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Learning Outcomes: 

4.1: Understand and be able to apply the steps necessary to start and implement 
planning in an arts organization

4.2: Develop the skills to analyze, revise, and write effective mission statements

4.3: Understand the different types of strategies and be able to apply them to arts 
organizations

4.4: Be able to write goals and objectives that are specific, measurable, achievable, 
relevant and time-bound  

4.5: Be able to explain other approaches to planning (business plans, the theory of 
change, balanced scorecard, scenario planning, contingency, and crisis planning)

4.6: Understand and be able to apply decision-making and problem-solving techniques 
to personal and management situations. 

-----------------------------------------------------------------------------------

In the arts, we have the challenge of planning for an uncertain 
future while staying open to possibilities and creative 
opportunities as they arise. For the arts manager, this means 
developing a planning process that is flexible, systematic, and 
focused on the organization's mission and vision and making a 
positive impact in the community. 
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Chapter Four – Planning and the Arts
Context of Planning

A plan is "a method for doing or achieving something, usually involving a series of actions 
or stages, or something you have arranged to do." Planning is defined as "the act of 
deciding how to do something" (Cambridge Dictionary, 2020). 

Plans are developed by people and therefore are subject to varying mental models and 
cultural biases and are influenced by the environments noted in chapter 3 (social, cultural, 
economic, etc.).

Planning is also influenced by the cultural context, assumptions, and values that 
predominate in different countries. How time is perceived, and the orientation people 
share about the past, present, and future effects how planning is thought about and done. 
(Zimbardo & Boyd, 2008) 

Planning in the Arts
The mission, vision, and values of the organization shape its planning and drive its annual 
programming and projects produced (exhibits, concerts, etc.). Plans often include 
aspirations organization to improve its operations, raise funds, become more equitable, 
diverse, and inclusive, undertake new initiatives, and expand its impact.  
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Chapter Four – Planning and the Arts
Context of Planning

Planning Components – Core Activities (See Fig. 4.1 and Slide 6)

1. Conduct an organizational assessment

2. Develop a list of organizational priorities 

3. Formulate strategies based on your priorities  

4. Create goals, objectives, and tactics to achieve strategies

5. Develop a framework for assessing success and adjust strategies and goals as needed

The planning process should be integrated into and aligned with the arts organization’s 
operational capacity. Planning is not an end but a means for achieving its mission and 
vision. 

Plans can be short, intermediate, and long-range (e.g., one year or less, two or three years, or 
four to ten years) (See slides 7 and 8)

Plans can be strategic (priority-focused) or operational (how day-to-day work and recurring 
projects will be accomplished)

Plans can be single-use (non-recurring activity) or standing-use (production schedule for the 
season)
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Other Situational Assessment 
Approaches (see Ch. 4)

STEP Environmental Analysis 
(Social, Technological, Economic, Political)
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Examples of Planning in the Arts

Canadian Council for the Arts
https://canadacouncil.ca/about/governance/strategic-plans

https://houstonsymphony.org/wp-content/uploads/2017/05/Houston-
Symphony-Strategic-Plan.pdf

https://www.artsandvenuesdenver.com/assets/doc/AV-1401-
Imagine2020-FullPlan-WEB-55e6ae7250.pdf

https://canadacouncil.ca/about/governance/strategic-plans
https://houstonsymphony.org/wp-content/uploads/2017/05/Houston-Symphony-Strategic-Plan.pdf
https://www.artsandvenuesdenver.com/assets/doc/AV-1401-Imagine2020-FullPlan-WEB-55e6ae7250.pdf
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Planning Strategies and Examples
Strategies are developed to support the priority choices the organization has made to achieve its 
goals. For example, see the six strategies of the Houston Symphony from its Vision 2025 plan. 
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Four Strategies Organizations Can Pursue

Stability: Keep doing what has been working well and 
has served the mission well

Growth: Take on new programs or initiatives to achieve 
greater impact and vision fulfillment 

Retrenchment: Pull back from activities that cannot be 
supported or sustained 

Combinations of Strategies: Mix of strategies in  
response to uncertainty in external environments  
------------------------------------------------------------------------------------------------------------------------

Houston Symphony VISION 2025 Plan

The six strategies shown on the right are 
primarily focused on achieving growth and 

stability, e.g., #3, 4 and 6 
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Goals, Objectives & Tactics [1]

Goals are outcomes that an organization aspires to achieve in its plan
For example, We want to increase our total number of subscribers (or members) by the 
end of 2023 to strengthen our financial stability. 

