taken its toll on 

time. Many baby-boomers find they do not have the leisure time to attend 

arts events, not to mention time to serve as volunteers in art organizations. 

Although a recent Gallup survey (1986) indicated that volunteers in the 

arts and culture had increased from six percent to eight percent of all adults 

between 1981 and 1985, young adults' participation as volunteers decreased 

nine percent (Balfe, 1989, p. 25,/n). 

The Americans and the Arts survey (Harris & Associates, 1988) has 

been conducted by the Harris organization periodically since 1973. In this 
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nationwide telephone survey, 1,501 adults aged 18 and older are 

interviewed. "All in all, this study deals with the basic elements affecting 

the arts and the American people" (Harris & Assodates, 1988, p. 2). 

The 1988 Harris study foimd that overall, attendence at art activities in 

1987 had slipped 12% since 1984. Three activities (art museums, movies and 

purchase of dassical music on records) showed an increase since 1984, but 

the other six activities showed a dedine in partidpation. 

Figure 3 shows the median annual attendance at art presentations in 

various categories in 1987: 

1 
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a 

BALLET. ETC. 

||||1.6%|JB 

||||"ll%|iJ 

||||T;9%ihM 
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POP. MUSIC 

THEATER 
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Figure 3. Attendance at Art Presentations in 1987. Source: Harris & 
Assodates (1988), p. 69. 

Since 1975, Harris has asked respondents why they did not attend art 

performances and exhibitions. The top reason given in 1987 was lack of 

time, cited by 33% of the respondents. Other key deterrents to attendance 
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over time indude ticket prices, lack of performances and difficulty of getting 

information about performances. 

Figure 4 shows tiie trend of major reasons assodated with non-

attendance since 1975. The question about time was first asked in the 1987 

study. 
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Figure 4. Reasons for Nonattendance at Arts Presentations Since 1975. 
Source: Harris & Assodates (1988), p. 81. 



CHAPTER VI 

FUNDING FOR THE ARTS 

The arts receive funding from various sources including federal, state 

and local governments, business corporations, foundations and private 

individuals. 

All these sources of funding are important to the arts, but they do not 

all support the arts equally. For example. Table 1 shows the percentage of 

TABLE 1 

Percent of Total Fimds Received in 
the 1980s by Orchestras, Opera and Theater 

Arts organization and years 

Total Income 
(in millions) 

Total Famed 
Total Contributed 
Total Private 

Individuals 
Corporations 
Foundations 

Total Public 
Federal Gov't. 
State & Local Gov't. 

Orchestras 
1981 

$288 
57% 
43 
31 
23 
7 

<1 
12 
4 
8 

1985 

$435 
58% 
42 
33 
23 
9 

<1 
9 
2 
7 

Opera 
1981 

$125 
54% 
46 
37 
25 
6 
5 
9 
4 
5 

1985 

$235 
56% 
44 
38 
27 
6 
5 
6 
2 
4 

Theater 
1981 

$69 
63% 
37 
25 
17 
4 
4 
7 
7 
5 

1985 

$109 
65% 
35 
26 
17 
5 
4 
4 
4 
5 

Source: National Endowment for the Arts, Five-year Planning Document 
1989-1993. Washington, D.C.: NEA, Feb. 1987, p. 41. (In Wyszomirski, 1989). 

20 
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support received by orchestras, opera and tiieater in 1981 and 1985 from 

various sources. 

Private Individuals 

While dearly not representative of all art organizations, the data in 

Table 1 dearly shows the importance of eamed income to art organizations. 

"The proportions (of income) are similar for dance companies and for 

presenting organizations,. . . constituting approximately 33% for art 

museums, 30 to 40% for local art agendes and service organizations and 

about 20% for minority and neighborhood art organizations" (Wyszomirski, 

1989, p. 2). By paying admission fees, individual patrons contribute to the art 

organizations' eamed income. In addition, individual art patrons also 

influence other patronage dedsions in their roles as taxpaying citizens, as 

corporate or foundation officers, and as public officials. 

The baby-boomers play an important role in American society in every 

area today, induding support for the arts. Many fundraisers optimistically 

thought audience support would continue to expand as the well-educated 

baby-boomers became art patrons. But according to the Harris survey (1988), 

American art participation, measured by total audience numbers, has been 

declining since 1984. Non-partidpation by baby-boomers is the major reason 

for declining art participation (Balfe, 1989). 

The changes in tax laws, inflation, reduced art appreciation education 

in school, and the invention and widespread adoption of video cassette 

recorders (VCR) are some of the reasons why the baby-boom generation does 

not get involved in the arts as their elders did. How then do the arts attract 
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larger numbers of baby-boomers? Remer (1988) suggested exposure to art "at 

work" is the answer. 

'The more comfortable art managers become in business settings, and 

the more individual art organizations find innovative ways to present their 

offerings in the workplace to educate and enchant both Yuppies and New 

Collars, tiie more likely the baby boomers will be to join their audiences and 

provide patronage support as well" (Balfe, 1989, p. 20). 

Meanwhile, art organizations can link with other organizations to 

jointly sponsor events, and even to have joint fundraising. Most people do 

not have loyalty to a particular art organization and do not want to become 

subscribers to a single organization for very long. Joint programs may be 

more appealing to the baby boomers (Wyszomirski, 1989). 

Foundations 

Although it is important for art organizations to understand the 

behavior of foundations, not much research has been done in this area for 

the past several years. Clubb (1989) published the results of a survey 

showing foundation dedsion-making procedures. Table 2 shows the profile 

of the foundations which responded to the questionnaires. A majority of 

foundations are private and were founded after 1945. Most of the 

foundations are quite small in terms of funds ($5 million or less) available 

for distribution to applicants and most foundations are managed by small 

groups of trustees or staff. And, only about half have an explidt policy 

agenda. 

Foundation dedsions can be characterized as non-risk-taking. The data 

in Table 3 clearly show that tiie decision-making process is left to the chair of 
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the trustees in only 14% of the cases. In more than half the cases, the 

dedsion to fund an organization is made by the trustees induding the chair; 

in only 15.2% of the foundations do the trustees and staff make the final 

dedsion. 

TABLE 2 

Foimdation Community 
Profile by Percentage of Foundations 

N = 171 

Assets (in millions of dollars) 

Niunber of full-time staff 

Number of trustees 

Year of incorporation 

Incorporation Type 

Explidt Policy Agenda 

Less than $1 
$lto$5 

$5 to $15 
$15 to $50 

More than $50 
0-1 
2-4 

5 or more 
1-5 

6-10 
11-15 

15 or more 
Before 1900 
1901 -1944 

1945 - present 
Corporate 

Community 
Private 

Yes 
No 

Not Sure 

12.6% 
40.7 
13.6 
9.9 

23.2 
54.4% 
29.1 
16.5 
41.3% 
46.3 
8.6 
0 
0% 

21.6 
78.4 
39.5% 
0.0 

60.5 
48.1% 
46.8 
5.1 

Source: Wyszomirski, M. J., & Clubb P. (Eds.). (1989). The cost of 
culture. New York: American Council for the Arts, p. 31. 



