
 

Strategic Plan 
October 2015-June 2017 



I. Mission, Vision, Values 
Mission 
To empower youth with lifelong skills through music, service, and community.  
Vision 
To be available and accessible to all youth with a commitment to musical excel-
lence.  
To become a beacon in the community exemplifying an inclusive, safe, welcom-
ing environment for young people and families. 
ComMUSICation (CMC) articulates, observes, and exemplifies the lifelong skills 
we seek to instill in our students. 
Values 
We ground our organization and its programming in: (see teaching philosophy 
attached) 

• Collaboration (Partnership) 
• Intention (Excellence) 
• Youth-Centered 

• Community (Rooted in neighborhood) 
• Inclusivity (Access) 
• Metamorphosis (Process, personal development) 

II.  Summary of Major Organization Goals 
Music is the focus of activities through which we bring together youth in the St. 
Paul Promise Neighborhood (SPPN) into a community whose members serve 
each other, their families and the greater community.   Over the next two years, 
CMC will emphasize growing its students base by expanding its reach, its board, 
and funding sources. 



By 2017, 
I. Students will increase their social and communication skills through partici-

pating in a music ensemble and the process of artistry resulting in higher 
levels of musical, academic, and personal growth. 

II. To deliver consistently high-quality programming in both musical excellence 
and in fostering a safe, welcoming, interactive and engaged community. 

III. Reach attendance goal of 80 students attending CMC programming on a 
consistent basis.  

IV. Achieve a structurally balanced budget with no operating deficits and main-
tain three months of operating reserve. 

V. CMC is rooted in ownership among students, families, and neighborhood 
community to ensure authenticity of vision and ultimate sustainability and 
become well-known in Frogtown.  

VI. Increase board membership to equally represent resources of time, talent, 
and treasure according to the Chorus America Board Profile. 

III.  Planning, Background, and Process 



CMC’s full-time Director Sara Zanussi graduated from New England Conservato-
ry’s Sistema Fellowship in spring of 2013, a yearlong intensive nonprofit man-
agement certificate training program dedicated to musicians passionate about 
starting Sistema-inspired programs worldwide.  
CMC has built a board and aforementioned key partnerships, composed busi-
ness and marketing documents, presented to corporations and service organiza-
tions, and has served 52 kids from 5 different schools, ethnic backgrounds, and 
aged 2nd-6th grade.  We plan to expand this by one year each year so as to retain 
our oldest students.  
In summer 2015, CMC moved its offices and opened its second site at the Mt. 
Airy Boys & Girls’ Club where it began a training choir program for 2nd-5th 
graders. 
 Although ComMUSICation itself is a new program, it has demonstrable evidence 
in 150+ programs worldwide, with 100+ of those nationwide.  
Our board has donated their time, talent, and expertise to help with fundraising, 
artistic direction, promoting programs, strategic planning and governance, and 
offer their best field practices and community insight. These members meet bi-
monthly and include key representatives from our partners as well as local non-
profits, teachers, and a parent representative. 
St. Paul Conservatory of Music was our first partner in founding ComMUSICation 
under their outreach Music for All Program. They provided our Dalcroze teacher 
daily and a modest amount for music. St. Paul City School (SPCS) is significantly 
investing in CMC and has given us a five-year commitment. They are also provid-
ing space, transportation, printing, and materials in-kind. St. Paul Promise 
Neighborhood (SPPN) is covering overhead costs including meeting/event 
space, database/evaluation, and mailing/printing. CMC would not have access to 
the aforementioned resources without these existing community partnerships. 
The St. Paul Promise Neighborhood is a 250-square block area in the heart of St. 
Paul’s historic Frogtown and Summit-University neighborhoods. Nearly 80 per-
cent of the Neighborhood’s residents are of color – with African American and 
Hmong making up the largest groups, but it is home to African immigrants, Lati-
nos, and others. The district student mobility rate is 20% and 100% of students 
we serve qualify for free-reduced lunch.  

Impact 
CMC students showed up to a 50% decrease in school behavior incidents.  
According to the Student Achievement Youth Outcomes (SAYO), 95% of students 
said CMC helped them to: 

• make new friends 

• feel better about themselves 

• have a positive, caring adult with whom they could trust.   



85% said CMC has helped them to: 
• complete their homework 

• do better in school 
• try harder in school 

CMC is connected to El Sistema USA, a network to support Sistema-inspired 
programs through conferences, resources, and professional development.   Shel-
tering Arms Foundation, St Paul Foundation, City of St. Paul’s Cultural STAR 
Program, Sprockets, Metropolitan Regional Arts Council and private family foun-
dations are also major supporters. 
CMC has held regular meetings with staff and board since its inception that in-
volve review and evaluation and future planning for CMC.  After a Board and 
Staff session in December 2014, followed up by further meetings one on one with 
the Acting Chair of the Board, this was the result of our intentions for the next two 
years.  

