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Executive Summary

Our workgroup chose to research how community arts and theatre impacts the community and what steps could be done through KLA to assist the Wagon Wheel and our community to effectively make an impact on Kosciusko County.
Trends Identified
· Recent combination of Wagon Wheel, Symphony of the Lakes, and Center Street Community Theatre under one “yet to be named” organization.
· Need for more capital to realize future strategy of growth and autonomy.
· Passionate leaders have shared their immense talents, time, and treasure to maintain and grow the arts in Kosciusko County.
· Leadership has recognition of strengths and weaknesses in current structure and market strategies.
· Opportunities exist to increase building utilization, liquor license, and increased marketing.
· Recognized need to increase local buy-in and at same time broaden reach within a highly competitive environment.
· Wagon Wheel’s continued growth directly relates to economic development as it increases Kosciusko County’s value as a desirable location to live and work.
General Conclusions
We believe a three-pronged approach of a community needs survey, marketing campaign, and capital campaign would assist the Wagon Wheel board of directors. These tools would help equip these community leaders with a perspective from the community that would create buy-in, capital investment, and continue the rich history of Wagon Wheel as it continues its transformation as a non-profit community organization.
Project Proud funds will be utilized to:
· Purchase necessary support items for community survey which would include: paper & ink, envelopes, postage, and any miscellaneous expenses.
· Results of survey will be provided as a resource to future marketing and capital campaign efforts.
· KLA supported  effort will provide “3rd party perspective” to assist Wagon Wheel Board of Directors in shared goals of growing and enhancing Kosciusko County as an ideal location to work and live. 

· The hope is future KLA workgroups will continue based on the framework of this project.

Background
Our workgroup chose to focus on how the Kosciusko Leadership Academy (KLA) could assist the development of community theatre and the arts in Kosciusko County.  To obtain the information in this whitepaper numerous interviews were conducted with the generous help of key members on the board of the Wagon Wheel.  We would like to thank John Hand, Jill Serboursek, Mike Hall and Bruce Shaffner for their openness and willingness to share the story of the Wagon Wheel from its humble roots of the Winona Lake conference era to its current transformation to a non-profit entity.  These key stakeholders have diligently contributed their time, talent and treasure to nurture a labor of love that directly affects the economic prosperity and quality of life in Kosciusko County.  We look forward to suggesting ideas for how KLA could support these efforts through Project Proud.
The Impact of Community Arts & Theatre on the Community
"In my own philanthropy and business endeavors, I have seen the critical role that the arts play in stimulating creativity and in developing vital communities...the arts have a critical impact on our community and are important catalysts for learning, discovery, and achievement in our country." 
- Paul G. Allen, Co-Founder, Microsoft

Based on a Stanford University 12-month research project, documented the academic activity of young individuals who participated in the fine arts at least three to four hours a day, three days a week.  These students were:

    > 4 times more likely to be recognized for academic achievement
    > 3 times more likely to be elected to class office within their schools
    > 4 times more likely to participate in a math and science fair
    > 3 times more likely to win an award for school attendance
    > 4 times more likely to win an award for writing an essay or poem
(American for the Arts, 2009)
Community Needs Survey: Why KLA?
During our interviewing process Bruce Shaffner share the vibrant history of the Wagon Wheel as it transformed from a tent near the Bible conference grounds near Winona Lake to its current complex today.  Few people realize the consistent presence of the Wagon Wheel alongside the history of Kosciusko County itself.  As we learned through KLA, an important part of being a community leader is recognizing and honoring our history as we look towards the future.  And as our county seeks to reinvent itself to maintain growth and viability, the Wagon Wheel is continuing to evolve as well for similar reasons.  With the combination of the Wagon Wheel, Symphony of the Lakes and Center Street Community Theatre the next transformation lies ahead.  As the Wagon Wheel looks to becoming a nonprofit community organization, they will be seeking the answer to important questions related to the theatre and arts:

How are we currently meeting the community needs and demands?

What are the unmet needs and demands of our community?

 
A community survey would provide a comprehensive picture of the needs and demands of Kosciusko County and would be indispensable to the achievement of strategic community goals for the new theatre and arts group. A needs survey helps position an organization in many ways.  For the theatre group and Wagon Wheel particularly, instituting a needs survey would meet many timely needs:

· Participants who contribute create “buy-in” by having their feelings and opinions heard.
· It creates an indirect marketing approach as surveys increase awareness and demonstrate caring and partnership with nonprofits.
· Information can be shared to board members for effective strategizing.
· Insure services meet the needs of the community

· Better predict success of future market offerings
· Provide a foundation for funding for future capital campaign
· Guide board governance in sound decision making

· Indicate causes and conditions
KLA provides the necessary vehicle for completing a community needs assessment with more objectivity.  Many community organizations conduct community assessments as a requirement for receiving funding. For many years all types of agencies and organizations became complacent and complete surveys internally that seek data which proves their current methods rather than seeking a perspective without bias. Programs, products, and offerings and needs assessments run (and in some cases continue to run) the risk of becoming skewed to prove the need versus providing data in an objective manner to search for unmet needs.
As learned in KLA a philanthropic approach includes three ingredients.  We would employ this approach of time, treasure, and talent to utilize the $1000 to seed and possibly fully fund a basic community needs survey as follows:

· Talent: Experienced workgroup to develop a 20-30 question survey
· Multiple question, scaling, open-ended

· Aggregating results

· Time: Volunteers to mail, email, distribute, and receive information
· Treasure: $1000 Project Proud Funds:

· Envelopes

· Postage

· Paper & Ink.