24 
TABLE 3 

Formal Dedsion-Making Structure of Arts Foundations 
N = 171 

Final Authority over Decisions 

Trustees including chair 69.2 
Chair of trustees 14.0% 
Staff 

Trustees and staff 15.2 
Other 1.6 

Method of Decision 

Majority vote 45.8% 
Implied consensus 28.9 
Unanimous vote 12.3 
One-person dedsion 7.2 
Other 5.8 

Formal Application 

Yes 16.2% 
N o 83.8 

Source: Wyszomirski, M. J., & Clubb P. (Eds.). (1989). The cost of 
culture. New York: American Council for the Arts, p. 38. 

The data shown in Table 4 demonstrate that foundations tend to fund 

requests on an informal basis. More than half (59%) of the foundations rely 

on word-of-mouth in the community to obtain grant requests; only 13% 

have any promotional effort. And, nearly half (49.3%) of the foundations 

allow their staffs to reject an application. Only 34% of the funded applicants 

are asked to write a final report and most (62%) foundations only sometimes 

visit applicants. 



TABLE 4 

Activities Related to Decision-Making 
N=171 
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Major Stimuli for Submission 

Word-of-mouth in community 
Foimdation reference sources 
Solidtation by trustees 
Solidtation by staff 
Promotional efforts by foundation 
Other 

Activities bv Staff During Process 

Solicitation of information 
Visiting an applicant 
Refection of application before trustee action 
Recommendation to trustees for dollars 
Recommendation to trustees for approval 
Reconunendation to trustees for rejection 

Written Reuort Reauired of Funded Applicants 

Yes 
N o 
Sometimes 

Visit bv Staff Durine Funded Proiects 

Sometimes 
Only if Invited 
Never 
Always 

Percent 

59.0% 
57.9 
19.2 
16.2 
13.0 
12.1 

81.3% 
56.8 
69.2 
64.2 
51.3 
49.3 

34.2 
37.5 
26.1 

61.6 
11.9 
16.9 
7.1 

Source: Wyszomirski, M. J., & Clubb P. (Eds.). (1989). The cost of 
culture. New York: American Coundl for the Arts, p. 38. 
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Corporations 

During the 1970s corporations started showing increased interest in 

supporting the arts. "Fearing increasing political isolation in a period of 

public disenchantment with established institutions, major corporations 

enlarged tiieir public affairs operations . . ." (Useem, 1989, p. 45). Today their 

support for nonprofit organizations, induding the arts, is approaching $5 

billion annually and, by 1986, corporate support for the arts and culture 

reached more than $500 million (Useem, 1989). Table 5 shows, however, 

that the amoimt of contributions by corporations to the arts varies from 

company to company and is influenced by market and institutional factors. 

The primary market factor determining corporate giving is company 

income. The more income corporations earn, the more money they give 

away. The second market factor is the type of company. Companies whose 

consumers are the general public (e.g., insurance companies and 

supermarkets) tend to make higher contributions than those that have little 

public contact (e.g., construction and mining) (Useem, 1989). 

The two most important institutional factors in corporate giving are 

the company's size and its leadership. In general, the larger the companies 

the more money is contrubured. They donate about one to two percent of 

their pretax net income. But, the redpients of their contributions are 

normally major nonprofit organizations. Research shows that companies 

whose chief executives are actively involved in the contribution effort had 

higher growth rates in their budgets for contributions than did other 

companies (Knauft, 1985). 



TABLE 5 ^ 

Finandal Support of the Arts by 
Private Corporate Businesses-1983-1985 

(In millions of dollars) 

Type of Art Category 22Z2 12E 1985 

Direct cash support 451.6 482.4 559.0 

Museums 
Symphony orchestra 
Perf<»ining arts and cultural facilities 
Theaters 
Art funds-general support 

Other music 
Dance 
Public TV and radio program underwriting 
Opera 
Films (non-commercial) 
Arts-in-education programs 

Historic and cultural preservation projects 
Libraries 
Commerdal TV and radio, cultural program'g. 
Public TV and radio, general support 
Crafts 

Artists in residence programs 
Poetry and writing 
Video projects (non-commerdal) 
Folk art 
Other (exduding commerdal activities) 

Source: Statistical Abstract of the United States (1990). 

Tables 6-8 show the criteria which companies use to evaluate art 

organization applicants and the kinds of art support that companies provide. 

99.6 
61.0 
82.0 
23.0 
9.2 

20.7 
18.2 
14.8 
48.0 
9.7 

13.6 

8.4 
4.2 
6.0 
7.4 

.3 

.6 

.4 

.4 

.2 
23.7 

104.5 
6o.o 
5Z0 
67.2 
28.5 

25.3 
20.7 
17.9 
24.8 
15.7 
3.8 

9.7 
4.8 
63 

165 
2.3 

1.1 
1.4 
.2 

-

12.7 

132.2 
79.8 
59.4 
493 
37.9 

30.2 
25.4 
23.6 
22.7 
13.2 
11.8 

11.3 
8.8 
5.6 
4.5 
1.8 

1.0 
1.0 
.2 

-

38.0 
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TABLE 6 

Percentage of Companies Highly Rating Fourteen 
Criteria in the Evaluation of Arts Requests 1979-1986 

(In millions of dollars) 

Evaluation Criteria 

Impact on local community 

Geographic location 

Management capability 

Artistic merit 

Employee involvement 

Quality of application 

Board of directors 

Size of audience 

Coordination with similar groups 23.4 

Support by other firms 

Publicity value 

Matching grants 

Support by foimdations/gov't. 

Gifts from individuals 

Number of companies 483 657 458 

Source: ACA's Guide to Corporate Giving in the Arts. Second, Third 
and Fourth Editions. New York: Autiior, P. xiii 

A comparison of the ratings in 1979 and 1982 with the ratings in 1986 

shows that almost none of the criteria diminished in importance. The most 

noticeable change in ratings is the increased emphasis by companies on the 

organizational capabilities of art organizations. Management capability was 

1979 

87.6% 

86.7 

67.5 

59.6 

54.9 

43.3 

38.5 

34.1 

23.4 

27.5 

14.9 

12.4 

15.6 

8.1 

1982 

89.2% 

89.7 

75.8 

53.9 

55.0 

48.9 

40.9 

40.0 

26.0 

26.0 

19.3 

15.7 

15.5 

10.0 

1986 

93.4% 

• 91.9 

80.1 

66.1 

58.8 

48.7 

44.7 

41.3 

28.2 

26.2 

21.0 

14.0 

13.6 

11.2 

Change 
1979-1986 

5.8% 

5.2 

12.6 

6.5 

3.9 

5.4 

6.2 

7.2 

4.8 

-1.3 

6.1 

1.6 

-2.0 

3.1 
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rated important by 80% of tiie firms in 1986, up 12 points from 1979. The 

quality of the art organization's board of directors and the quality of the 

application were also more important in 1986 than in 1979. 

