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Introduction

In December 2008, Jane Helleur & Associates Inc. (JHA) was engaged by MusicNL to
undertake a research process that would lead to the development of a strategic plan. The
objective of the project was to develop a strategic plan to guide the organization through
a transitory growth and expansion phase. In preparation for the strategic plan, JHA
compiled a comprehensive SWOT Analysis Report. This report was based on the
research findings and served as an internal planning tool for strategic plan development.
In addition, JHA has prepared: MusicNL: Requirements for Expansion and Growth as a
complementary document that provides the rationale for the goals and objectives outlined
in the plan.

This report presents a realistic appraisal of MusicNL’s critical organizational needs as
well as those of the membership and industry. This paper is based on the information
gathered through the staff, non-member, public and private partner interviews and by the
MusicNL Board of Directors during two facilitated discussions. The main intents of the
MusicNL Strategic Plan and this report are to:

 Communicate the urgent need for additional financial resources required to
sustain MusicNL so it can effectively serve its membership and fulfill its mandate.

 Provide recommendation on addressing and overcoming the challenges of growth
and expansion on both organizational and sector levels.

 Serve as a tool to guide the MusicNL Board and Staff over the three-year
Strategic Plan implementation period.

This paper provides an overview of the methodology used, a synopsis of the music
industry, and a summary of the major issues identified and recommendations made based
on these issues.

MusicNL’s strategic plan can be found in Appendix I of this report. For each section of
this report, the corresponding objectives of the strategic plan have been identified for
ease of reference.

This report has been prepared in consultation with the project Steering Committee, a
group comprised of members from MusicNL, and federal and provincial government
departments.

Sincere thanks are expressed to all who participated in many ways throughout the
development of MusicNL’s strategic plan.

Methodology

As outlined in the Request for Proposals, the main objective of MusicNL’s strategic
planning initiative is to address the 2008 Portword Study recommendation for a strategic
plan. Data collection methods included:
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Secondary Analysis

A review of the following documents was undertaken as part of the secondary analysis:

- The Music and Sound Recording Industry Strategic Plan, prepared by CORA
International Inc.

- Program Effectiveness Evaluation: Report on MusicNL Funding Programs,
prepared by PortWord Consulting.

- MusicNL’s 2007 Annual Report.
- By-Laws of the Music Industry Association of Newfoundland and Labrador,

Inc.
- Export Without Borders, prepared by the Association of Cultural Industries

2007.
- ECMA 2003-2006 Strategic Plan.
- The 2007 Nova Scotia Music Sector Strategy.
- The strategic plan, board by-laws, policy manual and organizational structure of

the Manitoba Audio Recording Industry Association (MARIA).

Member and Stakeholder Input

The following primary data collections activities were undertaken to obtain member and
stakeholder input between January – February 2009:

 An e-mail survey of members. 104 responses were received, representing a 34
percent response rate.

 Interviews with five private partners, seven public partners, five non-members
and one national representative for a total of 18 interviews.

 In person, separate interviews with MusicNL’s Executive Director and Executive
Assistant.

 Two day-long strategic planning retreats with the MusicNL Board of Directors.

For all stakeholder input, the focus was on obtaining views regarding the critical ‘make or
break’ issues facing MusicNL. The member survey also focused on member views
regarding the importance of MusicNL’s current services and the perceived effectiveness
in which these services are delivered by MusicNL.

With respect to the membership survey, a statistical process, known as a gap analysis was
performed. A gap analysis typically involves combining “importance” ratings and
“satisfaction” ratings. Such an analysis compares members’ expectations on a set of
service factors, with an organization’s performance on those factors. In conducting a gap
analysis, factors can be prioritized so as to identify those, in which there is a gap in
performance, that is, areas in which the organization is not meeting member expectations.
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Gap scores were calculated as the percentage of respondents who both rate a factor as
critically important, and who are not “completely satisfied” with statements related to
MusicNL’s performance on that factor. Higher gap scores indicate greater variance
between expectation and performance and represent areas in which attention could be
focused to improve member opinions or satisfaction.

Gap Analysis Calculation: Example

Administration of programs
“Completely

satisfied”
Not

“Completely satisfied”
Total

“Critically important” 16 51 67

Not “Critically important” 5 15 20

Total 21 66 87

The preceding table illustrates how a gap score would be calculated for the survey
questions dealing with MusicNL’s performance in terms of program administration. As
illustrated in the table, fully 67 respondents (or 77% of all 87) rate administration of
programs as critically important aspect in terms of evaluating MusicNL’s performance.
Of those 67 respondents, 76 percent (or 51 of them) are not “completely satisfied” with
MusicNL’s performance in administering programs. Thus, of 87 respondents who
responded to these two questions, 51 believe administration of programs is of critical
importance but are not completely satisfied with MusicNL’s program administration,
producing a gap score of 51/87 = 59 percent. In other words, six in ten respondents are of
the opinion administration of programs is a critically important factor, and that MusicNL
is not meeting their expectations in this regard.

When interpreting gap scores, targets are usually set in the thirtieth percentile or lower.
MusicNL gaps scores ranged as low as 23 percent to as high as 67 percent. Where
appropriate, throughout this paper the gap scores are provided to further demonstrate the
need identified.

Summary of Major Issues

The following summary of major issues provides the foundation for the strategic plan and
is based on a comprehensive review of the data collected. These issues will be
considered in greater detail throughout the course of this report.

 Financial Resource Capacity. Growth and expansion require capital. In order for
MusicNL to fulfil its mandate and better serve it members, there is an immediate
need for reliable, longer-term financial commitments and increased financial
resources.
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 Human Resource Capacity. The additional demands placed on MusicNL staff as
a result of their program administration role points to the need for additional staff.
Staff are overworked and cannot sustain their current workloads without running
the risk of burnout or resignation. As the membership grows, if human resource
capacity issues are not addressed, this situation will certainly continue to become
worse.

Based on the findings of this study, dedicated resources are required to address the
financial and reporting accountabilities and obligations associated with program
delivery as well as to focus greater efforts on program delivery, new business and
export opportunities as well as advocacy. This requires the addition of two full-
time staff to MusicNL.

 Board Governance and Organizational Capacity. The relationship between the
Board and staff is weak and needs to be better defined. The Board needs to be
more engaged and take an active role in the organization’s overall planning and
management. There needs to be a greater level of commitment on the part of
Board members. Moving forward, the Board needs to ensure its directors have the
skill set and knowledge required to set the organization’s direction and oversee the
management processes. Having a clear understanding of their roles and
responsibilities will be critical to the Board’s success.

The Board must recognize that its prime responsibility is to provide direction and
set policy for staff, who will implement the decisions made at the Board level. As
part of the Board’s decision making process, MusicNL staff must provide them
with the information and support they require to make sound decisions in a timely
and inclusive manner.

 Infrastructure. MusicNL’s current office space and working conditions are
inadequate and do not reflect the desired face of a provincial industry organization.
While there is a need for additional staff, the current office space is insufficient to
house additional employees. Looking forward, increases in staffing levels will
translate into additional rent expenses that cannot be realized under existing
funding and revenue sources. Once again, additional resources are required to
bring this to fruition.

 Professional Development Offerings. MusicNL is responsible for educating and
keeping its members abreast of industry trends and issues. In addition to its
current offerings, there is a need for MusicNL to provide additional training and
programming to meet the needs of its membership, most notably in the areas of
mentoring and business skills (management, marketing, promotions, pricing,
accounting and finance) development.

 Program Delivery and Administration. As of 2007, MusicNL is the prime
delivery agent for provincial funding music industry development programs.
While the Board and program recipients are pleased with this relatively new role,
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there is a need for the organization to be more accountable to government funding
departments and agencies. This will require the implementation of more efficient
bookkeeping, accounting and reporting practices and processes.

 Business and Export Development. Music industry stakeholders recognize the
opportunity for increased business and export opportunities but lack the support
and the business acumen necessary to develop new products and services.
MusicNL is well positioned to facilitate and coordinate business and export
development. However, the organization does not currently have the resources
required to strategically plan and implement for success in these areas.

 Advocacy. Since assuming its program administration role, MusicNL’s focus and
effectiveness as an advocacy organization has been compromised. It is difficult to
balance the role of advocate and funding deliverer. However, it is also clear
MusicNL’s advocacy role is critical to the industry’s growth and development and
efforts are required for the organization to focus its energies on growing its
position and presence.

 Technology. Globally, the music industry is at the juncture of adapting several
new technologies and moving from a physical based industry to a digital, online
industry. As the lead agency responsible for guiding the music industry in the
province, MusicNL needs to be at the forefront of new and emerging technologies.
Additional resources are required to ensure MusicNL has the knowledge and skills
required to assist its members in adapting to changing markets and technology. If
additional resources are not allocated to fulfil this role, the membership, as a
whole, will lag behind and their growth will be limited.

 Partnerships and Linkages. There is a need and an opportunity to form stronger
partnerships and linkages with other similarly mandated and/or sub-sector
organizations and government departments. However, because of the time required
to nurture corporate sponsorship opportunities, industry partnerships, and to
participate in collaborative initiatives, additional financial and human resource
capacity is required to formulate such strategic partnerships and alliances.

