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Program Replication

In the past, U5, foundations funded nnovative programs, and the government
took responsibility for replicating the ones that worked besi As government
respurces for replication have dwindled in recent years, foundations have
sought ways to take a more active role in helping good programs spread more
widely.

It is & smart philanthropic mvestment o concentrate on ways o reproduce good
programs, rather than devoting so much effort o creating hundreds of new
ways to solve prohlems. For example, the Sores Foundation recently replicated
Head Start in eastern European counirles instead of creating a web of new,
unproven programs in sn attempt 10 sddress children's needs.

A substantial base of science and experience guides program replication. The
strategy outlined here draws on that experience and uses a “cote componenis”
approach, which mvolves o systematic effort o identify the critical elements of
a program. These elements must be reproduced Faithfully if replication & o
succeed, Other aspects of the program can be included, excluded or modified
to it varying local needs.

Documenting core components of an innovation increases the potential of the
replicated program and (s lecal acceptance. First, it helps lower resistance
amoeng potential stakeholders, provides motivation for participants and helps
them fake ownership of the model program, Second, it helps those interested in
the pussibility of replication determine whether or not the critical eléements of
the program are likely to it the local environment. This helps organizations
avoid wasting energy Urying (o implement & model that isn't really appropriate
for s particular setting.

Core Components of the Charlotte Marketing Services Grganzetion

The review of the Charotie M50 included an examination of program docaments,
a review of evaluation research, interviews with leaders of Charotte ars com-
munity organizations and consultations with statf from Knight Foundation and
AMS Planning £ Besearch Corp. The review identificd eight core components of
the Charloite M50 model

First, a successfl marketing collaboration must have a clear strategic plan.
Second, it should start with a pilot phase of limited scope. Third, the panicipants
need 1o deling key marketing activities with leverage potential, They must agnee
on & specific mix of marketing services, Fourth, strong leadership ks essential,
not only in the MSO but also in edch of the participating groups,

Fifth, the role of the host organtzation must be clearly understood and structured
in @ way to support the MS50's work. A sixth issue is how participating groups
will integrate M50 marketing with their interpal marketing activitles, The seventh
component, the long-term sustainability of the M50, needs o be addressed from
the carliest planning phaze. And finally, ongoing market research and regular
evaluation must be incorporated into the program to provide the information
and assessment essential for confinued sucoess.

Edach potential replication site will have s own unigue set of resources or timing

advantages, Addressing these elght components in creating a marketing services
organization will help maximize the value of whatever assets exist within the

COMMERITY.



1 Strategic Planning
Both a business plan for the MS0 and long-range marketing plans for each of
the participating arts groups arc essential to success, [n Charfotte, an outside
consultant helped the Blumenthal Center develop the MS0 business plan. M50
staff developed the long-range marketing plans for each member group.

Dutside support for these activities is essential, as they occur in the planning
period hefore there is payofl from the effort to motivate internal financial
commitments. In the case of Charlotte, that suppon came from Knight
Foundation; other potential sources include other foundations, govemment
agencles. corporate or other private donors. It Is paricularly important for
the plans 1o establish systems that provide for operating support when outside
funding cnds,

2 Pilot Study
Beciuse the M50 is such a departure for nonprofit ans groups accustomed Lo
operating autonomously, @ pilot phase during which the M50 serves & small
number of clients s essential. This trial period allows stakeholders o observe
how the concept is put into practice. It also allows M50 leaders 1o refine the
model before full implementation,

3 Key Marketing Activities with Leverage Potential
The MS0 needs 1o define the activities it will pursue during the initial period in
which outside funding supplements operating costs, It should determine which
activithes will remain in the M50's permanent service mix, once the star-up
phast ends. Examples of these activities include:

s Sharing of mailing lists among all member groups

» [nereasing volume and quality of creative services to help fulfill the potential
of this unusual, somewhat risky enterprise (& senior marketing executive and
in-house graphic design staff are two Charlofte examples)

» Centrally purchasing marketing and advertising services to produce economnies
of scale

» Using cross-promotions to increase atendance and overall awareness of com-
munity cultural opportunities (a mailing abowt Opera Carolina’s The Crucibie 1o
the Charlotte Bep's mailing. list, for instance]

» Using markei research 1o help decide critical issues like pricing policy (such as
Opera Carolina’s decision to change its policy linking direct contributions to
seat assignment [or renewing subscrilbers)

* Pursuing In-kind arrangements for marketing media {such as the Charfotte
MS0's deal with local television stations to provide broadeast time in return for
ad space in the MS0's Playbili).

