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Why Capitalization Matters

Great art is often created without lots of money and 
can be enjoyed for many years. 

Great arts organizations without the right kinds and 
amounts of money, however, often struggle to see 
another day.
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A Long-Term View

Appropriate capitalization 
can support:

Liquidity DurabilityAdaptability

Does the organization 
have adequate cash to 
meet its operating 
needs?

Does the organization 
have flexible funds 
that allow for 
adjustments?

Does the organization 
have access to funds to 
address a variety of 
future needs?

Often requires a shift in nonprofit and funder practices around money
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Revenue and Capital are Different

Revenue Characteristics

� Tends to be reliable and repeatable

� Covers annual costs of programs & operations

� Pays an organization to do what it does

Capital Characteristics

� Tends to be episodic in nature

� Necessary infusions of capital support 

enterprise health 

� Pays an for extraordinary needs of the 

organization related to liquidity, adaptability, 

and durability

� Supports ongoing generation of net revenue

Arts organizations need both revenue and capital to thrive!



4nonprofitfinancefund.org   ©2012 Nonprofit Finance Fund®

Where Can Organizations Obtain Capital?

Surpluses

Occasional
Infusions
of Capital

Effective 
Capitalization

Operations:

Revenue Less 
Expenses

Special Fundraising/ 
Strategic Debt
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Leading for the Future:            
Innovative Support for Artistic Excellence

With support from Doris Duke Charitable 
Foundation, ten artistically excellent performing 
arts organizations are working with Nonprofit 
Finance Fund to develop, monitor, and adjust 
plans for achieving transformative change 
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Overview of Leading for the Future 
(LFF)

� $10 million of change capital investments from Doris Duke 

Charitable Foundation over a five year period

� Each organization is receiving $1 million in capital, drawn down 

according to individual plans for change

� Additionally, each was awarded $75,000 for planning

� Focus on making strategic adaptations to organizational capacity, 

business models and programmatic delivery—that ultimately lead 

to improved generation of net revenue

� Managed and administered by NFF with the intent to share lessons 

learned with the field; services include:

� Provision of consulting support for planning and implementation

� Capturing and sharing learning among participants
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Lean 
about our 
arts work

Our Blog

Twitter

Facebook

http://nonprofitfinancefund.org/partnerships
/artsandculture

http://nonprofitfinancefund.org/blog

twitter.com/nff_news

facebook.com/nonprofitfinancefund

Sign up 
for our 
arts 
newsletter

Rebecca Thomas, Vice President
617-204-9772
Rebecca.Thomas@nffusa.org

Rodney Christopher, Vice President
212.457.4727
rodney.christopher@nffusa.org

nonprofitfinancefund.org

Thank You!
To Stay Connected…
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How Ailey used ‘change capital’How Ailey used change capital

• 2008 challenge:2008…challenge:
Patrons’ increased use of technology

• 2009-2013…investment:
A 5-year organizational transformationA 5 year organizational transformation

• The future:The future:
Adaptability and sustainability 



5 goals of Ailey’s project5 goals of Ailey s project

• Increase online patron engagementIncrease online patron engagement

• Build online communityBuild online community

• Increase cross-patronageIncrease cross patronage

• Optimize e-commerceOptimize e commerce

• Shift % of ad buy to digital platformsShift % of ad buy to digital platforms



The Ailey
OrganizationOrganization

AileyShop.com

How to engage
and expand our 

audience?

Theater & Studio RentalsTheater & Studio Rentals



6 ways to engage and expand audience

• Central Database

6 ways to engage and expand audience

Central Database

• Email

• Online Ads

W b it• Website

• Social Media & Social MarketingSocial Media & Social Marketing

• Mobile



1. Central Database



NOW…we have one central database.
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+168%

+34%

SOURCE: AILEY CENTRAL DATABASE ANALYSIS



2. Email



Follow 
the pixel Send emailthe pixel

Open email Don’t                         
open emailp

Tag computer  
with 1x1 pixel

open email

Resend same 
email with                             

new subject line

Click through                     
to  Ailey site

Don’t click thru   
to Ailey site

new subject line

Open                            
re-sent email

Don’t open                 
re-sent emaily

Browse site, 
but don’t buyBUY TICKETS

y

Send emails 
periodically

Send 
follow-up email

Send more email 
to spur add’l 
ticket sales

periodically

Send opt-out to                ticket sales non-openers



3. Online ads



Ads seen only by people we target…



Impact of new banner ad strategyImpact of new banner ad strategy

• ROI of online ads for• ROI of online ads for 
Ailey’s 2011 New York season:
for every $1 spent we earned over $8for every $1 spent, we earned over $8

• Added tens of thousands of prospects• Added tens of thousands of prospects
to Ailey’s online ‘pixel pool’ for 
f t li k ti ifuture online marketing campaigns