 Transparency and Accountability. Overall, organizational transparency and
accountability practices require improvement. MusicNL must become a more fair
and inclusive entity. There is a need for additional information to be
communicated to the membership and industry stakeholders, particularly in the
areas of financial expenditures, the jury selection process, as well as in program
approvals and funding disbursements.

MusicNL should increase its presences and engage in more activities within rural
regions of the province, including Labrador. This will assist the organization in
achieving a more fair and equitable treatment of ALL its members.
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MusicNL

About MusicNL

MusicNL was established in 1992 as the Music Industry Association of Newfoundland
and Labrador (MIANL). At that time, a group of local musicians and industry
stakeholders recognized the need for a formal structure to represent the professional
interests of individuals involved in the industry. Today, under a different name,
MusicNL is an incorporated non-profit, membership-based organization that continues to
promote, develop and advocate for musicians and the music industry in Newfoundland
and Labrador. At present, MusicNL consists of a ten-member volunteer Board of
Directors, two full-time staff, and a membership of 700. Its office is located in
downtown St. John’s.

Mandate, Mission and Vision

During the strategic planning process, the Board amended and/or developed the
following organizational statements:

The mandate of MusicNL is to:

 Address key issues affecting the Newfoundland and Labrador music industry in
order to implement positive change by presenting a strong voice to government,
business, and the community at large;

 Increase awareness locally, nationally, and internationally of provincially
produced music as a unique, creative and viable industry with significant impact
on the economy; and

 Create and encourage opportunities for our membership that will stimulate growth
in the industry.

MusicNL’s mission is to foster music community and industry growth through its
advocacy, programming, and partnerships with members, industry leaders and
stakeholders.

MusicNL’s vision is that of a proactive voice fostering the growth and development of
Newfoundland and Labrador’s music community in support of a viable industry on the
world stage.

MusicNL’s Activities

MusicNL is considered by many to be the voice of the provincial music industry and has
successfully advocated for music producers and the industry since its incorporation.
Through its diverse networks and communications efforts, including its website,
MusicNL informs members on upcoming events, professional development opportunities
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and industry information. MusicNL takes every opportunity to profile the province’s
musical talent and diversity. The promotion of the province’s music industry through
their annual provincial awards show and conference is considered one of their many
successes. In addition, they have been instrumental in providing business and export
opportunities for artists by developing relationships with both national and international
organizations.

Currently, MusicNL administers three funding programs on behalf of the Department of
Tourism, Culture and Recreation (TCR). These three publicly funded programs focus on
market access, professional development and sound recording:

 The Market Access Program is designed to assist export ready independent artist
development outside of the province, and to increase awareness locally, nationally
and internationally of provincially produced music as an art form and as a viable
industry with significant impact on the economy. The Program has two eligible
components - Touring and Showcasing/Festivals.

 The Professional Development Program is designed to provide assistance to
members that are seeking to improve their creative skills and business skills to
promote and market Newfoundland & Labrador musical talent.

 The Sound Recording Program is designed to foster and continue to develop
Newfoundland and Labrador musical culture through the funding of diverse
artists and genres in full-length sound recordings.

While these programs have enabled artists and their managers to gain better access to
new markets and to capitalize on learning and creative development opportunities, gaps
remain in the current offerings, particularly in the area of training and professional
development to enhance entrepreneurial and business development skills. This gap in
programming will be discussed in greater detail in the Recommendations section of this
paper.

Overcoming the Challenges

Financial Capacity. One of the greatest challenges currently facing MusicNL is its lack
of financial capacity. There is currently no long term funding commitment to ensure the
organization’s sustainability. The provincial operating grant, even when combined with
funding from other sources, is insufficient in terms of sustainability, expansion and
growth. The organization is currently operating at a loss and is at a critical point.
MusicNL must either re-define itself and prepare for transition or reduce its workload,
focus and overall contribution to the industry. It is quite possible without additional and
appropriate levels of funding, MusicNL will have no choice, but to close its doors.

Over the past few years, funding sources have continued to dry up and MusicNL is
limited with respect to its operational funding options. Up until last year, Steele
Communications was making a significant annual contribution to MusicNL. Changes to
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federal legislation have resulted in these funds being directly paid to FACTOR for
distribution as they deem appropriate. This has resulted in a significant reduction in
funding from this source. Similarly, programs with the Newfoundland and Labrador Arts
Council (NLAC) have evolved so that MusicNL no longer fits the eligibility criteria.
Given these changes, MusicNL feels that, like other industry sectors such as film
development, the responsibility of long-term sustainable funding lays primarily with the
provincial government.

It is hoped the recommendations in this report and adherence to the strategic plan and its
subsequent work plan will play an instrumental role in moving MusicNL forward
constructively and in a manner that involves and engages its Board of Directors and
members.

The strategic plan objective pertaining to financial capacity is as follows:

Objective 1.1: Explore and secure long-term funding from federal, provincial and
corporate sectors.

Organizational Capacity and Board Governance. The last five to six years have been
very challenging for MusicNL. Administering three public funding programs and
delivering on the associated administrative and reporting requirements has placed a drain
on the organization. Currently there are inadequate human resources to fulfill
organizational goals and objectives and to meet the needs of its growing membership.

Since taking on its program administration role, the responsibilities and priorities of
MusicNL staff have expanded and changed. While much continues to be accomplished,
staff perform their roles in an ad hoc, reactive fashion. Given the time demands of day-
to-day tasks and program reporting, the amount of time for value-added activities is
minimal and MusicNL’s two-person staff complement does not allow employees to focus
on and carry out the tasks they were originally hired to do. If staff continue to be
subjected to the stress of current demands, there is a risk of job burnout or losing
experienced employees to better working conditions.

MusicNL staff display exemplary passion for the work they undertake and are dedicated
to the organization. Staff work long, hard hours when required to ensure the needs and
requirements of its members are met. In contrast, the level of overall commitment,
exhibited by Board members was less evident. The low participation rate at strategic
planning sessions stood out as a concern, as did the lack of Board feedback received after
circulating materials pertinent to the strategic planning process and the plan itself.

MusicNL lacks a formal committee structure. Currently, only one committee, the
Funding Committee, is in place. This Committee is comprised of four members,
including one government representative. The Committee is formed annually to review
and approve funding applications for the Professional Development and Market Access
programs. This Committee does not meet face-to-face to evaluate the program
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applicants, but rather evaluates the applications electronically and in an ad hoc fashion.
The lack of a face-to-face, formal review prohibits a thorough and strategic assessment of
the applications and may contribute to the perception of funding bias. It also merits
mention that the development of a policy and procedures manual lays primarily with one
Board member. Taken together, the lack of a formalized committee structure and the
absence of productive working committees contribute to employee demands and impedes
both the Board’s and staff’s effectiveness.

When people come together to manage organizations, it is important that certain rules, or
parliamentary procedure, be applied correctly to maintain democratic principles.
Organization members commonly make two mistakes: they are not cognizant of
parliamentary procedure and/or they misapply it because they do not understand the
underlying democratic principles. With respect to MusicNL’s parliamentary procedure,
there is a need for Board education. The current MusicNL Board are not practicing
parliamentary procedure nor adhering to any formal model, such as Robert’s Rules, to
guide meeting processes and to ensure democratic decision making.

The Board’s provincial orientation and its requirement for regional representation also
pose challenges for meetings. Travel expenses are high and costly for the organization
and have limited the number of face-to-face meetings to a quarterly basis. The Executive
do not meet on a regular basis as a formal committee to discuss the business of the Board
or to engage in ongoing, collaborative organizational planning. Compounding this issue
is a lack of Board engagement in response to requests for feedback on items requiring
attention in between scheduled meetings. Availing of video conferencing, conference
calling or Instant Messaging has been suggested as an alternate means to face-to-face
meetings.

There is a lack of cohesion with respect to the functions of the staff and Board. This, in
part, is due to a lack of understanding with respect to Director roles and responsibilities.
At times, during the course of the planning process, decision making authority was
assumed by the Executive Director with little or no consideration of Board input. It was
also noted that at times, staff has been asked to assume functions of the Board. It was
also indicated that decisions affecting the organization are often made with minimal
Board consultation. This can be partially attributed to a lack of policy and protocol to
direct formal Board decision making processes. Bearing in mind that the foundational
strength of any organization is a sound Board structure and governance protocols, it is
imperative that all Board members re-evaluate their commitment to growing a stronger
organization.

It is recommended that mandatory Board Governance training be delivered to those
committed to making a contribution to the organization and greater emphasis be given to
Board succession. These actions may assist in the removal of inactive Board members
and the identification of those interested in making a strong commitment to MusicNL.
As part of a recruitment process, it is critical to provide a Board orientation package
containing information that outlines organizational expectations, Director roles and
responsibilities, and a copy of all policy and procedures documents. These measures and
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the creation of better defined role and job descriptions will ensure a more cohesive Board
structure that is better equipped to adopt a formal management role in the organization’s
overall structure.

It is important to acknowledge the challenges associated in recruiting and retaining
volunteer Board members. It is suggested that future Directors be strategically identified
with more emphasis and attention afforded to tenure as well as individual background and
skill set. Consideration should be given to having representation from the Musicians’
Association as well as individuals who understand and are in-tune with the changes and
trends in the music industry. With so much emphasis placed on business and export
development, it is also recommended representation be sought from the private sector.