IV.       June 2015 – June 2017 Goals and Strategies 

A. Programmatic Development 

GOAL: Students will increase their social and communication skills 
(as defined on the Student Achievement Youth Outcomes (SAYO)) 
through participating in a music ensemble and the process of 
artistry; this will increase their levels of musical, academic, and per-
sonal growth. 
Measurements  1

• Communication Skills 
o Benchmark: 18% of students currently usually or always pos-

sess effective communication skills. 
o Goal: 25% of students possess effective communication skills 

in 2016, and 30% in 2017.  
• Academic Support Skills 

o Initiative 

▪ Benchmark: Currently, 18% of students usually/always 
exhibit initiative. 

▪ Goal: 25% of students usually or always have initiative 
in 2016, and 30% in 2017. 

 Please see SAYO appendix for more history of benchmarks1



o Engagement in Learning 

▪ Benchmark: Currently, 41% of students are usually/al-
ways engaged in learning. 

▪ Goal: In 2016, 50% of students are usually/always en-
gaged in learning and 55% in 2017 

• Social 
o Number of behavioral incidents at programming and school 

decreased up to 50% in 2015, 60% in 2016, and 70% in 2017 

o Anecdotal behavior log kept by choir director 
• Musical 

o Biannual voice checks show 100% of students have made 
musical progress 

o Performance venues include high profile concerts 

• By fall 2015, CMC will have developed and implemented the 
Sprockets Activators 2015 Improvement plan.  

Strategies 
• Implement policy that fosters consistent student respect for music, 

teachers, and each other . 2

• Develop and implement a process for fostering youth leadership, fol-
lowership, and democracy in the classroom (see program improve-
ment plan attached) 

• Develop a structure and curriculum of skill and behavior achieve-
ment that enables students to graduate from Crescendo (the one-
day per week group) to ComMUSICation (the rigorous, performance-
intensive choral group). 

GOAL:  To deliver consistently high-quality programming in both 
musical excellence  and in fostering a safe, welcoming, interactive, 
and engaged community. 
Measurements 

• Musical Excellence  
o Musical Knowledge 

▪ Benchmark: A typical student attended 48% of the 
time. 50% of students attended 80% of the time or 
more. 

 See Family handbook2



▪ Goal: 80% of students are attending 80% of 160 music 
rehearsals for CMC Choir and 75% of rehearsals for 
Crescendo in 2016, and 80% of students in 2017. 

o Student Leadership 

▪ Benchmark: In 2015, 55% of choir members were stu-
dent leaders 

▪ Goal: 60% of choir members are student leaders in 
2016, and 65% in 2017 

o Social Skills 

▪ Benchmark: 22/32 weeks are Respect weeks (a peer 
leader decides if they had a respectful rehearsal) in 
2015 

▪ Goal: 25/32 weeks in 2016, and 28/32 weeks in 2017 

o Sense of Community 

▪ Continue at least ten collaborative performances with oth-
er musicians and/or youth development organizations 
annually  

o Cross-Cultural Understanding 

▪ Continue at least 15+ cultures being represented and 
discussed in repertoire annually 

• Fostering Community 

o Youth Program Quality Assessment 2015 Benchmarks: 
▪ Safe Environment: 4.8 

▪ Supportive Environment: 4.49 

▪ Interactive Environment: 3.33 

▪ Engaging Environment: 1.5 

o Goal: By CMC’s next Youth Program Quality Assessment (fall 
2015), we will have achieved an average score of 3 or higher 
in all 4 areas as reviewed by an external Sprockets evaluator, 
with specific focus on improving the Engaging factor. In fall 
2016, we will receive an average score of 4 or higher and in 
fall 2017, we will have received an average score of 4.5 or 
higher.  

o Based on student and family written surveys and verbal feed-
back, 80% of students report feeling safe, welcomed, interac-
tive, and engaged in 2015, 85% in 2016, and 90% in 2017. 

o As defined by annual reviews, staff will show continued 
growth in planning and leading a youth-centered,  democratic 
rehearsal for diverse learners, implementing youth develop-



ment practices, communicating effectively, and utilizing pro-
fessional development skills. (See leadership review form in 
appendix) 

Strategies 
• To continue to provide equitable and accessible service delivery to 

ALL  students that match student needs. 
• Provide all resources to provide a safe, welcoming, interactive, en-

gaging learning environment  
• Teaching artists will seek to achieve musical excellence based on 

the musical umbrella (see page 2) 
• To model continuous improvement, the staff implements program 

evaluation every nine weeks employing student and parent surveys/
feedback. 