Table 7 shows that corporations not only look at the quality of the 

applicant organization, they also look at the functional area for which 

assistance is requested. In 1986, about four-fifths of the firms surveyed 

contributed to operating expenses. About three-quarters of the firms backed 

special and capital expenditure projects. On the other hand, fewer firms 

were interested in providing technical assistance, sponsorship through 

advertising or public relations and in contributing to endowment 

campaigns. 

TABLE 7 

Percentage of Companies that 
will Consider Various Kinds of Arts Support 

N = 468 
General operating expenses 82.1% 
Spedal projects 79.3 
Capital projects 70.7 
Employee matching gifts 36.1 
In-kind goods and services 31.4 
Technical assistance by company personnel 21.6 
Sponsorship through advertising/PR 21.6 
Endowment campaigns 20.9 
Intemational cultural exchange 71 

Source: ACA's Guide to Corporate Giving in the Arts. Second, Third 
and Fourth Editions. New York: Autiior, P. xiv 
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Table 8 shows that among those companies providing in-kind services 

to art organizations, more companies provided materials, services and 

technical assistance. The most common in-kind services provided were 

materials, company products or services and printing (Table 8). 

Table 8 also show that technical assistance includes the loan of 

company personnel to the requesting organization, planning and accounting 

assistance. 

TABLE 8 

Percentage of Companies Providing 
In-Kind Services and Technical Assistance, 1986 

N = 288 
Services and Assistance 
In-kind Services Percentage 

Donated materials 49.3% 
Donated company products/services 42.0 
Printing 40.3 
Meeting space 32.3 
Exhibition space 18.4 
Performance space 7.6 

Technical Assistance 
General management 20.5 
Planning 19.1 
Accounting/fiscal management 18.1 
Marking 15.3 
Advertising 14.2 
Design service 10.8 
Legal 6.6 

Source: ACA's Guide to Corporate Giving in the Arts. Second, Third 
and Fourth Editions. New York: Author, P. xiv 
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Harris & Assodates (1988) asked the public, "If arts organizations-such 

as art museums, dance, opera, and theater groups, and symphony orchestras-

-need finandal assistance to operate, do you feel ti\at. . . should provide 

assistance, or not (Harris & Assocates, 1988, p. 100)? The responses are 

shown in Figure 5. 

Individuals 

Municipal & County Gov'ts. 

State Government 

Federal Government 

Business and Corporations ^ 

Foundations 

• NOT SURE 

0 NO 

M YES 

100 
Percent Reponses 

Figure 5. Whether Government, Business, Foundations, or 
Individuals Should Provide Assistance to Arts Organizations. Source: 
Harris & Assodates (1988), p. 100. 

The data shown in Figure 5 clearly show that the majority of the public 

believes all sources should provide assistance to the arts if needed. 

Finandal support for the arts by private businesses over the years can be 

seen in Table 9. The data shown in Table 9 make dear that private 

businesses are taking an active role in providing for the arts, but that the 

support is uneven. That is, support is heaviest for the more familiar 



32 
organizations such as museums and symphony orchestras and much less for 

dance and opera. 

TABLE 9 

Finandal Support of the Arts by Private 
Business-Summary of Selected Programs 1983 -1985 

(In millions of dollars) 

Type of Art Category Direct cash support 
1983 1984 1985 

Total Direct Cash Support 451.6 482.4 559.0 
Museums 99.6 104.5 133.2 

Symphony Orchestra 61.0 66.8 79.8 

Performing arts and cultural facilities 82.0 52.0 59.4 
Theaters 23.0 67.2 49.5 

Art fimds-general interest 9.2 28.5 37.9 
Other music 20.7 25.3 30.2 
Dance 18.2 20.7 25.4 

Public TV and radio, program underwriting.. 14.8 17.9 23.6 
Opera 48.0 24.8 22.7 
Films (non-commercial) 9.7 15.7 13.2 
Arts-in-education programs 13.6 3.8 11.8 
Historic and cultural preservation projects 8.4 9.7 11.3 
Libraries 4.2 4.8 8.8 
Commerdal TV and radio, cultural program. 6.0 6.5 5.6 
Public TV and radio, general support 7.4 16.5 4.5 
Crafts 32.3 1.8 
Artist-in-residence programs 61.1 1.0 
Poetry and writing 41.4 1.0 
Video projects (non-commercial) 4.2 .2 
Folk art 2 
Other (excluding commercial activities) 23.7 12.7 38.0 

Source: Statistical Abstracts of the U.S., 1990. 



CHAPTER Vn 

MARKETING 

Art administrators' jobs are beconung more difficult in today's 

economy. This is due, in part, to cutbacks in government spending for the 

support of the arts and because general overall partidpation in the arts has 

been declining. Foundation and company patrons are becoming more and 

more selective in choosing their fund redpients. There is also greater 

competition among art organizations for the limited funds available and for 

audiences' leisure time and money. All these reasons contribute to the need 

for art administrators to be more aware of their situations and become more 

critical and careful in their decision-making. Professional management has 

come to the arts. More and more art administrators are incorporating the 

marketing concept into their dedsion-making (Mokwa, Nakamoto, & Enis, 

1980). 

The Marketing Concept 

Marketing is the analysis, planning, implementation, and control of 

carefully formulated programs designed to bring about voluntary exchanges 

of value with target markets for the purpose of achieving organizational 

objectives. Marketing relies heavily on designing the organization's 

offerings in terms of the target market's needs and desires and on using 

effective pricing, communication, and distribution to inform, motivate, and 

service the markets (Kotler, 1982). 
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Several tilings can be concluded fi-om Kotler's definition of marketing: 

A. Marketing is a managerial process which involves analysis, 

planning, implementation, and control. 

B. Marketing is carefully designed programs; not random actions to 

achieve desired responses. For example, art administrators should 

have carefully selected target audiences for their fundraising 

efforts. Fundraising is not simply calling on every person to 

support the arts. That is a waste of time and effort. Marketing is 

an integral part of fundraising. 

C. Marketing searches for a voluntary exchange of value. Marketers 

try to provide benefits for the target markets to generate a 

voluntary exchange. 