In addition to the administrative demands of administering public programming,
increased membership demands have also compromised the organization’s capacity to
fulfill its administration and accountability obligations. Funding partners have identified
a need to develop and implement more timely and consistent financial and program
reporting as well as financial accountability practices. MusicNL recognizes these
obligations as an important part of its work and is prepared to make the necessary
adjustments to ensure these requirements are met.

The strategic plan objectives pertaining to organizational capacity and board governance
are as follows:

Objective 1.3: Assess and improve MusicNL staffing levels.

Objective 2.1: Implement a more effective governance model.

Infrastructure. MusicNL’s current office space and working conditions do little to
reflect the face of a growing a prosperous industry and there is a need for upgrades and
improvement. Currently, the Executive Director and Administrative Assistant share a
small office. Because of the nature of his role, the Executive Director requires a private
space in which he can conduct sensitive business from a more secure environment.
While there is a need for additional staff, the current office space is insufficient to house
the additional employees required. It is important to consider that additions to staffing
levels will result in increased rent expenses. Given the current level of funding and
revenue, this is not a viable option.

Moving forward, MusicNL’s office space requirements include:

 A ground level, store front entry with adequate signage.
 A reception area.
 Working space for four employees, including a private office for the Executive

Director.
 A resource centre/library with internet and access to high end tools and

technologies.
 A sit down/lounge/meeting area.
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 A warm environment that is inviting and welcoming to MusicNL members and
visitors.

The strategic plan objective pertaining to infrastructure is as follows:

Objective 1.2: Obtain a suitable location for the MusicNL office.

Partnerships and Linkages. There is a need and an opportunity to increase the number
of private partner patrons and form stronger partnerships and linkages with other
similarly mandated organizations. However, because of the time required to nurture
corporate sponsorship opportunities, industry partnerships, and to participate in
collaborative initiatives, additional human resource capacity is required.

In terms of ‘acting as a liaison between musicians and the industry’ and ‘providing
resources to people in the music industry’, there is certainly room for improvement.
Findings from the membership survey reveal gap scores of 59 percent in both of these
areas. This suggests while the membership feels these elements are of critical
importance, they are generally not satisfied with MusicNL’s current performance in these
areas. These areas merit further attention.

In addition to those highlighted in the work plan and other sections of this report, the
following were suggested as possible partnership initiatives:

The Cultural Human Resource Council’s (CHRC) Curriculum Plan was identified as a
useful development tool. It was suggested that in partnership with other organizations
such as the Newfoundland and Labrador Musicians’ Association, the Folk Arts Society of
Newfoundland and Labrador, and the NLAC, MusicNL could explore the curriculum and
work together to co-create a practical resource tool that outlines a checklist of success
components and helps musicians self-diagnose and plan their progress. The Jimmy
Buffet Foundation and FACTOR were identified as potential co-funders for this
initiative.

In addition, stakeholders indicate a need for MusicNL to strengthen its partnership with
the Musicians’ Association of Newfoundland and Labrador. The two organizations
currently offer a range of complementary programs and services but the lack of cohesion
between the two entities, as indicated by stakeholders, is an impediment to membership
and industry growth. In order to maximize the offerings so they are most beneficial to
their respective members, it is important that they work closer together on initiatives that
are common to their mandates.

Developing capacity through enhanced partnerships with the business community will
also result in economic and social benefits. The Rotary Club, the City of St. John’s, the
Downtown Merchants Association, Association of Cultural Industries (ACI), Molson,
CHRC, and the NLAC were all suggested as potential partners. As well, maintaining and
further strengthening relations with existing partners such as Atlantic Canada



MusicNL: Requirements for Expansion and Growth

Jane Helleur & Associates Inc.
May 2009

12

Opportunities Agency (ACOA) and the Department of Tourism, Culture and Recreation
(TCR) requires attention.

The strategic plan objective pertaining to partnerships and linkages is as follows:

Objective 3.4: Create and strengthen relationships with like minded organizations,
groups, associations, and government departments.

Transparency and Accountability. The need for increased accountability practices has
been identified by MusicNL stakeholders. One of the key recommendations to increasing
the level of accountability is through more transparent processes particularly in the areas
of financial expenditures and funding disbursements. MusicNL is a publicly funded
entity and stakeholders feel they are entitled to know how funds are being spent. It was
recommended that annual financial statements be prepared by a professional accountant
and distributed among the membership at the MusicNL Annual General Meeting.

It was also noted by several stakeholders that a lack of transparent processes contributes
to the perception that the organization is not inclusive. It was felt that funding approval is
based more on who you know as opposed to program criterion. Another suggestion for
alleviating this perception is increased accountability measures for those accessing
funding through MusicNL programs.

The research findings indicate there is a degree of suspicion around MusicNL’s process
for approving funding applications. Responses from the membership survey and the
stakeholder interviews indicate that there is a perceived element of favouritism among
certain members and genres. This is reflected in membership survey responses where
high gaps scores were observed for treating all members equally (65%), administration of
programs (59%), and promoting all genres (56%). Currently, there is a quick turnaround
in the application process, with applicants normally being notified of their approval status
within a few days of application submission. Both stakeholders and members have
questioned whether this amount of time is sufficient for a thorough review of individual
applications. Recommendations for a more formalized process were offered as were
suggestions to model the process after that of the NLAC. According to the data collected,
the NLAC holds jury sessions on a quarterly basis and staggers jury members who are
selected from various regions of the province. While this process would not allow for a
quick turn around, it would help to eliminate the perception of bias among MusicNL’s
membership and is an area meriting further attention. Moving forward, the Committee
process needs to be formalized and action must be taken to making applicant decisions
during structured meetings held on a monthly or bi-monthly schedule where minutes are
recorded.

The strategic plan objective pertaining to transparency and accountability is as follows:

Objective 2.2: Develop means to improve on program accountability and
transparency.
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An Enabling Attitude, An Enabling Structure. As the face of the music industry
continues to change and evolve, the new paradigm is about building a community of
support. Gone are the days of large-scale corporate contracts with their accompanying
distribution networks and management limitations. Instead, musicians and the industry
stakeholders now face the challenges of responding to a more piecemeal approach to
sector development that requires a broad based and holistic knowledge of a very diverse
and complex sector. While it is a challenge for MusicNL to be ‘all things to all people,’
the pervading attitude is that in many respects, it needs to be.

With the renewed sense of pride that has resulted from positive global media exposure of
our provincial ‘have’ status, the compassion shown during 911, an increasing number of
world-class acts from the province, and a government that values the contribution of the
province’s arts and heritage industries, we are redefining our place as a people and a
culture. In order to build on this success, stakeholders have communicated a sense of
urgency in terms of seizing the opportunity that currently exists and using it as a catalyst
to build the industry so it reflects the diversity of every musical genre and region in the
province.

In the grand scheme, MusicNL must foster and encourage a ‘can-do’ attitude that is
inclusive of all musicians and genres and be a friendly face that reflects a service
mentality. One respondent offered up his grandmother’s wisdom by encouraging
MusicNL to adapt the following tagline slogan, “If we see the need, we’ll do the deed!”
While it is not realistic to expect MusicNL can or should duplicate the services of other
organizations, there is a complementary role to play that merits further exploration and
collaboration. Working together to identify, partners, and guide members to others who
can provide them with appropriate assistance is seen as an invaluable and critical role.

The strategic plan objectives pertaining to an enabling attitude, an enabling structure are
as follows:

Objective 2.3: Provide staff, board and members with professional development
opportunities.

Objective 2.4: Develop a communications plan.

Objective 3.2: Provide and offer professional development workshops.

Objective 3.3: Ensure staff keep abreast of industry trends.

Industry Needs

The following section provides an overview of the critical needs and requirements of the
provincial music industry as reflected in the data collected as part of the strategic
planning process. The needs identified are based on the views and opinions expressed
during the interview process as well as the data collected as part of the membership
survey.
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Business Development. In order to support, build and maintain the music industry in
Newfoundland and Labrador, it is necessary to help those in the industry (particularly
musicians) become more entrepreneurial. There is a need for the provision of outreach
services and professional development workshops. More specifically, workshops and
professional development activities are required in the areas of managing, marketing,
budgeting, financing and mentoring. MusicNL requires additional staff resources to
develop content and to deliver a pan-provincial workshop series.

Developing business opportunities within the province, particularly in the area of cultural
tourism was also identified as an opportunity meriting further consideration. It was
suggested that MusicNL could help align the membership and the province’s traditional
music towards cultural tourism development and the provincial cultural tourism strategy.

MusicNL received its highest gaps score (67%) in the area of facilitating business
opportunities. Moving forward, this is an area where MusicNL needs to focus its
energies to ensure it is meeting its members’ needs.

The strategic plan objectives pertaining to business development are as follows:

Objective 2.3: Provide staff, board and members with professional development
opportunities.

Objective 3.1: Increase opportunities for export development.

Objective 3.2: Provide and offer professional development workshops.

Objective 3.3: Ensure staff keep abreast of industry trends.