Tactics 
• Provide free tuition as needed with a waivable $15 registration fee. 
• Provide free/affordable professional arts experiences and transporta-

tion so families can attend  (MN Opera, MN Orchestra, Ordway, 
etc.). 

• Continue to provide transportation, snacks, and needed supplies for 
students. 

• Develop and implement student conflict resolution plan  
• Present at least two distinct programs with varying rigor and com-

mitment levels that match student needs 

• Utilize behavioral specialists and special education experts as need-
ed 

• Present bi-annual joint concerts, building aspirations of Crescendo 
students towards CMC choir and build relationships between stu-
dents through CMC events 

• Provide continuous staff development 

GOAL:   Reach attendance goal of 70 students attending CMC on a 
consistent basis 

Measurements 
• Benchmark: Currently, 55 students are enrolled in CMC. 
• Goal: Number of consistent students attending programming through 

Sprockets Database will be 60 by end of FY2016, and 70 by 2017. 
Strategies 

• Grow student base incrementally 



o Goal: In Fall 2015, 20 students in ComMUSICation Choir and 
Crescendo choir 

• Develop and implement Philosophy of Engagement (see attached) 
Tactics 

• Build relationships with BGC students and school music teachers/
principals 

• In 2015-2016, implement family dinners to build closer relationships 
with parents and demonstrate CMC’s value of student care. 

• Begin teen and/or boys group in Fall 2016 

• Perform in neighborhood churches and at other afterschool program 
functions: basketball games, robotics tournaments, etc.  

• Use monthly community performances as CMC visibility-building and 
recruitment tools 

B. Development, Finance, and Infrastructure Goals and Strategies 

GOAL:  In each budget year, achieve a structurally balanced budget 
with no operating deficits, and maintain three months of operating 
reserve by 2017.  
Measurements 

• In 2015, maintained cash flow balance 

• In 2016, 1.5 months of cash reserve 

• In 2017, 3 months of cash reserve 

• 10 donors in 2015, 15 donors in 2016 and 20 donors in 2017 regu-
larly attend concert 

• CMC receives 60% or more of grants solicited in 2015, 65% in 2016, 
and 70% in 2017 

• 75% of donor gifts are renewed  in 2015, 80% in 2016, 85% in 2017 

Strategies 
• Successfully grow CMC’s operating budget to support program 

growth and to increase organizational stability 
• Do collaborative performances with well-established arts organiza-

tions 

• Ensure CMC organization has quality and adequate staffing to sup-
port its programming and growth goals 

• Maintain strong relationships with granters and individual donors 

• Maintain donor and grant databases for continuous grant and indi-
vidual donor prospect identification 



       Tactics 
• CMC maintains committed adult:student ratio of 10:1 by increasing 

number of teaching interns as needed  
• All staff positions continue to be compensated by competitive 

salaries 

• Create revenue stream of sliding scale tuition-paying students 

• Increase corporate giving by 10% each year 
• Hire a half-time operations manager following the term completion of 

the 2015-2016 Americorps employee so EPD can focus more on 
strategy, development and organizational oversight. 

GOAL:  CMC is rooted in ownership among students, families, and 
neighborhood community to ensure authenticity of vision and ulti-
mate sustainability and become well known in Frogtown. 
Measurements  

• Families 

o Number of kids enrolled in program through our five SPPN 
school network expands by 5% each year 

o 80% of students and families have positive and significant 
testimonials in 2015, 85% in 2016, 95% in 2017 

o 60% of families attend parent meetings in 2015, 70% of fami-
lies attend parent meetings in 2016, and 80% of families at-
tend in 2017 

o Number of community volunteers/board members 

• Community 

o Goal: 20% of audience at CMC-produced concerts is non-CMC 
family community members in 2016, and 30% in 2017  

▪ Benchmark: Currently, community member attendance 
(non CMC family members) at CMC produced concerts 
averaged to 15% 

o Goal: Receive 5 business partnership/community testimonials 
in 2015, 7 in 2016, and 9 in 2017 

▪ Benchmark: Currently, we have 3 

Strategy  
• Maintain active community members and parent representative on 

board 

• Families are engaged and invested 



• Develop and implement an intentional community leadership pipe-
line  

Tactics 
• Provide opportunities for parent engagement 
• Advertise events in neighborhood 