D. Marketing means the selection of target markets based on market 

analysis and other considerations. Marketers typically divide the 

total market into several market segments and then dedde which 

ones to serve. 

E. The purpose of marketing is to help organizations survive and 

continue operations by providing their target markets with more 

effective service. In the for-profit sector, the primary objective is 

profit. Among art organizations, the primary objectives are to 

improve the cultural life of the area by increasing partidpation in 

the arts and to raise funds. It is very important that art 

organizations identify specific strategies in order to develop an 

effective marketing plan. 

F. Marketing is based on providing an organization's services or 

products in terms of the target's needs and desires. Sometimes art 
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administrators emphasize only the "product" itself and neglect 

people's preferences. 

G. The tools of marketing are tiie marketing mix, which 

consists of tiie product, price, communication and distribution. 

Most of the time, people assodate marketing with only one of its 

tools, such as advertising (Kotier, 1982). 

In short, marketing stresses a well-researched, carefully thought-out 

course of action that will help organizations solve spedfic problems. It helps 

art administrators understand more about their consumers' needs and their 

art "products" in order to improve their market's satisfaction. Marketing 

also helps art administrators find the appropriate means to reach their 

markets. Moreover, it helps art administrators define more clearly their 

goals and objectives to provide measurable steps to evaluate the 

effectiveness of all their activities. But, marketing is not a guaranteed 

solution. It does not ensure a full-house attendance. And it does not ensure 

that all the finandal problems that art organizations face will be solved. It is 

not a panacea for all kinds of organizational problems (Dawson, 1980). 

Despite the apparent advantages of the marketing concept, however, 

there are still a large number of art administrators who distrust and 

misunderstand the marketing concept. Permut (1980) conducted a mail 

survey among art administrators to determine how marketing was 

perceived and what the state of adoption of the marketing concept was. The 

results indicated that most of the art administrators perceived marketing to 

be sales promotion heavily tied to advertising and selling activities. Some 

art administrators also thought the function of marketing in an art 

organization would conflict with artistic considerations. Out of 88 
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respondents, only nine claimed tiiat marketing played an important role in 

their organizations. 

The marketing concept is apparentiy still misunderstood by some art 

administrators in 1990 who confuse marketing witii advertising or selling. 

Several museums were asked if they used the marketing concept in tiieir 

organizations. A staff member of Texas Tech University's Museum said, 

"The museum is a state organization and is not allowed to advertise," and, 

'Texas Tech museum has no marketing plan for promoting its exhibits"; a 

public affairs assistant of the Kimball Art Museum in Fort Worth replied 

that they are a nonprofit organization and therefore, do not advertise; the 

Dallas Art Museimi had just established a marketing division, but its 

marketing director defined marketing as selling (personal communications, 

Febmary 1990). 

One component of the arts that has proved to be successful in 

marketing is music. Music, whether it be the dassics, rock, jazz, pop or the 

like, has succeeded and become a viable business. As the data in Figure 4 

show, the audience for the several categories of music is greater than the 

audience for movies in this country. The ability of the music industry to 

define and reach its markets has provided the arts with a good marketing 

model. It is time the other components of the arts drew parallels from the 

music industry. 

Chapter Vm of this thesis outlines a strategic marketing and promotion 

plan for the Lubbock Fine Arts Center. 



CHAPTER Vni 

THE LUBBOCK FINE ARTS CENTER 

The Lubbock Fine Arts Center was founded in 1984, under the direction 

of the Lubbock Parks and Recreation Department and is only one of several 

departments as shown in Figure 6. Currentiy, the staff includes one full-

time supervisor, two part-time assistants and one part-time custodian. 

Primarily, the Fine Arts Center provides space and fadlities to display the 

works of local, regional and nationally known artists. The Center has a 1,200 

square foot main gallery, an auxiliary gallery and a display shop. Artists who 

Director of Parks & 
Recreation 

Superintendent Indoor Rec. 

Building Maint. Crew 

Garden & Arts Center 

Fine Arts Center 

Recreational Superintendent 
of Comm. Centers 

Recreation Superintendent 
Senior Programs 

Figure 6. Partial Organizational Chart of the Lubbock Parks and 
Recreation Department. 
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exhibit their works of art can reserve tiie Center through the Center 

supervisor. Since its inception, the Center has exhibited the works of more 

than 300 artists in its main gallery. According to the Center supervisor, tiie 

Center has hosted an average of ten exhibitions a year. The Center also has a 

photographic laboratory designed as a teaching laboratory for tiie Center's 

dasses in the photographic arts. This facility is tiie city's only photography 

darkroom available to the public. The public may use the darkroom by 

renting it by the hour. 

Mission Statement 

The Lubbock Fine Arts Center is operating without a formal mission 

statement, which, according to most experts, is vital to formulating a 

strategic marketing plan (e.g., Kotier, 1988). A mission statement defines 

the basic purpose of an organization; what it is trying to accomplish. 

Mission statements give everyone associated with the organization 

induding managers, employees, customers and the public, a sense of the 

purpose, direction, significance and achievements of the organization. 

Mission statements should be reviewed from time to time. Managers 

should ask questions such as. What is our business? Who are our 

customers? What should our business be? (Kotier & Fox, 1985). 

In order to recommend a marketing strategy, the author developed a 

mission statement based on the results of interviews with the Center 

supervisor and from documents furnished to the author by the Center 

supervisor. The mission statement proposed is: The mission of the 

Lubbock Fine Arts Center is to educate the public about art and its 

contibution to the cultural and economic well being of the community. 
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Situation Analysis 

The key to developing a strategic marketing plan is to analyze the 

situation of an organization with respect to its environment, its 

competition, its consumers and its funding. The purpose of the situation 

analysis is to identify tiie organization's problems and opportunities. 

The environment in which an organization operates can be dassified as 

external and internal. Each environment poses constraints and 

opportimities for the organization. 

External Environment 

The components of the external environment of an organization 

indude its consumers, competition and, in the case of a public agency, 

funding sources. 

Consumers 

Weinberg (1980) suggested that the following questions should be 

answered to develop information about consumers: 

• Who are the current, former and potential consumers? 

• What is the size of the current and potential consumer audience? 

• How do people become consumers? 

• What are the consumer's attitudes toward the organization? 

In general, people in the Lubbock area prefer traditional classical music, 

ballet and art works that have dearly identified themes more than they 

appreciate contemporary art. Based on the Center supervisor's opinion, 

people in Lubbock do not like new forms of art that they do not understand. 