Objective 3.4: Create and strengthen relationships with like minded organizations,
groups, associations and government departments.

Export Development. Export was identified as a priority by stakeholders during the
interview process and also by the membership in the survey. Because of limited
opportunity here in the province, export is viewed as a means to generate new revenue.
In order to increase the music community’s opportunity for export, there is a need for
professional development training to assist members in gaining a better understanding of
their craft and to increase their level of expertise to enable them to be competitive in the
global market.

Record companies have reduced their focus and involvement in this area, leaving a
significant gap. In addition, other recent shifts such as technology changes have resulted
in lower CD sales. As most musicians cannot survive from revenues generated through
CD sales alone, they need to increase their profile by taking their music further a field.
Touring outside the province opens up increased opportunity for promotion,
merchandising, internet sales as well as CD sales and distribution. It is critical that
MusicNL be responsive to these changing needs and address identified gaps. There is a
need to advocate to government for alternate supports that enable musicians to gain
increased exposure and to form greater links to international markets.
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Stakeholders have indicated that Newfoundland and Labrador musicians have achieved
greater rank and international success since MusicNL’s incorporation. They have
accredited the Executive Director and his high level of industry connectedness as a
contributing factor. While many applaud the efforts of MusicNL in terms of helping
musicians realize their export potential, it was noted that cuts to federal government
programs for export will certainly impede future progress. It is therefore important that
MusicNL strengthen allegiances with the Trade Division of the Department of
Innovation, Trade and Rural Development.

Stakeholders have suggested that MusicNL has a lead role to play in providing musicians
with the tools for self-development. This requires a significant commitment to
educational services to help musicians become more export focused and self-reliant.
Recommendations for workshop content and outreach include, but are not limited to:

 Diagnostic tools
 Specialized professional development
 Mentoring opportunities with musician’s and music personnel in other places
 Distribution
 Trade missions
 Marketing and Promotions
 Brokering
 Other matchmaking opportunities in partnership with trade focused government

departments and agencies

The findings from the membership survey indicate the majority of respondents are
currently or are considering exporting their product or service. At present, four in ten
(40%) respondents are exporting, while over three in ten are intending to (28%) or are
considering (8%) exporting. Very few (4%) respondents have no exporting intentions.
It also merits mention, that MusicNL receives its third highest gap score in terms of
developing export opportunities (64%). Overall, the membership see export as a critical
area and see MusicNL as playing an active role in pursuing activities that facilitate
increased export opportunities.

The strategic plan objective pertaining to export development is as follows:

Objective 3.1: Increase opportunities for export development.

Communication. Since assuming its program administration role, MusicNL’s
communications function has deteriorated. Current staffing levels limit the
organization’s capacity to create and distribute the quarterly newsletter. Due to time
constraints, this and other communications activities are performed in an ad hoc fashion
when time and resources permit. More regular and consistent communications along
with the development of strategies for internal and external (Board and Staff versus
member and stakeholder) communication policies are recommended.
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Currently there is some confusion and a need to clarify and communicate the difference
in mandates of the Newfoundland and Labrador Musicians’ Association and MusicNL.
In December 2005, the Newfoundland and Labrador Musicians’ Association re-launched
itself and its mandate is now to represent the interests of local, professional working
musicians. There is now a need for the two organizations to work together in
communicating a common message that clarifies their roles to their respective
memberships and to promote the programs, services and contributory efforts of each
organization.

There is a need for additional information on MusicNL and Musicians’ Association of
Newfoundland and Labrador programs and services. Through enhanced communications,
MusicNL can better inform musicians and music industry stakeholders of the programs
and services of outside organizations and agencies. This would help increase capacity by
broadening the scope beyond newsletter, website and event audiences.

The findings of the membership survey reveal, for the most part, members are satisfied
with the amount of information they are receiving from MusicNL, with three-quarters
(74%) reporting the amount of information received to be just the right amount. It is also
important to note that two in ten (21%) members feel they do not receive sufficient
information, while very few (5%) feel they are receiving too much information.

The strategic plan objective pertaining to communications is as follows:

Objective 2.4: Develop a communications plan.

Education, Professional Development and Capacity Building. Education, professional
development and capacity building were identified as priority areas for MusicNL with the
majority of stakeholders suggesting that growth of the music industry will be highly
dependent on the organization’s ability to play a lead role in music industry education
and information dissemination, particularly in rural parts of the province.

To promote viable career options within the music sector, it is important to educate the
general public, particularly youth, by providing reliable human resource information so
those interested are capable of making well-informed, evidence-based decisions. As part
of these promotions, it is also necessary to define and clarify the roles of music industry
support personnel. For example, it was noted that not all musicians understand the
differences between a booking agent, a manager and a publicist and therefore, the work
they carry out is often unrecognized or undervalued. This lack of understanding also
results in inadequate uptake of professional support services. This in turn makes it
difficult to retain qualified music industry professionals who are capable and eager to
contribute to the growth of the industry. In short, these professionals cannot generate
sufficient business to keep their doors open. It is also important to communicate that
although industry supports in the province are often operating on a smaller scale than
competing national brands, their work is of comparable quality and must be recognized
and promoted as such.
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In September 2008, a total of $44.5 was cut from federal government arts programs, and
two programs that helped artists travel overseas, ProMart and TradeRoutes, were
altogether eliminated. In addition, the goal ten years ago was to get major acts signed by
a record company. That is not a realistic goal today, given the state of the music industry.
There is now greater emphasis on do-it-yourself careers and artists are now required to
take on the responsibilities that were once assumed by record companies. Independent
artists do not readily have the knowledge and resources to handle these newly acquired
responsibilities and this is forcing more and more concerns on them.

Independent artists must be better equipped to do more for themselves to achieve success
in this current environment. This translates into an increased role for MusicNL to
educate and provide tools to support members. MusicNL must be the translator of
industry trends and activities in order to educate and provide guidance to its members.
Moving forward, MusicNL requires additional human and financial resources to provide
leadership and direction for its members.

Based on the findings of the gap analysis, MusicNL should focus more of its energies on
offering educational opportunities and benefits to its members. The gap score calculated
for this area stands at 50 percent, suggesting efforts are required to better meet the needs
and expectations of members in this area.

The strategic plan objectives pertaining to education, professional development and
capacity building are as follows:

Objective 2.3: Provide staff, board and members with professional development
opportunities.

Objective 2.4: Develop a communications plan.

Objective 3.2: Provide and offer professional development workshops.

Objective 3.3: Ensure staff keep abreast of industry trends.

Objective 3.4: Create and strengthen relationships with like minded organizations,
groups, associations and government departments.

Advocacy. There is a sense among stakeholders that since assuming its role as program
administrator, MusicNL’s focus and effectiveness as an advocacy organization has been
compromised. Some interview participants went so far as to say that it is impossible to
balance the two and suggested MusicNL should make a strategic decision to do one or the
other. Some of the advocacy areas identified include:

 Creative 500 is a list of 500 private and community sector representatives and
organizations who are engaged in practicing or supporting some form of the arts.
One of the criteria for being included on the list is a willingness to work together
to grow and develop the arts sector. It was suggested MusicNL should take a lead
role in ensuring that musicians and other music industry personnel be adequately
represented on the list.
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 Holy Heart Theatre is slated for closure in the near future. In a city of limited
venue options for the performing arts, some stakeholders noted a need for
MusicNL to advocate for the building to be maintained for performance space. In
addition, it was suggested all music industry stakeholder organizations should be
co-located. The old TI Murphy Centre and Holy Heart space were both suggested
as potential locations.

As part of the membership survey, members were asked to identify the areas where
MusicNL should be focusing its advocacy efforts. The overwhelming majority of
members (80%) feel MusicNL should focus its advocacy efforts on securing program
funding for its members. To a lesser extent, over one in four (44%) believe the
organization should focus its energies on promoting member musicians and providing
them with opportunities. Other less frequently identified advocacy areas include:

 Artist support, information sharing and networking (25%)
 Advocacy and lobbying (21%)
 Professional development (19%)
 Exporting (18%)
 Public awareness (17%)

No other specific advocacy activity was identified by 16 percent or more of respondents.

The strategic plan objectives pertaining to advocacy are as follows:

Objective 2.4: Develop a communications plan.

Objective 3.4: Create and strengthen relationships with like minded organizations,
groups, associations and government departments.

Technology. Globally, the music industry is at the juncture of adapting several new
technologies and moving from a physically-based industry to a digital on-line industry.
Stakeholders have estimated that this transition will take place over the next five year
period. As a result, the entire sector and the way it conducts business will be affected.

The Internet is a powerful tool in that it has made it easier to sell to the world’s on-line
audience. It also enables musicians to more broadly profile themselves and their music.
In short, it provides the industry with a communications and information base that it has
not had before. The province’s small population and large geographical mass requires
musicians to also target markets with larger critical mass using internet communications
as a complement to touring.