• Perform at other afterschool activities’ events and local churches 

• Provide free concerts to the community at BGC w/ University of St. 
Thomas acoustic shells (free will donation) 

• Build CMC’s visibility by creating Community Connections team that 
present high-profile performance opportunities  

• Utilize BGC Public Relations to do Press Releases and send to me-
dia outlets 

• Build community volunteer base 

C. Board/Governance Goals and Strategies 

GOAL:  Increase board membership to equally represent resources 
of time, talent, and treasure according to the Chorus America Board 
Profile chart. 
Measurements 

• Most areas of board profile sheet are represented on board and all 
are identified 

• In 2015, 9 board members will serve, 11 in 2016, and 13 in 2017 

Strategies 
• Current board members identify potential new board members with 

access to money, fundraising ability, and time 

• Seek to maintain a board composition of 9-11 active members. 
o Fall 2015: At least 2 new board members join board and co-

chair is elected 

o Fall 2016: 1-2 more board members join that better represent 
community demographics 

o Fall 2017: Founding board members begin to rotate off and at 
least 2 find community-based replacement to ensure board is 
still rooted in community 



Appendix

 

Spring 2015 Review 

Purpose: To provide a formal outlet for the Music Director to receive healthy, construc-
tive feedback that leads to productive growth in both the Music Director and the organi-
zation. The Leadership Effectiveness Review will focus on the Music Director role from 
September 2014 through May 2015. 

Board Member Angie Broeker and Executive Programming Director Sara Zanussi will 
review six competencies expected of the Director of ComMUSICation. These leadership 
effectiveness competencies are needed to design, implement, and grow ComMUSICa-
tion. The six competencies include: 

• Youth Development –To what extent the Music Director incorporates youth de-
velopment practices in his teaching including teaching lifelong skills, facilitating 
community building, student leadership/choice, modeling positive relationships, 
and reflection. 

• Intern Oversight – the effectiveness of the Music Director to recruit, engage, 
and communicate with interns  

• Musical Development – the effectiveness of the Music Director to choose reper-
toire, teach healthy vocal development, plan engaging concert programs, and 
utilize musical vocabulary. 

• Communication – the effectiveness, professionalism, and timeliness of the Mu-
sic Director in communicating with other staff members and interns about upcom-
ing events, needs, and in general. 

• Rehearsal Process – the effectiveness of the Music Director to plan and adapt 
lesson plans to meet student needs, encourage student leadership in daily re-
hearsals, provide musical, social, and cultural context of each song, have clear 
musical, goals for each song, and evaluate progress towards artistry with stu-
dents. 

• Collaboration– the ability of the Music Director to plan collaborations with other 
Twin Cities music organizations, guest musicians, and collaborate with other staff 
members. 



Appendix

Music Director Review Form 

as related to goal II 

Leadership Effectiveness Competencies

Youth Development – to what extent the Music Director utilizes youth development 
practices in his teaching

What’s going well? Provide an example. What’s an area of growth? Provide an 
example.

Intern Oversight – the effectiveness of the Music Director to recruit, engage, and 
communicate with intern staff

What’s going well? Provide an example. 
-

What’s an area of growth? Provide an 
example.

Musical Development-the effectiveness of the Music Director in developing strong, 
healthy voices and selecting age-appropriate and engaging cycles

What’s going well? Provide an example. 
-Biggest strength! 

What’s an area of growth? Provide an 
example. 

Communication – the effectiveness of the Music Director in communicating with 
students, parents, other staff members and interns.

What’s going well? Provide an example. What’s an area of growth? Provide an 
example. 

Rehearsal Process – the effectiveness of the Music Director to plan and lead engag-
ing, youth-centered rehearsals

What’s going well? Provide an example. What’s an area of growth? Provide an 
example.

Professional Development

What’s going well? Provide an example. What’s an area of growth? Provide an 
example.

Collaboration– the ability of the Music Director to plan collaborations with other 
Twin Cities music organizations, guest musicians, and collaborate with other staff 
members.



Appendix

 

What’s going well? Provide an example. What’s an area of growth? Provide an 
example.

All in all, what is the single most thing that you are proud of this first full year?

Any final reflections not mentioned above?



Appendix

SAYO Pre/Post Scores for 2014-2015 

To demonstrate the impact and context for the SAYO benchmarks mentioned in Part IV, 
below are the percentages for how many youth possessed the following qualities: 

Communication Skills 

Pre: 6% 

Post: 18% 

Change: 12%+ 

Initiative 

Pre: 0% 

Post: 18% 

Change: 18%+ 

Engagement In Learning 

Pre: 6% 

Post: 41% 

Change: 35%+ 