4 Leadership
Coordinated leadership from four areas is vital to the MS0's success. The effort
needs champions in the local arts community who initially promote the idea
of collaboration, leadership at the host orgenization, leadership from within cach
of the M5S0 clients and leadership from members of the M50 staff.



5 Determining Role of Host Organization
Planners may select an existing agency to house the MS0 (as in Charlotte] or
creale a new ofganization to nin the M5S0 operation and possibly serve other
purposes as well. Whatever the ultimate decision, the host organization of the
conperative will play a ertbeal role in providing Anancial, leadership and struc-
tural suppors.

In the case of Charlotie, where Enight Foundation hoped it grant suppord would
leverage funds, it was essential for the host organization to make a significant
financial and in-kind contrbution. Alternatively, the host organization could
raise the necessary funds from other public or private sources. In Charlotie, the
perlorming ars center also provided s home, lirerally and figuratively, for the
MS0. The center helped the MSO weather the expected start-up difficulties.

[n fact, the M50 was in many ways an expansion of the center’s exizting mar-
keting operation.

Finally, in Chadotte there were complex structural relationships between the
center, the M50 and the three performing ars clienis. In most cases, cach
mrismber benefited when other partners grew stronger. The relationships created
enormous incentives for the members to maintain the M5S0, These structural
supports were an essential ingredient in the early success of the M50 and s
survival beyond the perod of Knight funding,

B Integration with Client Internal Marketing
The M50 concept i5 not designed to undertake all of the marketing activities of
its client nonprofit ars agencies, In Chadotte, for instance, NCDT continued 1o
do its own marketing for its touring operations. Opera Caroling maintained
internal marketing of 5 education program, The M50 worked closely with the
marketing staff responsible for these activities. and with the marketing commit-
tees of the boards of each member group.

7 Attention to Sustainability
Like most new projects, the M50 was at nisk of going out of business when s
initial outside Funding ended, From the beginning, M50 leaders must plan for
the trapsition from outside funding to internal support. The M50 business plan
should spell out the terms for achieving sustainability, and paricipating groups
miust-agree o those conditions from the outsel. I is importani for the outside
funder to define an exit strategy including clear language on the limits of its
initial support and future priorities.

The Charlome M30 was never fully dependent on ouiside funding because
almost half its carly support came from the host organization. Also, KEnight
Foundation defined an exit sirategy based on declining grant support.

& Marketing Rescarch and Program Evaluation
Systematic data gathering plays 2 key role in the development of the MS0,
Kesearch is critical both in the planning stages and at the end of the demonsira-
tinn pericd. Follow-up research provides helpful comparative data and serves as
an evaluative tool. With repeated messures, the M50 can develop intermediate
benchmarks to track progress toward long=term goals. In addition o measuring
the impact of the M50, evaluation research also should assess the guality and
strength of the relationships required o sustain the collaborative,



Community Context

In implementing the core components, planners working to replicate the M50
concept must consider other developments in the local community. In particular,
planners should address two key questions.

What else is happening in the arfs community that may affect planning af
the M507

In Charlotte, the M50 arrived during a time of extraordinary growth in the
nonprofit arts community, In addition, after years of being considered unsafe,
the uptown arca came again to be seen as a favorable location for going out 1o
aris events; this was intertwined with the opening in 1992 of the spectacular
pew Blumenthal Center and also the success of its Broadway series,

The substantial growth of NationsBank and First Union Bank (both of which
have corporate headquarters in the city) strengthened the Charlotte economy.
The two hanks provided a strong corporate support base for the ars. These
contexiyal factors helped create an envirenment in which a bold experiment
like the M50 could succeed,

What is the community's long-rerm vision for arts and culture?

In Charlome, leaders have made a concerted effort to organize and unify arns
activitics in the community. They created a five-year master plan for arts and
culture in Chatlotte. In particular, Charlotte has a strong Arts & Science Council
that functions as the major funder of nonprofit ars in the community. The
community's vision for arts and culture helped create a strategic base for the
M50 and its marketing activities,

Barriers o Success

Lessons from the Charlotte experience also point to severdl challenges commu-
nities may face as they work to (mplement an MS0.

Loss af Confrol

Leaders of arts organizations fear systems that reduce their artistic frecdom,
including how their creative works are presented and marketed to the public.
In an M50, in fact, there is a loss of choice and control, which should not be
minbmized, but can be managed,

In Charlotte, arts groups feared the MS0 would create & “vague sameness” 1o
their marketing. One person described the prospect of a "managed art™ system.
However, leaders interviewed in Charlome were unanimous in asserting that this
fear had not materialized. Early on, the M50 helped each organization develop
its own corporate identity. As a result, each entity was able to keep basic creative
control over the content of marketing, while vielding some control over imple-
mentation and delivery of that content to the public.