Managing music digitally begins with a realization that music will be purchased
differently. A focus on manufacturing and distributing physical products will be reduced
in favour of digital, online production sales. One of the key challenges will be
identifying the potential for selling. I-Tunes, Indie Pool, CD Baby and Napster are just a
few of the options available to music producers, each with its own issues and limitations.
This is an area where MusicNL can provide support and guidance to its members.
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In considering online options, musicians also need to know their rights around copyright
laws. MusicNL needs to prepare itself to help guide, support and provide information to
its members that will allow them to keep pace with competitors. Education and
awareness regarding the details of entering into contract arrangements with online
retailers will be an important focus area.

A copyright consists of a variety of different rights. The performing rights that the
Society of Composers, Authors, and Music Publishers of Canada (SOCAN) administers
is only one part of that copyright, pointing to the needs for MusicNL to provide
information on other rights that are handled by the copyright owners or by other
organizations.

Because of the lack of legislation to address transitions to a digital environment, attention
and advocacy to address the need for existing copyright policy reform is required to
reduce piracy. Stakeholders have indicated that there is a need for MusicNL to take the
provincial lead in advocating for musicians rights to ensure they are protected as
transition to the digital age occurs.

The strategic plan objectives pertaining to technology are as follows:

Objective 2.3: Provide staff, board and members with professional development
opportunities.

Objective 3.2: Provide and offer professional development workshops.

Objective 3.3: Ensure staff keep abreast of industry trends.

Case Study: MARIA

As part of the strategic planning process, a review of Manitoba’s Audio Recording
Industry Association, MARIA, was undertaken. This organization was identified by the
Steering Committee as having realized success in terms of its internal structures and
program offerings. This section of the report provides an overview of this review and,
where appropriate, draws similarities and highlights differences between MARIA and
MusicNL.

There are many similarities between MusicNL and MARIA that merit mention. Both of
these entities are member-based, not-for-profit associations with both representing over
700 members in all domains of the music industry including artists and bands, studios,
agents, managers, songwriters, venues, promoters and producers. Both associations
provide programs and services to a diverse and wide variety of genres as well as provide
members with information, education, communication, advocacy, industry development,
and networking opportunities. In essence, both organizations are fulfilling a program
delivery and advocacy role.
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Like MusicNL, MARIA receives its funding from government sources. More
specifically, MARIA receives funding from the federal government through the
Department of Canadian Heritage (Canada Music Fund) and from the province of
Manitoba through the Department of Culture, Heritage, Tourism and Sport. Both an
interim and a final report are prepared for the funding agencies annually.

In contrast to MusicNL, MARIA has a significantly larger organizational structure and
more formalized governance processes. MARIA is comprised of an elected board and
Executive Director who oversees a staff of six. The six staffing positions are as follows:

 Association and Communications Manager
 Aboriginal Music Program Coordinator
 Marketing Coordinator
 Training Coordinator
 Programs and Operations Assistant
 Bookkeeper

While MusicNL also has an elected board and Executive Director, there is only one
additional staff member and its governance structure and processes are not currently as
robust.

It is important to highlight that MARIA is a provincially incorporated body that has
become nationally recognized as a well run and successful organization. Given the
similarities previously outlined between MARIA and MusicNL, there is merit in further
exploring the structure and governance style of MARIA. As part of MusicNL’s strategic
planning process the organizational structure, bylaws and policy guidelines of MARIA
were reviewed. This section provides an overview of this review, focusing primarily on
the key roles and responsibilities of the Board and the Executive Director. We would like
to thank MARIA’s Executive Director for providing this information.

Roles and Responsibilities of MARIA’s Board

The MARIA board consists of 10-15 members, with the majority of the members making
their livelihood directly from the music industry. All board members are active members
of MARIA and are in good standing. MARIA finds 15 to be the optimal number of board
members as the board is comprised of a number of touring musicians and studio people
so 15 members ensures a quorum.

The board is elected annually at the general meeting. Board members serve a two year
term and are permitted to run for office for two additional terms. After serving three
successive terms, board members are not eligible for re-election until one year has passed
from their last term. The terms of board members are staggered to ensure some level of
consistency and to ensure a smooth transition. Presently, MARIA does not have any
‘professionals’ on its board, such a lawyer or accountant, but they are moving towards
such a structure.
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The board develops policies that set the organization’s overall direction and takes action
to ensure there is sufficient human and financial resources available to achieve this
direction. The board is responsible for five key areas:

1. Determining the strategic direction and establishing the organization’s mission,
vision and values.

2. Ensuring the organization has access to the financial resources required to carry
out its mandate.

3. Ensuring the organization has sufficient and appropriate human resources. The
board is responsible for hiring the Executive Director and ensuring the working
conditions of the organization.

4. Directing organizational operations and ensuring the board is working effectively
and in compliance with all legal requirements.

5. Maintaining effective community relations.

MARIA has employed a committee structure to help create a stronger organization by
facilitating the continued improvement of the products and services to its members.
Committees work with staff and report back to the board as a whole. The purpose of all
committees is to work in a governance role without crossing over into operations which is
the jurisdiction of the organization’s Executive Director and staff. MARIA’s five
standing committees are as follows:

1. Executive Committee. The Executive Committee oversees operations of the
board and acts on behalf of the board during on-demand activities that occur
between meetings. These acts must be presented to the board for full review. The
committee also deals with personnel issues as they arise.

2. Resource and Community Development Committee. The Resource and
Community Development Committee identifies ways to raise the profile of the
music industry in the wider community, looks for opportunities to partner with
local organizations and helps identify and access new sources of private funding.
A particular focus of this committee is on accessing broadcasters’ Canadian
Content Development funds.

3. Board Development and Nominations Committee. The Board Development
Committee ensures effective board processes, structures and roles including
retreat planning, committee development and board evaluation. This committee
identifies needed board member skills and suggest potential members. In addition
this committee provides an orientation to new members and conduct an annual
board assessment. This committee is also responsible for reviewing and updating
bylaws as applicable.

4. Training Committee. The Training Committee oversees all matters related to
MARIA’s training. The Training Committee oversees the development and
continuance of MARIA’s training initiatives including the MARIA Industry
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Resource Centre, online training courses, and regular training workshops and
seminars; and develops human resource strategies and plans as needed.

5. Finance Committee. The Finance committee assists the Executive Director in
budget development and regularly reviews cost reports and financial statements as
well as ensures the association has the funds necessary to meet its responsibilities
and deliver its programs. Reports are presented to the board on a monthly basis.

In addition to these five committees, ad hoc committees are also formed to address
special projects that are outside of the mandate of the standing committees.

Roles and Responsibilities of MARIA’s Executive Director

The organization’s day-to-day operations are the responsibility of the Executive Director
and staff. As previously mentioned the board approves the budget and major
expenditures, but the implementation of the budget is the responsibility of the Executive
Director. The Executive Director provides the board with quarterly updates, which
allows the board to make informed projections of revenues and expenses. Overall, the
board sets the direction for the organization and the Executive Director and staff are
responsible for the execution.

The Executive Director is responsible for and oversees the organization’s administrative
functions, including ensuring adequate staffing levels and filling staff vacancies when
they occur. The specific details of the roles and responsibilities are detailed in the
organization’s policy guide. However, there are some of the key responsibilities of the
Executive Director that merit highlighting including:

 Maintaining internal controls to ensure the reliability, accuracy and adequacy of
financial recording.

 Ensuring the accuracy and timeliness of government-ordered payments and
filings.

 Adhering to the accountability requirements of granting organizations and
relevant legislation.

In summary, MARIA attributes their success to both their current and past boards and the
processes that have been put into place that clearly define the roles and responsibilities of
both the board and staff. Based on this review, it is recommended that MusicNL consider
implementing a similar organizational and governance style. Having well articulated
roles and responsibilities as well as implementing and adhering to standard reporting
practices will greatly assist MusicNL in realizing its vision and mandate.

Objective 2.1: Implement a more effective governance model.

Recommendations
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Based on the data collected during the strategic planning process, the following three
recommendations have been formulated:

1. Music NL staffing levels must increase and the organization
appropriately funded to meet the growing needs of its members and
the industry as a whole.

The findings of the strategic planning process indicate MusicNL requires the addition of
two new staff members. The roles and responsibilities of the full MusicNL staff
complement should be as follows:

1. Executive Director. MusicNL’s Executive Director will assume the following roles
and responsibilities:

 Advise, recommend and inform the Board on the personnel activities with
the organization and submit policies to the Board on conditions of work,
salary rates and other personnel matters, together with job descriptions as
requirements indicate.

 Manage staff and provide direction and feedback on the tasks they
undertake.

 Prepare job descriptions and recommend staffing levels to the Board.
 Provide a letter of agreement, for both permanent and part-time

employees, from the initial engagement of services, making definite
statements as to the terms of employment including: length of
probationary period (if any), rate of pay, employee benefits (i.e. sick leave,
annual leave), and hours of work.

 Represent MusicNL at public functions.
 Prepare and present reports to the Board as well as prepare and present

reports on the Board’s behalf, when required.
 Attend conferences and functions that help further the organization and its

mandate.
 Act as a signing authority for cheques, funding applications and contracts

on the Board’s behalf, where deemed necessary.

2. Financial Officer. MusicNL’s Financial Officer will assume the following roles and
responsibilities:

 Oversee all of the organization’s financial activities and prepare financial
statements and reports for the Board.