Sometimes they make fun of the contemporary works shown in the Center's 

exhibitions. 
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The Center is supposed to serve the general public. But, according to 

tiie Center supervisor, most of the audience of tiie Center consists of 

professional and amateur artists. According to the supervisor's experience, 

most of the patrons are Texas Tech professors and art students. Sometimes, 

based on different exhibitions, elementary and high school students visit 

too. Each exhibition draws approximately 800 visitors. But, because the 

Center does not keep accurate figures on attendance, tiiere is no further 

information about the audience. 

The Center should begin tracking its audiences so it may begin to 

develolp spedfic audience profiles. 

Competition 

"Wherever there are choices, there is competition" (Overkamp, 1987, p. 

136). Consumers choose which events to attend and donors choose 

organizations to which to contribute. Managers should know their 

competitor's products as well as they know their own product in order to 

design a competitive marketing plan. 

On the other hand, Shapiro (1973) thought nonprofit organizations 

might be better served by cooperation rather than competition. He suggested 

that if individual organizations would voluntarily restrict their activities to 

those they are best able to provide, they could band together for those tasks 

which are more effidently performed through joint effort than through 

individual action. 

In the strictest sense, the several art-oriented activities and 

organizations in Lubbock are not direct competitors to the Lubbock Fine Arts 

Center. If anything, they bring a variety of cultural events and services to 
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tiie dtizens of Lubbock and the surrounding area. They tend to complement 

each other rather tiian compete. Together, the goal of the organizations is to 

improve tiie cultural Ufe of the area. Nevertheless, as a publidy funded 

agency, the Lubbock Fine Arts Center must compete with other publicly 

financed cultural organizations and events for scarce finandal resources. 

The Mimicipal Garden and Arts Center also sponsors arts shows and 

provides various art dasses to the public in conjunction with the Lubbock 

Art Association. The Garden and Arts Center also offers meeting rooms for 

cultural and educational groups. 

There are 12 private art galleries located throughout the dty of Lubbock, 

but all of them operate on a small-scale basis. 

In addition to these spedfic visual arts organizations, the Lubbock 

Symphony Orchestra and Ballet Lubbock are two well-established 

performing groups which provide cultural activities to people. The Lubbock 

Symphony Orchestra has a part-time advertising manager to develop and 

coordinate its promotion and fund-raising activities. Ballet Lubbock uses a 

local advertising agency to run its campaigns. 

The Lubbock Community Theater offers live theatrical performances to 

the public during a regular season. 

And, Texas Tech University offers a wide variety of cultural events to 

which the public-at-large is invited, including live theater, dassical and pop 

music, art exhibits and the like. 

In short, the many art organziations and activities in the Lubbock area 

compete for participants' attention and patronage. For example, during the 

stimmer of 1990, attendance at the Lubbock Summer Rep' program was 

down from previous years. Showing understanding of marketing 
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prindples, the chairman of Texas Tech University's theater deparment said 

that the program was much like any business in that it went through a 

period of growth, maturity and dedine. "To attract larger audiences in the 

future. Weaver said, the Lubbock Summer Rep' program might need a 

complete redesign in order to satisfy audience demands" (Moore, 1990, July). 

Funding 

Basically, non-profit organizations need to satisfy two groups of people: 

consumers to whom the organization offers its services, and donors from 

whom it receives resources (Shapiro, 1973). It is as important to understand 

donors as it is consumers. Managers also need to understand that 

fundraising also indudes obtaining volunteer labor, services and raw 

materials. 

The Lubbock Fine Arts Center does not charge artists who use the 

Center for their exhibitions, nor does it charge the public who visit the 

exhibitions. According to the Center's supervisor, most of its operating 

funds come from the City of Lubbock. It solidts grants from other 

government organizations and foundations for the balance of its financial 

needs. All of the grant requests are project-specific and are, therefore, used 

to finance spedfic exhibitions or projects. Although the Center faces a 

shortage of resources, including money, time, and volunteers, it does not 

emphasize fundraising, nor does it aggressively search for other sources of 

operating funds; it has no established mechanism for soliciting resources 

from either the public or from foundations. 
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Internal Environment 

Strengths 

The Lubbodc Fine Arts Center is a small-scale organization, and it is 

relatively young. This means that changes in its (imstated) mission, goals or 

method of operation do not have to overcome resistance because of long

standing tradition. 

The Center is aware of its problems in its operations and is willing to 

adopt new ideas to resolve them. 

The Center has the only public darkroom in the dty. 

Weaknesses 

The Center is significantiy understaffed and too underfunded to 

develop some of the programs the Center supervisor would Uke to 

imdertake. This major weakness results in a lack of management expertise, 

promotion and fundraising activities for the Center. 



CHAPTER IX 

A STRATEGIC MARKETING AND PROMOTION 

PLAN FOR THE LUBBOCK FINE ARTS CENTER 

Problem Statement 

In relation to the above weaknesses, the Center faces the following 

problems: 

1. The general public is apparentiy not aware of the existence of the 

Center and the fadlities it offers. 

2. The Center is underutilized and does not attract enough support to 

achieve the level of activity and offerings its supervisor would like. 

3. Underutilization means low revenue-generation for the Center. 

4. Low revenue-generation means less fimds available for promotional 

activities. 

5. Less promotion leads to less public awareness. 

Target Markets 

Although the Center would like to reach all members of the Lubbock 

community, experts point out that very few art organizations can 

successfully reach and influence all consumers (Langeard & Eiglier, 1980). 

Managers should identify the segments of the total market they can most 

effectively and realistically serve. The target market is the spedfic group of 

people the organization is trying to reach (Overkamp, 1987). To practice 

target marketing, the organization must go through two steps. First, it must 

segment the total market into those segments that have the most potential 
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for development. Second, it must target its marketing efforts to the market 

segments it has identified. 

There are several ways to segment markets. Organizations choose 

different variables according to their product or service characteristics. 

Variables commonly used when segmenting markets are shown in Figure 7. 

Geographic 

Region 

County 
CMSA 
City 

Demographic 

Age 
Sex 
Family life cyde 
User status 
Income 
Occupation 
Education 
Religion 
Race 
Nationality 

Psvchographic 

Sodal Class 
Life Style 

Behavioral 

Purchasing 
Benefits sought 
Usage rate 
Loyalty status 
Readiness stage 
Attitudes 

Figure 7. Variables Used to Segment Markets. Source: Kotier (1982), p. 180. 

One specific demographic target market with potential for development 

by the Lubbock Fine Arts Center is Texas Tech University art students, staff 

and faculty. This target market meets the national profile of arts patrons in 

terms of education, cultural background and sodal dass. It is an easily 

reached target and would seem predisposed to appreciate the offerings of the 

Center and is consistent with current use patterns. 

Another specific demographic target market with potential for 

development is Lubbock-area high school art students, teachers and staff. 