4. Website



Email list sign-upsEmail list sign ups 
increased 46%



5 Social Media &5. Social Media &
Social Marketing 



Sponsored Facebook ads

Posts the news 
on a person’son a person’s 
Facebook ‘wall’



Opening Night sweepstakes



Impact of social marketingImpact of social marketing

• Via the Sweepstakes we added• Via the Sweepstakes, we added 
• 5,000+ new Facebook ‘likes’
• 2 000+ new emails• 2,000+ new emails

• ROI of Facebook marketing for• ROI of Facebook marketing for 
Ailey’s 2011 New York season:
f $1 t d $4for every $1 spent, we earned over $4



6. Mobile



Emails and web-browsingg

close-up
Emails that are
easily readableeasily readable  



Emails and web-browsingg

close-up
Emails that are
easily readableeasily readable  

Website that isWebsite that is 
optimized for viewing



3 most important things we learned3 most important things we learned

• Don’t over-reachDon t over reach

• Data analysis is crucialData analysis is crucial

• Get early ‘buy-in’ from leadersGet early buy in  from leaders 
and promote collaboration 
among departmentsamong departments











#2: 

Developing 2-4 long-term 

partnerships with national 

and/or international 

presenters for 

Wooster Group touring 



#3: 

Making our archive more accessible 

and offering material for sale, 

including DVDs 



Baryshnikov Arts Center Partnership: 

FY 2010 – The Wooster Group opened the Jerome Robbins 
Theater on West 37th Street; attendance and box office fell 
short of our projections, which prompted a strategic re-
thinking of our marketing efforts. 

FY 2011 – We revamped our ticket price structure and 
marketing strategies – focusing on a new video blog, email 
blasts, and social media. Advances in FY 11 included: 

! 110% increase in web traffic 
! 56% of referral traffic now comes from Facebook and 
Twitter (up from less than 2% in FY 10) 
! 44% increase in average weekly ticket income 

We continue to expand the parameters of our partnership 
with BAC. In FY 2012, we performed at the Ringling 
International Arts Festival in Florida, which is curated by BAC. 
In FY 2013, we’ll be working on a project featuring Mikhail 
Baryshnikov performing with our company, which will be 
presented in their theater in FY 2014. 

  ADAPTING TO CHANGE 



Touring Partnerships: 

In line with our initial plan, we developed a relationship with 
REDCAT in Los Angeles where we perform a two-week run 
every year, providing reliable touring income and building an 
audience base for our work in L.A. 

Most other presenters were reluctant to make multi-year 
commitments – they face financial uncertainties and want 
flexibility in shaping their programs. With them, we have 
developed long-term touring relationships that are more 
open. In this way, we have returned every few years to the 
Edinburgh International Festival, the Holland Festival, and the 
Festival d’Automne in Paris. 

We have also used investment capital to “sweeten the deal” 
in negotiations for commissioning funds and additional 
touring. 

  ADAPTING TO CHANGE 



Risk Reserve: 

We established a risk reserve equal to ~30% of our budget. 

• The reserve supports our ability to “seize the moment” and act 
quickly on new ideas that we expect will strengthen the organization. 

• The reserve buys time while we fundraise to support new initiatives. 

• The reserve provides back-up for the unforeseen. 

  RETHINKING “CAPITAL” 



Projects Launched with Risk Reserve Funds 

In FY 2011 we launched a new video blog, where we post a 
new video each day from the life and work of the company. 

In FY 2012, EARLY PLAYS was an experiment to bring in a 
guest director, Richard Maxwell, to work with our company. 
This was the first production that was directed by someone 
other than Elizabeth LeCompte since the mid 1980s.  

We’re currently working on a collaboration with the Royal 
Shakespeare Company on TROILUS & CRESSIDA to be 
performed at the World Shakespeare Festival during the 
London Olympics and then in NYC later in FY 2013. 

In some cases we had seed money to begin a project – we 
had EmcArts funding to launch the video blog and an RSC 
commission for the Shakespeare project – but we knew we 
had to raise significant additional funds to be able to realize 
the projects fully. 

  RETHINKING “CAPITAL” 
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Tour & Commission Income 
(actual & projected) 
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Although it was not a part of our LFF proposal, our LFF-related activities have led to an 
increase in unearned income. 

Our LFF risk reserve “buys us time” while we fundraise for new initiatives. Since FY 
2009, we have increased foundation and government grants significantly enough to 
support the new initiatives we’ve launched without dipping into our risk reserve. 

We are also in the midst of an individual donor campaign to support the RSC 
collaboration, with the goal of covering the extra costs associated with that project, and 
of increasing the number and level of individual contributions in the long term. 

Overall, improving our balance sheet has made us more attractive to funders. 