 Manage the funding program accounts and monitor their budgets.
 Prepare reports and adhere to the accountability processes outlined by the

funding authorities.
 Ensure the organization’s processes are transparent to its members and its

funders.
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 Maintain all invoices and be responsible for accounts receivable and
payable.

 Reconcile bank accounts.
 Work closely with the Financial Committee to provide the information

they require to make sound financial decisions and assist the Committee
and Executive Director with the budgetary process.

 Compile financial statements, funding application statistics and final
reports for MusicNL’s annual conference.

 Develop and monitor a sponsorship program.
 Act as a signing authority for cheques, funding applications and contracts

on the Board’s behalf, where deemed necessary.

3. Office Manager and Communications Officer. MusicNL’s Office Manager and
Communications Officer will assume the following roles and responsibilities:

 Provide administrative assistance to the Executive Director and the Board
when requested.

 Act as a liaison between the organization and members of the general
public, including members and potential members and will be responsible
for ensuring members and potential members are well informed about the
purpose and function of MusicNL as well as general music industry
information.

 Work with the Executive Director and President to plan and implement all
aspects of MusicNL’s Annual Conference and Awards Show including
panels, seminars, opening reception, trade show, songwriter’s circle,
Industry Luncheon and the MusicNL Awards Gala.

 Provide management and training to Student Staff as required.
 Manage the day to day operations of the Association in the absence of the

Executive Director.
 Answer phones and provide information regarding the organization and

general music industry information.
 Ensure members and potential members are well informed about the

purpose and function of MusicNL as well as general music industry
information.

 Prepare the quarterly newsletter, edit it for readability, layout and content
and will also solicit advertising and prepare invoicing pertaining to the
newsletter. He/she will also make quarterly contributions to the
newsletter.

 Maintain a membership database, prepare membership renewal forms and
distribute to members.

 Record and date all incoming phone inquiries, mail, faxes and e-mail and
direct to the appropriate person.

 Undertake general office duties, i.e. ordering supplies, maintaining
equipment, etc.
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 Provide assistance to the Executive Director to plan and book meetings
and travel; staff tradeshows when necessary.

 Maintain office filing and office documents in an organized and effective
manner.

 Provide assistance for the MusicNL AGM and Conference by preparing
mail outs to the membership, overseeing all volunteers and staff for the
event, preparing, managing and overseeing Registration.

 Work with various outside sources including sponsors, graphic designer,
printers, suppliers, etc, as required.

 Develop and disseminate all public communications and press releases
pertaining to the association by preparing media kits when required for
various public relations and communications projects.

 Solicit buyers for advertising space in the various quarterly and annual
publications of the association.

 Engage in media monitoring of all MusicNL media and communications
initiatives to establish cause and effect as it pertains to each initiative.

4. Program and Business Development Officer. MusicNL’s Program and Business
Development Officer will assume the following roles and responsibilities:

 Act as the first point of contact for members interested in accessing
funding under any programs offered through MusicNL.

 Compile applications for all MusicNL Funding Programs and ensure all
applications are complete and eligible before forwarding to the appropriate
authority.

 Act as a liaison between the Funding Committee and the applicants.
 Assist the Sound Recording Chair in compilation of jury members for the

Sound Recording Initiative and for any other programs requiring a jury or
selection committee.

 Maintain up-to-date accounts of each funding program and provide
quarterly statements and reports to the Executive Director, the Funding
Committee and Board of Directors.

 Serve as FACTOR Representative for Newfoundland and Labrador
(including compiling and facilitating FACTOR juries as needed).

Currently, MusicNL’s annual payroll is $102, 000 including benefits, the addition of two
new staff members will raise this amount to $202, 000.

The current office space will not accommodate the proposed growth in staff and therefore
the organization must relocate. The one-time costs associated with relocation (i.e.,
moving expenses, hook-up fees, damage deposit) are estimated to be $5,000. In addition,
it has been estimated that $15,000 is required for furniture and computer upgrades at this
time.

MusicNL’s projected reoccurring operational costs are as follows:
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Item Projected Cost
Salaries & Benefits (based on a staff of four full-time employees) 202,000
Webmaster retainer 3,000
Office Supplies 30,000
Rent 24,000
Utilities 20,000
Professional Fees 10,000
Interest/Bank Charges 1,200
Advertising & Promotion 5,000
Total Reoccurring Costs: $295,200.00

On a go forward basis, MusicNL requires an annual operating budget of $295, 200. For
the coming fiscal year, the organization requires an additional $20,000 to cover the one-
time costs and furniture and equipment upgrades associated with the relocation for a final
operational budget in year one of $315,200.00.

2. MusicNL’s governance structure and processes must become more
effective and efficient and are in need of immediate review and
modification.

The findings of the strategic planning process reveal MusicNL’s current governance
structure and associated processes are weak and will not adequately meet the
organization’s proposed mandate and mission to its fullest potential. More specifically,
the relationship between the Board and the Executive Director needs to be clearly defined
and processes need to be put in place to ensure the Executive Director provides the Board
with the information it requires to make sound decisions in a timely manner. Moving
forward, it is imperative that the Board set the organization’s direction and the Executive
Director and his staff take the necessary steps required to achieve this direction.

The level of engagement of the Board is a serious threat to the organization’s success.
Existing Board members should be encouraged to re-evaluate their commitment to the
Board at this time. It is acknowledged that Board member recruitment is a challenging
task. Board members need to be cognizant of their roles and responsibilities and be held
accountable for their active engagement in furthering the mandate and goals of the
organization. Developing the organization’s governance structure is critical to its success
and, if not done properly, the organization will be seriously comprised, regardless of the
level of funding secured.

It is recommended MusicNL seriously consider adopting a governance structure similar
to MARIA. MARIA has realized great success and is operating in a very effective
manner. The roles, responsibilities and relationships of the Board and the Executive
Director are well defined and their processes are transparent.
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MusicNL should aim to be governed by a board of 12-15 directors who exhibit a high
degree of commitment to the organization. Serious consideration should be given to the
Board’s collective skill set and the formation of a nominations committee that focuses on
the recruitment of directors. Consideration should also be given to recruiting board
members with expertise in the areas of accounting and/or entrepreneurialism. Like
MARIA, MusicNL should have set Board terms and regulations pertaining to the number
of successive terms to ensure the directors and the Board itself does not become stagnant.

As part of its reconstructing process, the Board should implement a formalized standing
committee structure. Such a structure will assist in strengthening the organization by
ensuring a high calibre of product and service offerings to its members. The Committees
should work with staff and report back to the larger Board. The Committees should work
in a governance capacity and be careful not to engage in operations, which should be left
to the Executive Director and his staff.

3. Develop and implement a Business Development Mentorship
program and a Music Industry Development Training Series to assist
the MusicNL membership in managing their careers and becoming
more self-sufficient and entrepreneurial.

The online membership survey data indicates that in order to advance musicians, and the
industry, there is a need for additional programming that provides artists with the
required business skills. A common thread observed in all stakeholder consultations was
the lack of professionalism in the sector, as well deficiencies in the areas of business
development and management acumen. In addition, it was also noted musicians do not
have a solid understanding of the work required to realize success. Moving forward, it is
recommended additional funding be secured for the implementation of a Business
Development Mentorship Program and a Music Industry Development Training Series.
The development of these programs will require a phased approach with development of
the Business Development Mentor Program in the first phase and the development of the
Music Industry Development Training Series in the second.

The Business Development Mentorship program would be implemented throughout
the province annually. MusicNL would engage local, national and possibly international
expertise to develop the program and use strict criteria to select suitable mentors.
Responsibility for program coordination would rest primarily with MusicNL’s Program
and Business Development Officer. Research indicates that the following areas are of
particular importance to MusicNL’s membership and need to be included as part of the
program’s content:

 Professionalism. More professional practices are required to ensure musicians
behave in an appropriate manner when conducting business with various
audiences including, venue operators, and other private, non-profit and
government sector representatives.
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 Management. Presently, within the province, there are insufficient managers to
meet industry demands. In response to this shortage, musicians must acquire the
necessary skills to self-manage their business related affairs.

 Bookkeeping and finances. The membership requires training to help them
identify and manage the financial aspects of running a business.

 Marketing and Promotions. The membership requires training in effective
marketing and promotions practices.

 Distribution. Members require education that helps them increase distribution
networks, particularly as the industry transitions into the digital era.

 Funding Programs. The membership requires information on the availability of
existing funding sources and programs, and how to successfully access them.

 New Technology. The membership needs training with respect to the availability
of new technologies and their impact on recording, distribution, production,
marketing, promotion, pricing and sales.

 Contracts. The membership needs education on the importance of formal
contracts between musicians and those with whom they do business.

While this is not a comprehensive list, it does reflect the overall and basic needs of the
membership. It is recommended that MusicNL refine program content by referring to the
membership data analysis section of the SWOT report.

The objective of this proposed program is to enhance business opportunity by
empowering and increasing capacity within the provincial music community. Under this
program, less seasoned MusicNL members would receive a toolkit of services and
information to enhance their understanding of the dynamics of running a successful
business by providing them with an opportunity for one-on-one consultation with an
experienced mentor. It is anticipated the program would take each participant one year to
complete.