This target market has several of the characteristics of the first target. In 

addition, it offers the potential for future development. That is, if high 
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school students and teachers are developed, tiiey will continue to be patrons 

of tiie Lubbock Fine Arts Center into tiie future. 

During the writing of this report a controversy surfaced between the 

Lubbock Parks and Recreation Department (the parent organization of tiie 

Lubbock Fine Arts Center) and tiie Lubbock art community. This 

controversy and possible alienation from tiie Parks and Recreation 

Department of a portion of the recommended target market for the Center 

must be taken into consideration when developing a marketing strategy. 

Goals 

Goals should meet several guidelines. First, goals should be specific 

and measurable (Weinberg, 1980). For example, a goal such as, "to increase 

awareness of the programs offered by the Fine Arts Center among the target 

markets by 15% over the next year" is spedfic and measurable. Such a goal 

will enable the supervisor to evaluate the success of the campaign after its 

condusion. Of course, goals have to be realistic, challenging and tailored to 

the specific situation (Weinberg, 1980). Finally, goals must be prioritized 

(Overkamp, 1987). Often managers establish several goals and find it 

impossible to achieve all of them because their efforts are not directed to one 

at a time. Managers must establish priorities and time-frames for the 

achievement of spedfic goals at specific times to achieve success. 

The spedfic goal recommended for tiie Lubbock Fine Arts Center is to 

increase the attendance and partidpation in its exhibitions by 25% among its 

target markets by the end of 1991. 
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Marketing Strategy 

Ansoff (Kotier, 1988) developed a product/market expansion typology 

as shown in Figure 8. The grid is a useful method to identify and 

Current Market 

New Market 

Current Product 

Market Penetrotton 
Strategy 

Market Devefopment 
Strategy 

NewRoduct 

Product Devefopment 
Strategy 

Diversiffcation 
Strategy 

Figure 8. Ansoff s Product/Market Expansion Grid. Source: 
Kotier (1988), p. 48. 

summarize strategic marketing choices. Due to the limited human and 

finandal resources available, it is recommended that the Lubbock Fine Arts 

Center adopt the market penetration strategy. 

Market penetration strategy means to increase the market share of its 

current products in its current market. There are three major ways to 

practice the strategy (Kotier, 1988, p. 47). 

The organization can: 

1. Try to encourage current customers to use more products; 

2. Try to attract competitors' customers to switch to its products; and 

3. Try to convince current nonusers who resemble current users to 

start using its product. 

Therefore, the Lubbock Fine Arts Center should: 

1. Develop programs or exhibitions to reach the Texas Tech market; 

2. Develop programs or exhibitions to reach the high school market; 

3. Promote aggressively to these two markets; 



48 
4. Hold events which will attract the markets' attention; and 

5. Develop programs to generate the markets' interest in the use of the 

darkroom. 

Marketing Mix 

The marketing mix refers to the elements that can be used to influence 

potential consumers. The four elements in the marketing mix are: product, 

price, distribution and promotion. "In addition, tiie four Cs (consumers, 

channels, cost, and competition) play an increasingly important role in 

determining, planning, and selecting the proper marketing mix for tiie 

organization's products" (Schultz, 1990, p. 15). By manipulating the several 

elements of the marketing mix, the organization attempts to favorably 

influence consumers toward the organization's products or services. 

Product 

Product refers to what the organization produces. In the case of most 

non-profit organizations, the product is a service or set of services. It is 

important that the product (or service) be considered from the consumer's 

point of view. It is best conceptualized as a collection of attributes that 

provide a set of tangible and intangible benefits (Weinberg, 1980). 

Most nonprofit organizations are multiproduct firms (Kotier, 1980). 

For example, an art organization may provide exhibitions, classes and 

meeting rooms. The product mix should be examined periodically to 

eliminate those products that are no longer suitable to the market and new 

products with more consumer appeal should be introduced into the product 

mix (Kotier, 1982). 
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The Lubbock Fine Arts Center has provided exhibitions for the general 

public. On average, about ten exhibitions were held each year since 1984, 

and each exhibition lasted one to two months. 

For 1991, tiie Center should plan all exhibitions in advance. It should 

plan exhibitions that will especially appeal to its two primary target markets. 

Price 

Price for a non-profit institution is a complex issue. Managers need to 

determine the pridng objectives; whether it is to maximize profits, usage or 

some other objective. Managers also need to determine price strategy; 

whether it should be cost-based, demand-based, or competition-based. 

Finally, managers should determine when a price change is necessary and 

how to implement a change if necessary (Kotier, 1982). 

The City of Lubbock's policy is to provide every exhibiton free of charge 

to the public so pridng is not a factor in the Center's marketing mix. 

Distribution 

Distribution (place, channel, or location) involves dealing with how 

the organization makes its services available and accessible to its target 

markets. The right location can attract more consumers, can make 

donations easier, can attract volunteers, can showcase the organization's 

commitment to an area and can bring services to an area that needs them 

(Shapiro, 1973). 

The Center's location at 2600 Avenue P is not the most visible and 

accessible location possible. The Center is aware of its location problem and 

is looking for a more visible and accessible location on a main street with 

adequate parking. 
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Promotion 

Promotion, or marketing communication, indudes a wide range of 

activities such as advertising, personal selling Ô y volunteers or staff), sales 

promotion and publidty. The major steps in developing a communication 

program, according to Kotier (1982) include: 

1. Identifying the target markets; 

2. Determining the communication objectives; 

3. Designing the messages; 

4 Selecting the communication channels; 

5. Allocating the total promotion budget; 

6. Deciding on the promotion mix; 

7. Measuring the promotion results; and 

8. Managing and coordinating the total marketing communication 

process. 

The Lubbock Fine Arts Center does not place much emphasis on 

promotion. It has a budget for printing brochures of each exhibition and for 

printing the Center's calendar. News releases are sent through the Parks and 

Recreation Department. 

The Center should begin aggressive promotion of its programs to its 

target audiences. In order to promote, the Center must find a way to 

develop its own public relations function and not rely on the Parks and 

Recreation Department. (Spedfic suggestions follow.) Second, because the 

Center has littie in the way of financial resources for advertising, it should 

utilize the media's "public service annoimcements" available to non-profit 

organizations. Third, the Center should begin a newsletter or other 

publication directed to its target audiences. 
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Action Plan for The Fine Arts Center 

To Target the Texas Tech Market 

Product. The Center should encourage art department majors and 

faculty to use its space and fadlities. Students and faculty should be 

encouraged to hold exhibitions in the Center. Exhibitions could be one-

person exhibitions or group exhibitions. The exhibitions should be held 

during the regular semester and be matched with the University schedule. 

The benefit for the students and faculty is that their works could be seen and 

appredated by more people and will promote a sense of achievement for 

them. In this manner, the Center can have more exhibitions and attract the 

attention and interest of other Tech students. 