Objectives are the steps it will take to reach its goals
Objectives can be “process” (“Conduct a survey of lapsed subscribers to ascertain why 
they didn’t renew”) or “outcome” (“Increase the subscriber base by x-number or y-
percent”) or they can be both. For example, an outcome objective might be “Increase the 
total number of subscribers 15% by June 30, 2023.”

Tactics are the detailed steps that will be taken to achieve each objective
To achieve the process or outcome objective tactics would need to be implemented

9

4. Use survey results (e.g., prices too high and 
scheduling) to revise pricing and scheduling options. 
5. Present new options to the leadership team and 
if approved then incorporate new pricing structure 
and scheduling options in the next season’s 
subscription campaign. 

1. Create a set of survey questions designed to 
why people didn’t renew their 
subscription/membership. Was it 
programming, pricing, scheduling, or other?

2. Conduct survey
3. Assess results  

Each tactic requires a start and end date, and someone designated to be responsible for completing the tasks 
associated with each tactic. For example, conducting the survey requires many steps before, during, and after.   

[1] Step 9, pp. 185-209, Strategic Planning for Nonprofit Organizations, M. Allison & J. Kaye, Wiley, 2015.
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Other Planning Approaches

Business Plans
Box 4.5 shows the outline for a business plan for arts organizations. In addition, here are three 
links to explore to other resources for business plans and planning templates.  
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Also check out the planning approach 
outlined at Propel Nonprofits:
https://www.propelnonprofits.org/wp-
content/uploads/2017/10/transforming_nonprofit_business_models_Propel.pdf

U.S. Small Business 
Administration “Write your 
business plan”
https://www.sba.gov/business-guide/plan-
your-business/write-your-business-plan

https://www.councilofnonprofits.org/tools-resources/business-planning-nonprofits

https://www.propelnonprofits.org/wp-content/uploads/2017/10/transforming_nonprofit_business_models_Propel.pdf
https://www.sba.gov/business-guide/plan-your-business/write-your-business-plan
https://www.councilofnonprofits.org/tools-resources/business-planning-nonprofits
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Chapter Four – Planning and the Arts: Other Planning Approaches

Business Model Canvas for Nonprofit Organizations
This visual approach to creating a business model promotes collaboration and encourages people 

to share ideas and different perspectives about a company or nonprofit organization. (Link to 

Canvanizer’s homepage: https://canvanizer.com/) 
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https://docs.google.com/document/d/17bu9MUIpIg41ui3wLzIziS5cwQoBTvgDKPepuONL9gI/edit

Link to the Nonprofit Version of the Business Model Canvas

https://canvanizer.com/
https://docs.google.com/document/d/17bu9MUIpIg41ui3wLzIziS5cwQoBTvgDKPepuONL9gI/edit
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Chapter Four – Planning and the Arts: Other Planning Approaches
Theory of Change (TOC)
TOC is a framework for thinking about how a problem could be solved. An arts organization’s education 
department could use this framework to assess if it achieving the long-term change it envisioned by starting 
its programs in the first place. Are the problems that it was seeking to solve producing the results it sought? 
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https://www.changethegameacademy.org/wp-content/uploads/2018/05/Theory-of-Change-template-gk.pdf

https://www.changethegameacademy.org/wp-content/uploads/2018/05/Theory-of-Change-template-gk.pdf
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Chapter Four – Planning and the Arts: Other Planning Approaches
Logic Model (LM)  – Diagram below shows how in five years the problem and goal statement (top) will 

achieve its “Final Impact Outcomes.” The LM steps are shown in the sequence of short-term, intermediate 
steps which then produce the final impact outcomes. (Increased knowledge → Enhanced practice)
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https://artsboston.org/wp-content/uploads/2017/12/WORKING-DRAFT-ArtsBoston-AudienceLab-Logic-Model-12.15.17.pdf

https://artsboston.org/wp-content/uploads/2017/12/WORKING-DRAFT-ArtsBoston-AudienceLab-Logic-Model-12.15.17.pdf
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Chapter Four – Planning and the Arts: Other Planning Approaches
Balanced Scorecard & Scenario Planning (see figures 4.5 and 4.6)

Balanced score planning is a dynamic relationship between strategies supporting the organization’s mission 
and its stakeholders, financial resources, employees, and operational processes. Scenario planning maps out 
possible outcomes based on positive to negative conditions that impact an organization’s operation.   
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Chapter Four – Planning and the Arts
Other Types of Plans: Contingency and Crisis Planning
Written contingency and crisis plans should be part of the organization’s strategy for managing 
risk.  Contingency plans are designed to answer “What If” questions affecting operations, 
finance, personnel, facilities, and programming. 