It is recommended that the following components comprise the Business Development
Mentorship program:

 Pre-Program Survey of each participant that serves as an initial assessment tool
by providing the mentor with a snapshot of the business.

 1st Mentoring Session – Assessing Business Development Skills and Practices
Description ~ meeting between participant, mentor & MusicNL Business Program
and Development Officer.

 Tasks From the 1st Mentoring Session – Business Development Focus
Description ~ work with the mentor to develop a list of business improvement
tasks with a schedule for their completion; and completes tasks within a given
time period.

 Best Practices Sharing
Description ~ a group best practices/product knowledge and networking
opportunity where participants convene in one location of the province to hear
from a series of music industry stakeholders, MusicNL and its partner
representatives. (This component may be scheduled for the same time and
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location as the MusicNL Annual General Meeting or any other function that
convenes the membership).

 2nd Mentoring Session – Management Focus
Description ~ meeting between participant, mentor & MusicNL Program and
Business Development Officer to assess progress and discuss specific aspects of
management needs for each participant.

 Tasks From the 2nd Mentoring Session
Description ~ Participant works with the mentor to develop a list of business
management improvement tasks with a schedule for their completion; and
completes tasks within time period.

As part of the program, there should be a fair and inclusive process for participant
selection including application material that outlines a payment schedule, participant
criteria, and the benefits of completing the program. Aside from the work of the mentor,
it is also imperative that the Business and Program Development Officer play a
complementary role in providing outreach and support to participants including
knowledge on complementary training that supports development of business skills
identified as part of the mentor recommendations. Training gaps identified during this
phase of the project will form the basis for developing the Music Industry Development
Training Series in phase two.

The following table outlines the estimated cost of program development and pilot
delivery:

Item Projected Cost
Project development and coordination 82,000
First mentorship and mentor travel 28,000
Best practices sharing 6,000
Second mentorship and mentor travel 28,000
Program evaluation 6,000
Estimated Cost: $150,000

The Music Industry Development Training Series will address the most prominent
training needs of the membership. Through the monitoring and evaluation efforts of the
Business Development Mentorship Program pilot phase and from the research to identify
training opportunities and gaps as part of the project, MusicNL will identify four to six
business development topics and develop training modules for each. Training modules
will be piloted at various intervals over a one year period with opportunity for
membership uptake in all regions of the province.

Upon identification of module topics, the Business and Program Development Officer
will work with an independent consultant to develop a framework for module content.
Monitoring and evaluation will be an essential part of this phase to identify the need for
follow-up modifications prior to long-term program implementation.
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The following table outlines the estimated cost of program development and pilot
delivery:

Item Projected Cost
Project development and coordination 82,000
Consultant fees 40,000
Program evaluation 6,000
Travel required for program delivery 22,000
Estimated Cost: $150,000

Additional research is required to determine the cost and feasibility of sustaining each of
the programs as well as suitable models for provincial delivery. It is recommended that
MusicNL explore partnership opportunities for both phases of program development and
delivery with ACOA, Service Canada and INTRD. It is also recommended that funding
for both phases be secured under one long-term, two-tiered project.
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ABOUT MusicNL

MusicNL was established in 1992 and is an incorporated non-profit membership
association that promotes and develops the music industry in Newfoundland and
Labrador. At present, MusicNL consists of a ten-member volunteer Board of Directors,
two full-time staff, and a membership of 700. MusicNL’s offices are located in St.
John’s.

MusicNL is considered by many to be the voice of the provincial music industry and has
successfully advocated for music professionals and the industry since its incorporation.
Through its diverse networks and communications efforts, including its website,
MusicNL informs members on upcoming events, professional development
opportunities and industry information. MusicNL take every opportunity to profile the
province’s musical talent and diversity. The promotion of the province’s music industry
through their annual provincial awards show and conference is considered one of their
many successes. In addition, MusicNL have been instrumental in providing export
opportunities for artists by developing relationships with both national and
international organizations.

MusicNL currently administers three funding programs on behalf of the Department of
Tourism, Culture and Recreation (TCR). As of 2007-08, these three programs focus on
market access, professional development and sound recording. These programs as well
as other MusicNL initiatives have enabled artists and their managers to gain better
access to new markets and to capitalize on learning and creative development
opportunities. In turn, this has resulted in the formation of new relationships and
partnerships for members and enhanced opportunities for career advancement.

In 2007, TCR commissioned a study of MusicNL. The primary purpose and scope of this
study was to:

 Undertake a program and performance evaluation to measure the effectiveness
of the three funding programs;

 Develop a data collection system and a reporting/evaluation instrument for use
by MusicNL and TCR in future reporting and analysis; and

 Identify other issues for MusicNL that might directly or indirectly affect the
efficiency and effectiveness of funding programs.

This study resulted in 18 recommendations. One recommendation highlighted the need
for MusicNL to engage in a strategic planning process, as the last planning process
occurred in 2000. Thus, this plan is a direct response to that recommendation.
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OVERVIEW OF THE STRATEGIC PLANNING PROCESS

There are several features of a strategic plan worth noting. These features have been
incorporated into MusicNL’s plan:

 A strategic plan should focus on ‘make or break’ issues. These are issues or
conditions that must be addressed for an organization to remain relevant and
responsive. The responses to these ‘make or break’ issues are referred to as
strategic directions.

 ‘Make or break’ issues usually emerge from an analysis of the strengths,
weaknesses, opportunities and threats facing an organization. Strengths and
weaknesses tend to be internal to the organization and opportunities and threats
tend to exist outside the organization. This disciplined process is referred to as a
SWOT Analysis. The SWOT Report can be found in Appendix II.

 Regardless of the size, maturity and the level of available human and financial
resources of an organization, few have the capacity to respond to more than
three to five ‘make or break’ issues in a three to five-year period.

 Strategic directions begin to live when they are accompanied by measurable
objectives and time frames, which articulate accountability for implementation.

Jane Helleur & Associates Inc . (JHA) was engaged to assist MusicNL in its strategic
planning process. The following activities were undertaken by JHA to obtain member
and stakeholder input between early January and mid-March 2009:

 In person, separate interviews with MusicNL’s Executive Director and Executive
Assistant;

 Three in-person interviews and two telephone interviews with private partner
representatives;

 Telephone interview with one public partner representative from the East Coast
Music Awards;

 Two telephone interviews and two in-person interviews with non-member
representatives;

 Telephone interview with one private sector representative who is well connected
and able to speak to national music industry issues;

 In-person interviews with four public partner representatives from the Provincial
Government departments of TCR and Innovation, Trade and Rural Development;

 Telephone interview with one public partner representative from the Federal
Government department of Canadian Heritage;
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 In-person interview with one public partner representative from the Canadian
Broadcasting Corporation.

 An all-day Strategic Planning session with seven MusicNL Board of Directors in
January 2009 and a second session in March with two Board members and two
staff members in attendance.

 An on-line, e-mail survey of MusicNL members who have been identified as the
‘key contact’ for their group, act or band. Of the 303 email invitations distributed,
a total of 104 responses were received, representing a response rate of 34
percent.

This strategic plan spans a three-year time horizon, from June 2009 to June 2012. To
assist with the identification of strategic issues, JHA delivered a SWOT report in advance
of the final strategic planning session that outlined research findings and recommended
priority areas of concern. This SWOT report can be found in Appendix II.

MusicNL’s strategic plan focuses on significant ‘make or break’ issues facing the
Province’s music industry as well as MusicNL members. As these issues represent issues
of major strategic importance, if successfully addressed, they will result in long-term
value for the province’s music industry and MusicNL members.

For the next three years, MusicNL has embraced the following major strategic
directions:

1. MusicNL must address the critical need for additional human and financial
resources through sustained core funding. MusicNL must secure sustained core
funding to address the critical need for additional human and financial
resources.

2. Build the infrastructure that enables MusicNL to harness its leadership potential
on issues that matter most to MusicNL members.

3. Equip members with the information and skills they require to meet the ever
changing needs and demands of the music industry.

For each of these directions, objectives, actions, timelines have been formulated, and,
where appropriate, financial resource requirements identified. MusicNL’s Board will
monitor progress in these strategic directions as a core component of its work. Most
importantly, it is expected that the MusicNL membership will hold the board
accountable for the planned achievements and thus, progress reporting will become a
regular feature of our communications and meetings.
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Together, MusicNL can become even stronger and more effective. MusicNL would like
to thank everyone who contributed to their strategic planning process.

MANDATE, MISSION AND VISION

Mandate

The mandate of MusicNL is to:

 Address key issues affecting the Newfoundland and Labrador music industry in
order to implement positive change by presenting a strong voice to government,
business, and the community at large;

 Increase awareness locally, nationally, and internationally of provincially
produced music as a unique, creative and viable industry with significant impact
on the economy; and

 Create and encourage opportunities for our membership which will stimulate
growth in the industry.

Mission

MusicNL fosters music community and industry growth through its advocacy,
programming, and partnerships with members, industry leaders and stakeholders.

Vision

MusicNL is a proactive voice fostering the growth and development of Newfoundland
and Labrador’s music community in support of a viable industry on the world stage.