The Center should design some basic dasses, such as "introduction to 

art," that could use art or art education students as volunteers to teach the 

classes. The dasses might be targeted to the general public, school children 

or senior citizens. The students can put what they have learned in the 

classroom into practice and learn more from the teaching. Through this 

program, the Center can educate as well as attract more people to participate 

in other programs offered by the Center. This will help the Center establish 

new audiences. 

Promotion. The Center supervisor should work in conjunction with 

the Department of Art at TTU. A short program should be conducted by tiie 

supervisor to introduce the Center to all art students and faculty. This 

program should consist of the following: 

1. A brochure that lists the mission, goals, function, and facility of the 

Center; 
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2. Inviting students and faculty to become audience, volunteers, and 

exhibitors; 

3. Inviting faculty to become consultants, board members, and 

judges for competitions; and 

4. Working with art department faculty to develop a plan for students 

to perform research work as part of their course requirements. 

The Fine Arts Committee, University Center Programs of TTU is 

responsible for holding art events every semester. The Center supervisor 

should contact this committee for the purpose of jointiy holding art 

exhibitions. This will expose a large group of Tech students, staff and faculty 

to the Center. 

To Target the High School Market 

Product. The Center needs to determine what is taught in the high 

school art curriculum. It can then design exhibitions and programs to 

support the curriculimi. In addition to in-classroom education, art teachers 

can arrange for students to exhibit what they produced in dass. This will 

enhance students' interest in art and generate an audience of students, 

parents and teachers for the Center. 

The Center held a Matrix program (a summer photography workshop) 

in 1989. The Matrix photography program exhibited the works of 19 junior 

and senior high school students and was very successful. Programs such as 

this help to generate interest in art among high school students, their 

teachers and their families. Therefore, the Center should design more 

programs similar to the Matrix program which will help increase the 
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attendance rate by high school students and promote the use of tiie Center's 

darkroom, thereby increasing the Center's revenue. 

The Center should recruit Texas Tech art majors as volunteers to 

represent tiie Center and give talks to high school students. The topics may 

be as simple as the volunteer's own art experience or as complex as art 

appreciation. 

Promotion. The Center should contact the art faculty of each high 

school. It should let them know about the Center and what the Center can 

offer to them and to their students. 

The Center should make newsletters, publications or exhibition 

information available to all area high school art teachers. 

Media 

At this stage of development, the Center has no money for advertising. 

Therefore, the only way to publicize the Center's activities is through a 

public relations effort. 

The Center should seek out mass communication majors to work as 

volunteer publicists to prepare news releases to local media and to develop 

feature stories of upcoming exhibitions and program. These students could 

also help design and produce brochures, posters and other publicity material. 

The Center should arrange for its newsletter or publication to be 

distributed to faculty, students and staff of appropriate departments of Texas 

Tech. For example. Fine Arts, Home Economics, Mass Communications, 

Architecture and Education. Special exhibits or programs should be 

promoted in all appropriate departments at Texas Tech. The Center should 
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also, of course, include Lubbock Independent School System art teachers on 

its mailing list of publidty releases. 

Spedal Events 

Spedal events should be held to increase the target audiences' 

awareness of the Center. Two suggestions for spedal events are: 

Citv-wide loeo contest. The contest will help tiie Center to establish a 

symbol to represent the organization. But more important, the logo contest 

will generate media attention and introduce the Center to the community. 

The winning entries should be selected by a panel from the Lubbock 

Cultural Affairs Council. 

Photography contests. These contests could be held jointly with the 

Lubbock Arts Festival, the Carol of Lights at Texas Tech, the Lubbock 

Intemational Wine Festival, and other city-wide activities. The Center 

would host an exhibition to display the winners' works. A photography 

contest will generate more darkroom utilization and will attract more public 

participation in the Center's exhibitions. 

Fundraising 

The Center needs to develop additional sources of revenue to 

supplement what it receives from the City of Lubbock. These additional 

funds are needed to finance special programs and for promotion and 

publidty. The Center should identify its needs and develop a fundraising 

plan based on those needs. It can then develop a volunteer organization to 

help identify possible donors and solidt from those potential donors. 

Personal contact is the most effective method to solidt donations, no 

matter what the donor source. For foundations, a well-written proposal is 
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important, but, if possible, tiie Center supervisor should visit the 

foundation after submitting the proposal. Or, find someone who knows tiie 

staff of the foundation to have a word for the Center. According to tiie 

research in tiie first part of this thesis, the foundation's staff plays an 

important role in grant dedsion-making. But caution is needed here to 

avoid offending potential donors. Each foundation, organization or 

individual should be studied to determine which method of solictiation will 

be most likely to succeed. 

For the business sector, someone who knows the company executive 

should be found to ask for the donation. The larger the prospective gift, the 

more personalized the solidtation should be. If one-to-one contact is not 

possible, a telephone or mail campaign should be developed. 

It should be kept in mind, there are various kinds of support that the 

business sector can offer (see Tables 7 and 8). 

People give money to the organizations they know. So, the Center's 

mailing list should include companies or their executives who are potential 

donors. These potential donors should be sent a monthly newsletter to let 

them know about the Center and what the Center has accomplished for the 

community. 

The possibility of, and the amount of, support depends largely on the 

relationship between the individual and the organization. Individual 

contributors respond positively to personal appeals from tiiose tiiey know 

and respect. 

After the donation, always let the donors know what their donation 

accomplished. For example, tiie Center can put in the monthly newsletter 

sometiiing like, "all the framing of the works in the exhibition was made 
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possible by so and so company." And, mention tiie use to which tiie money 

was put m tiie tiiank you letter. This will make the supporters feel 

important and give them a sense of pride in contributing to the community. 

Evaluation 

The evaluation of the strategic marketing plan outlined above involves 

no more than setting specific objectives for each of the recommended steps 

and monitoring progress toward the accomplishment of each step. The 

number of programs, number of volunteers, amount of funding raised and 

amount of participation are all easily monitored. 

The author suggests the Center implement an "annual plan of control" 

method shown in Figure 9. To implement the control fimction, the 

Goal setting 
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/ \ 

> 

Performance 
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Corrective 
Action 

What should 
wedoatxxjt 

It? 

Figure 9. The Contol Process. Source: Kotier (1982), p. 183. 

Center should review the whole process after each exhibition, activity or 

event is over. The review should indude at least the following items: 

Attendance record. How many people partidpated in the activity? 

Compared to other activities which were held by other organizations at the 

same period of time, how did the Center do? 

Audience behavior review. Who are the people who came to the 

activity? Why did they come to the activity? How many times have tiiey 

attended activities held by tiie Center? The Center should analyze the 
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factors that influence people's participation and seek methods to improve 

attendence at each performance. 