· Summation Reports

Ultimately, the purpose of this community survey would be to provide more clarity to the board and seek to further the direction and scope of a directed marketing plan and capital campaign.

Marketing Strategies to Maximize Capital Campaign
The goal of the marketing campaign for the wagon wheel is twofold. Develop consistent techniques for selling the sustainability of the theatre and ancillary programs. The second goal is to use those techniques for raising capital.
Goal number one: Develop unique stories of staff and participants. How has the Wagon Wheel best affected those directly involved (staff and participants).Real people with real stories pulls at heartstrings and proves value to donors.

Goal number two: Develop a timeline for the capital campaign. A timeline shows the donors that an end goal will be realized.

Goal number three: create a slogan and a logo specifically for the capital campaign. This slogan and logo will give those interested something to remember and a conversation starter when discussing the campaign and the needs of The Wagon Wheel.

Goal number four: create a unique way to track progress toward end goal throughout community. As the number of corporate donors grows have a competition between businesses to see who can raise the most and provide some sort of recognition or prize for the corporation that raises the most.

Goal number five: create other marketing tools like the following:
· Brochures

· Postcards

· News paper/Web ads

· Radio commercials

· Phone call scripts
All of these marketing tools need to contain the following items: 
· A detailed description of the reason for the capital campaign.

· A detailed description of how much is to be raised and why

· A detailed description of how and where to give and for how long.

· A detailed description of the end goal or use for what has been raised
Goal number six: Utilize current donors, members, season ticket holders, staff, and board. Challenge those listed above to raise a certain amount of funds by reaching out to others and not into their own pocket.

Goal number seven: Plan a specific event as a capstone to the capital campaign. Be sure to utilize this event as a fundraiser. Be sure to invite all involved with the fundraising be it a donor a board member or staff all will appreciate the acknowledgement of efforts Whether you have hit your goal or not disclose total amount raised. If you are short on your goal this may inspire people to step up and give you more!

Capital Campaign

Starting a capital campaign is a huge endeavor for any institution, and especially hard for not for profits in their infancy. The success can sway whether the not for profit will succeed. Careful planning and implementation along with skilled campaign fundraisers is integral to success. Following a carefully laid plan will help ease the burden on those running the campaign. Below are my humble suggestions of a four year capital campaign.

Year one will be a planning and silent campaigning year. Making sure you have clear goals for each year is imperative for a successful campaign. Along with planning the structure for the four years, it is also imperative to have the Wagon Wheel Board and other high influence donors contribute big dollars to kick start the process. With the Board showing their support financially, it is much easier to market to other high dollar donors after the first year is up. After the first year, going public the correct way is the next challenge. You want to come out of the gate looking strong, but not so strong that you don’t need additional financial support. Big donor support can also put names on new or major reconstruction of buildings. Years two through four would all be focused on different target markets. All three years would target the Warsaw area, as it is the home turf and needs to be at the forefront of people’s minds during the rebranding/revamp/merging process. The three following years can also be segmented into the main 3 target markets of Fort Wayne, South Bend, and Indianapolis. With a focus on each city during a one year phase, it will limit theatre cost and boost fundraising through focus in those target markets. Intertwined in those specific targets, the theatre can also look to other outside support, but not in as big of an effort; including cities like Chicago, Cincinnati, Columbus, Detroit, and Kalamazoo.

The other large hurdle to tackle is the amount of money hoping to be raised by the capital campaign. Even though the economy is rebounding, people are still very tight with their money, and giving to a not for profit is at the bottom of the budget for most families. You must instill value to your product, in this case, the offerings of the theatre. By making people believe that you have a sustainable product, and they won’t just be throwing their money away to something that isn’t tried and true, fundraisers will have something to sell. The 60 year tradition already set forth from the Wagon Wheel is currently one of its biggest assets. The second asset is the fact it is one of the only theatre in the rounds still alive in the United States giving it a very niche market. I feel $4,000,000 is a very good number for this particular capital campaign. $2,000,000 of the total would go towards immediate improvements and capital projects. These can include remodeling current structures and purchasing of parking lots or additional buildings. The remainder of the money would be placed into an endowment and would allow the theatre to draw on the interest to use toward day to day expenses such as staff salary, utility costs, and basic maintenance of property.
Summation
We believe a three-pronged approach of a community needs survey, marketing campaign, and capital campaign would assist the Wagon Wheel board of directors. These tools would help equip these community leaders with a perspective from the community that would create buy-in, capital investment, and continue the rich history of Wagon Wheel as it continues its transformation as a non-profit community organization. Our hope is that future KLA groups will take a part in helping the new organization meets its goals and use this framework as a guide towards future involvement.  [image: image2.png]
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