Crisis plans are designed for short-term crises confronting the organization. Crisis plans are 
usually incorporated into contingency plans and are developed around specific operational 
areas. There are two examples below to help you better understand what goes into these types 
of plans. The Nonprofit Risk Management Center is also an excellent resource for risk planning. 

Examples of Plans: 
Dance-Theatre-of-Harlem-Emergency-Preparedness-Plan, New York, NY [1]

https://secureservercdn.net/198.71.233.39/43a.0ad.myftpupload.com/wp-content/uploads/2022/01/REDACTED-Dance-
Theatre-of-Harlem-Emergency-Preparedness-Plan.pdf

Ford Theatre Emergency Preparedness and Response Plan, Los Angeles, CA [1]

https://secureservercdn.net/198.71.233.39/43a.0ad.myftpupload.com/wp-content/uploads/2019/12/3-Ford-Theatre-
REDACTED-Emergency-Preparedness-and-Response-Plan-CC-PAR-Project-1.pdf

[1] Source: https://performingartsreadiness.org/the-project/ and https://creativecommons.org/licenses/by-nc-nd/4.0/
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https://nonprofitrisk.org/
https://secureservercdn.net/198.71.233.39/43a.0ad.myftpupload.com/wp-content/uploads/2022/01/REDACTED-Dance-Theatre-of-Harlem-Emergency-Preparedness-Plan.pdf
https://secureservercdn.net/198.71.233.39/43a.0ad.myftpupload.com/wp-content/uploads/2019/12/3-Ford-Theatre-REDACTED-Emergency-Preparedness-and-Response-Plan-CC-PAR-Project-1.pdf
https://performingartsreadiness.org/the-project/
https://creativecommons.org/licenses/by-nc-nd/4.0/
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Chapter Four – Planning and the Arts
Planning Limitations
• Takes time and resources that may be in short 

supply in a small organization
• Plans often look back and faulty assumptions 

are made about the future outcomes
• Commitment to the planning process is 

lacking by the board or staff or both
• In larger organizations the planning process 

can become cumbersome and bureaucratic 
• Organizations of all sizes can succumb to 

crafting plans that are unrealistically 
optimistic (planning fallacy) about how long it 
will take to produce meaningful results

To counteract these limitations, operating plans 
should be created to help align the core functions 
of the arts organization so the focus can shift to a 
limited number of strategic initiatives (2 or 3) 
such as more inclusive programming, new 
community engagement projects, or a capital 
campaign (e.g., a new addition to the venue).  
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Source: GrantStation - https://grantstation.com/cartoon-
archive. Used with Permission
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Decision-Making

An effective decision-making process 
requires having the time to analyze the 
various types of decisions that an 
organization needs to make and the risk 
environment in which it functions. 

Mintzberg observed that managers often 
face the “Syndrome of Superficiality” given 
the scope of their jobs and as a result, they 
do not have the time to get deep enough 
into a problem to engage in these steps. 

Decision-Making Biases
Availability: Relying on readily available 
information
Representativeness: Assuming a similar 
outcome will result based on stereotyped 
occurrences
Confirmation Error: Selectively seek out 
information that confirms s decision already made
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Identify 
Problem

Generate 
Solutions

Evaluate 
and Select

Implement

Evaluate 
and Adjust

Five Steps in Decision Making 

Ideally, circumstances permit being able to 
methodically use these steps and thereby 
avoid decisions having to be remade.  
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For more resources for Chapter 4 go to 

www.managementandthearts.com

Management and the Arts 6e, Wm. J. Byrnes, 
2022 (C) 

18

http://www.managementandthearts.com/
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What’s Ahead . . .

Chapter 5 – Organizing: Organization Design and Culture

Learning Outcomes   

5.1: Identify and assess the factors contributing to being organized

5.2: Summarize ways of starting a business

5.3: Articulate and define terms and benefits associated with organizing

5.4: Explain the elements that contribute to organic, mechanistic, and 
bureaucratic organizations

5.5: Be able to analyze an organizational chart and identify the divisions of work, 
supervisory relationships, lines of communication, subunits, and levels of 
management

5.6: Explain how organizational complexity affects mission fulfillment

5.7: Explain organizational culture, apply the three levels of culture in analyzing 
arts organizations, and outline how culture influences change processes in 
organizations

Management and the Arts 6e, Wm. J. Byrnes, 
2022 (C) 
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