Attitude record. What did people tiiink about tiie activity? The 

Center? This can be leamed through a complaint-suggestion box, or 

customer satisfaction survey. 

To assist in gathering the above information, tiie Center might 

consider a drawing for a small prize, perhaps a donated piece of art work. 

Expense record. The Center should record all expenses in as much 

detail as possible. For example, framing the art works, the cost of receptions, 

the cost of pamphlets, invitation cards, etc. By comparing the expenses of 

every activity, the Center can detect how to bring down the total cost and to 

be effective and effident. 

By keeping close track of each activity's performance and expense, the 

Center will know whether it achieved its goals at the end of 1991. Even if it 

does not accomplish its goals, it will know what went wrong and how to 

improve its performance. And, based on experience and the newly 

developed marketing plan, the Center can set its new goals for the following 

year much more realistically. 



CHAPTER X 

SUMMARY AND CONCLUSIONS 

The main purpose of this study was to give a general idea of the status 

of art in current American sodety and reasons to support tiie Lubbock Fine 

Arts Center. Another reason was to design and recommend a marketing 

and promotion plan for the Lubbock Fine Arts Center. 

In the eighteenth century, the United States achieved political 

democracy. In the nineteenth century, it achieved economic democracy. In 

the twentieth century, tiie challenge to the United States was to achieve 

cultural democracy. At the end of the twentieth century it seems tiiat 

Americans have failed in this challenge. 

It is believed that the level of partidpation in the arts in a society is 

dependent on the level of income and education of its people. But, this 

belief does not seem to be true when applied to American sodety. In the 

1950s, 60s and 70s, Americans witnessed a "cultural boom." But this cultural 

partidpation stopped during the 1980s. Why? 

Morison and Dalgleish (1987) divided the public into "yeses" and 

"maybes." The yeses are people who were already predisposed toward 

supporting and partidpating in the arts. The maybes are people who are not 

as predisposed to or as comfortable with the arts. They believe they do not 

know enough to be able to enjoy the arts. During the past tiiree decades, 

artists and art organizations convinced the yeses to support and partidpate 

in the arts. Unfortunately, there are not many of them and tiie supply is 
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nearly exhausted. To keep tiie audience growing, the arts must try to readi a 

larger group of people; tiie maybes. 

Fundraising is the major finandal resource for non-profit 

organizations such as tiie Lubbock Fine Arts Center. Although people and 

organizations are more willing to contribute now compared to the past, tiie 

competition for funds among nonprofit organizations has also increased. 

The guidelines which determine where money goes varies from donor to 

donor. But, overall, donors are looking for those organizations tiiat operate 

effectively and efficientiy. 

In order to attract audiences and donors, art administrators started 

investigating business concepts and techniques to solve the crisis they faced. 

Marketing, one of the business disciplines, appears to have considerable 

potential for helping art administrators achieve the goal of increasing 

audiences and funds. It has been more than a decade since marketing 

scholars attempted to demonstrate the need for, and the application of, a 

marketing orientation in art organizations. However, there are still 

numerous art administrators who are unaware of, distrust, or have 

misconceptions about the marketing concept. 

While applying the marketing concept to their organizations, art 

administrators need to be cautious. In the business world, manufacturers 

tailor their products to satisfy their customers' needs. But in the art world, it 

is not totally true. Although art organizations should design various 

programs to match their audiences, it does not mean they have to lower 

their standard of quality for products offered. An example can illustrate the 

role art administrators play. The business is the earth, and art is the sea. Art 

administrators work on the shore where the two worlds meet. Art 
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administrators must try to balance between these two different 

environments. They should neither wander too far from shore and lose the 

rich resources of business acumen, nor wander too far into the sea and lose 

their primary goals and the definitive purpose of art (Morison and 

Dalgleish, 1987). 

Art organizations should utilize the educational function to help 

audiences leam about the arts. The purpose of art organizations is to create a 

long term relationship between art and audience. To achieve this purpose 

art administrators need to recognize thĉ  needs of audiences and develop a 

continuing, serious program to help audiences experience the arts. 

The basic idea of the marketing strategy for the Lubbock Fine Arts 

Center is that the Center should, first of all, secure its "yeses" audience, the 

Tech market. After securing the Tech market the Center will be able to 

recruit many of the individuals as volunteers. This will help the Center to 

solve its insuffident himian resource problem. At the same time, the 

Center should also develop programs which can generate public interest and 

its partidpation. These programs are the "stepping-stones" for the reluctant 

"maybes" to enter the arts world. 

Recommendations 

Five major recommendations are suggested as a result of tiiis study. 

First, tiie Parks and Recreation Department should appoint an advisory 

board for the Lubbock Fine Arts Center. This board can help tiie Center 

establish a fundraising strategy. The Center's lack of effective fundraising 

events and representation from the business sector reduces donations from 

the business sector and from individuals. 
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Second, the Center should adopt a mission statement such as the one 

suggested earlier. The mission statement wiU help to focus the efforts of the 

Center and help it to avoid activities and programs tiiat are not consistent 

with its mission. 

Third, the Lubbock Fine Arts Center should seek more professional 

help from volunteers from the business and Texas Tech community who 

are experts in marketing, accounting and the other areas in which it needs 

help. In addition to promotional problems, the Center still has 

management and finandal problems in need of professional attention. It 

can attain assistance through school projects, volunteers, and retired 

persons. 

Fourth, the Lubbock Fine Arts Center should continue to practice and 

modify its marketing strategy. This study recommends a strategy for the 

conung year only. It secures the Center's primary audience and attempts to 

increase public awareness of the Center. The Center needs to design 

supplemental strategies to increase and diversify its audience and achieve its 

mission: To educate the public about art and its contribution to the cultural 

and economic well being of the community. If the Center practices this 

strategy for only a short period of time, the attempt will not be successful 

and, consequentiy, the Center will not be able to solve its problems and 

accomplish its goals. 

Fifth, the Center should develop its own marketing audit system. A 

marketing audit can help the Center examine the market environment, the 

Center's objectives and strategy periodically. It can also detect problem 

areas, determine the Center's opportunity, and evaluate the marketing 

performance. Moreover, it can recommend a plan to improve the Center's 
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marketing performance. The marketing audit is a major process to develop 

a sound marketing strategy for an organization. Before the Center is able to 

develop a market audit, the Center should collect as much information 

about its audience as possible. 

The Ca:iter must recognize the need for a marketing strategy and 

actually implement the strategy. Only in this way will it be in a posistion to 

solve its problems and fulfill its purpose: to enrich the cultural lives of the 

people of Lubbodc, Texas. 
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