Some leaders of arts organizations belicve that successful marketers must be
expert in the specific discipline in which they are working. Thus, an account
exccutive for an epera company must be an opera expert, and so forth. Fears
were expressed in Charlotte that MS0 staff members did not have suitable
expertise. Retention of credtive control over the marketing content has helped
reduce this concern.



Competifiveness

In public statements, much is made about the highly collaborative, collegial
spirit of arts groups in Charlotte. Privately, almost evervone interviewed
arknowledged that member ars organizations alse are highly competitive.
One group, for instance, asked MSO staff to keep secret details of a particular
campaign because of fears that another ans group might appropriate the ideas.

Charlotte arls organizations are accustomed to competing for scarce resources,
as are arts groups sl over the country, Noamount of communicy collegiality
will remove that competithive spivit. Overall, Charlotie's arts commumity man-
aged this competitive energy in positive ways,

Joint Decision Making

In Charlotte, M50 marketing efforts often affect more than one member arts
group. As a result, arriving at decsions that satisfy the leaders of each group
has heen especally complicated. Several leaders of member groups reported that
lengthy negotiations were sometintes needed o reach agreement for actions on
otherwise basic marketing issucs. Leaders did not suggest a solution for this.
[nstead, they perceived this simply as a price to he paid for having both creative
automamy and shared resources,

Lack of Inclusivencss

The Charlotte Symphony, & major player in the community's ar scene, was

nol among the MS0Ys original clients, in part because the symphony presenis
as many cvents as all four M50 groups combined, and partly beciuse of the
symphony's severe financlal problems at the time. During evaluation discussions,
other reasons were offered as to why the symphony was not included in the
MS, Some leaders mentioned personality conflicts, Others noted that the
symphony already had an internal marketing unit that was quite successful.

Whatever the explanation, the decizsion nof (o include the symphony has nol
prevented the MED from succeeding. 1t ks, however, reduced opportunities for
cross-marketing and reduced the upper limit of economies of scale that might
be achicved. At one point, discussions were held between the M50 and the
symphony about using the M50 graphic design capability. But the symphony
necded a full-time person, not part-time aocess o M50 staff. The symphony
currently has no plans for involvement with the M5S0, but there have been
informal collaborations,

Firmding Erpectalions

In Charfotte, several arts leaders sald that there had been an expectation among
the member groups that Knight Foundation would provide additional transition
funding = despite a clear stavement in the 1995 business plan that explained
the limits of the Foundation's support. In fact, each client signed a contract with
the MSO acknowledging that it would be responsible for its own costs beginning
in year three.

Even s, leaders said their expectation for additional funding continued 1o
influence their planning. As & result, they said they had to scramble 10 support
the M50 linancially at the end of KEnight funding.




Replication lssues in Long Beach

In 1998, Knight Foundation awarded a planning grant to Public Corporation
for the Arts (PCA) in Long Beach. The grant allowed PCA to conduct audience
research, survey other innovative arts marketing efforts across the country.
convene a panel of experts to consider how an M50 might be implemented
locally and develop a sirategic plan for such an organization in Long Beach,

In addition to drawing on lessons from Chardotie, PCA sought information
about other innovative arts marketing approaches around the country, These
included the Cultural and Scientific Facilities District in Denver, the Grants

for the Ans Program in San Francisco, the Texas Ans Marketing Initiative, the
Arts Marketing Center (funded by American Express and based in Chicago)
and an experimental marketing unit for Canadian arts organizations funded
by the McConnell Family Foundation.

At the time of the planning grant, important elements (o support a version of
the M5S0 were already In place in Long Beach. PCA, an umbrella organization
for arts in Long Beach, had been in existence for 20 years and had credibility in
the community, PCA developed a master plan for arts and culture in Long Beach
and convened a communitywide marketing committee fo serve as an oversight
body. A new nonprofit, Long Beach Ine., had begun promoting the city, including
ants and culture activitles, New instinations, such as the Long Beach Aguarium
and Museum of Latin American Ari, were expanding the cultural footprint of
the city.

Long Beach also faced some immediate challenges. As many as B0 nonprofit
arts arganizations could play a role in the local arts partnership, yet no singie
venue was ready to coordinate the groups’ activities. PCA had only begun
exploring possibilities for a presenting program; the lack of a presenting pro-
gram limited opportunities for new revenue streams. PCA had recently under-
gone a leadership change, so there also were questions about who would cham-
pion the marketing project, Finally, Long Beach is part of the larger cultural
community of Los Angeles, and many residents of Long Beach seck ans and
culture experiences outside the city,