PLANNING CONTEXT

MusicNL has realized great success since its incorporation in 1992. As the music
industry association for the province, the organization has gained positive recognition
and praise for their role in helping musicians realize their potential and in positioning
the industry and premiere music producers on the world stage. Success has been
achieved through strong linkages and partnerships with cultural and music stakeholders,
a strong advocacy voice, and the delivery of programs and services geared specifically to
meet the needs of its membership. Overall, MusicNL’s work with the membership and
industry stakeholders has been invaluable in shaping the policies and programs that
impact its members.

The last two years have been very challenging for MusicNL due to their newly acquired
role in administering three provincial funding programs in 2003. Since assuming a
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program administration role, the roles and priorities of MusicNL staff have shifted.
These changes require an evaluation of Board and staff roles and responsibilities, the
development of well-defined job descriptions and roles as well as a review of the
existing governance structure. While much has been accomplished, there is now a
strong imperative to ensure an adequate and responsive organizational infrastructure
exists to meet current and future needs.

The additional demands placed on MusicNL Staff as a result of its program
administration role translates into the need for additional staff. MusicNL’s current
human resource capacity does not enable staff to sufficiently fulfill all of the
organization’s current functions and roles. As growth requires capital, a longer-term
view of organizational financing is required to achieve both more stable funding and at
higher levels of financial resources for growing operational costs for additional staff,
programs, services and supports.

Despite the additional strain on organizational resources, MusicNL and its stakeholders
are generally satisfied with MusicNL’s role in administering existing provincial funding
programs. In addition, research indicates that individuals accessing these programs are
generally satisfied. They readily acknowledge that these programs have enabled them
to achieve success that would not otherwise have been realized. While the
development and administration of a marketing and promotions program was intended
as Phase Three of MusicNL’s program offerings, inadequate funds has impeded on
MusicNL’s ability to deliver it. Thus, a gap exists in current offerings. In the member
survey, members highlighted the continuing need for this program.

With regards to organizational infrastructure, there is a need to improve office space
and working conditions. Currently, the Executive Director and Administrative Assistant
share a small office which significantly impairs the Executive Director’s ability to conduct
sensitive and confidential business. Moreover, on a go-forward basis, the current office
facilities are inadequate to accommodate the additional staff required.

Since assuming its provincial program administration role, MusicNL’s communications
and advocacy functions have suffered. In addition, there is a need to clarify and
communicate the different mandates and roles of the Newfoundland and Labrador
Musicians’ Association and MusicNL and to provide information about the programs and
services offered through each organization. Through enhanced communications, there
is also an opportunity for MusicNL to better inform musicians and music industry
stakeholders of industry trends and events. MusicNL must also strengthen its ability to
consistently monitor issues and advocate on behalf of its members. Taken together,
there is a need for the development and implementation of communications strategies
that support greater effectiveness in information dissemination and enhanced advocacy
and transparency.
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Outreach, education, professional development and capacity building have been
identified as priority focus areas for MusicNL. Indeed, the vast majority of stakeholders
noted that growth of the province’s music industry will be highly dependent on
MusicNL’s ability to assume a significant leadership role in music industry education and
information dissemination.

Members have identified their specific needs for enhanced self-management capability
through increased knowledge and skills in the areas of: business and export
development, and publicity, marketing and communications tools. Increased need for
knowledge also exists in technical aspects of the industry including digitalization,
copyright laws, performing rights, residuals, mechanicals, and synchronization.

As the face of the music industry continues to grow and evolve, a new paradigm is
emerging that requires a ‘community of support.’ MusicNL must foster and encourage
a ‘can-do’ attitude that is inclusive of all musicians and genres and a culture of
exceptional service.

There is a renewed sense of provincial pride. This has resulted from positive media
exposure of our province’s ‘have’ status and an increasing number of world-class acts
from the province. As a province, we are redefining our place as a distinct people and
culture. To build on our success, stakeholders believe there must be a greater sense of
urgency for seizing the opportunity to build the industry. This represents the
underlying foundation of MusicNL’s three-year strategic plan.
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STRATEGIC DIRECTIONS

Strategic Direction 1: Secure sustained core funding to address the critical need
for additional human and financial.

Planning Imperative

The music industry in Newfoundland and Labrador is growing and evolving at an
incredible pace. The current financial and human resources of MusicNL are insufficient
to meet this growth. The added responsibilities and duties associated with program
administration have impeded the organization from engaging in fulfilling all aspects of
its mandate. To carry out its mission, vision and mandate and manage potential risk, it
is imperative for MusicNL to seek and secure long-term operational funding and
additional human resources.

Objective 1.1: Explore and secure long-term funding from federal, provincial and corporate sectors.

Actions Lead By When Resource
Requirements

a. Develop a sponsorship plan.

b. Explore opportunities and strengthen
relationships with business and trade
development mandated government
departments and agencies (i.e. DINTRD,
ACOA, Department of Foreign Affairs and
International Trade).

c. Investigate, seek, and secure funding for
specific initiatives of the organization such
as the recommended Business Development
Mentorship Program and the Music Industry
Development Training Module Series.

d. Maintain and develop new relationships
with national funding bodies such as
FACTOR and Canada Council.

MusicNL Board, ED
and Financial Officer

Board Pres. & ED

ED & MusicNL Board

MusicNL ED and Staff

Summer
2009

Ongoing

Summer
2009

Ongoing

N/A

N/A

N/A

N/A

Objective 1.2: Obtain a suitable location for MusicNL office.

a. Initiate request for operational funding
from TCR (i.e., rent, utilities, professional
fees).

b. Relocate MusicNL’s office and obtain the
furniture and equipment required (this
includes one time fees associated with

ED & Board Pres.

ED & Board Pres.

Summer
2009

Fall 2009

74K

20K
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moving as well as equipment upgrades).

Objective 1.3: Assess and improve MusicNL staffing levels.

a. Hire two additional staff members.

b. Develop clearly defined job descriptions for
existing as well as all staff positions
identified.

c. Monitor, determine and advise MusicNL
Board of future staffing needs on a go
forward basis.

MusicNL Board & ED

MusicNL Board & ED

ED

Fall 2009

Summer
2009

Ongoing

$100K

N/A

N/A

Strategic Direction 2: Strengthen the internal operations that enable MusicNL to
harness its leadership potential on issues that matter the
most to MusicNL members.

Planning Imperative

Due to MusicNL’s growing membership and increasing organizational demands, the
organization is currently undergoing a period of transition. With the growth of any
organization comes a need to re-evaluate its direction and capacity to determine
whether there are sufficient resources to meet organizational and member demands.
Through the in-depth assessment of the strategic planning process, it was noted there is
a need for MusicNL to better support its membership and respond proactively to
industry demands, there is a need to increase organizational capacity and to develop
more formalized processes and policies.

Initially, MusicNL was established primarily as an advocacy organization for the
province’s music industry. Over the past number of years the organization has taken on
the role of program delivery. Assuming the roles and responsibilities associated with
delivering programs requires a higher level of accountability and transparency. Moving
forward, there is a need to review the current governance structure to ensure the
practices and processes are in place so the organization can fulfill its program delivery
mandate.

Through a focus on enhancing governance, professional development, accountability
and communications, MusicNL will develop processes, protocols and policies that will
better define individual and collective roles, thus ensuring increased efficiency.
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Objective 2.1: Implement a more effective governance model.

Actions Lead By When Resource
Requirements

a. Hold and participate in a workshop on
board governance that identifies
appropriate Board and Executive Director
roles and responsibilities.

b. Develop a board orientation process and
policy.

c. Define the roles and responsibilities of
staff.

d. Complete the personnel policy manual (in
progress).

e. Review and modify by-laws as required.

ED with
independent
(outsourced)
facilitator

ED, Office Manager
and MusicNL Board.

ED and MusicNL
Board

Board Member -
Donna Roberts

ED and MusicNL
Board

Winter
2010

Winter
2010

Winter
2010

Winter
2010

Winter
2010

$2000

N/A

N/A

N/A

N/A

Objective 2.2: Develop means to improve on program accountability and transparency.

a. Develop and post program evaluation on
the website.

b. Develop a Q&A section on the website for
frequently asked queries regarding
funding.

c. Announce at the end of the fiscal year who
has received funding.

d. Acknowledge and make public who serves
on juries and funding committees.

e. Review and modify where necessary the
program file systems.

f. Review, update and maintain where
necessary the membership file systems.

Program and
Business
Development Officer

Program and
Business
Development Officer

ED/ Financial Officer

ED/Program and
Business
Development Officer

ED/Program and
Business
Development Officer

ED/
Communications
Officer

Fall 2009

Fall 2009

Yearly

Yearly

Ongoing

2010

N/A

N/A

N/A

N/A

N/A

N/A
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g. Develop succession policy and plan.

h. Review and amend, where necessary, the
program funding approval process.

MusicNL Board and
ED

MusicNL Board, ED
and Program and
Business
Development Officer

2010

2010

N/A

N/A

Objective 2.3: Provide staff, board, and members with professional development opportunities.

a. Offer and encourage professional
development for staff.

b. Increase local and pan-provincial offerings
(workshops and seminars) to members.

c. Investigate and develop framework for
business development mentoring program.

d. Plan, schedule, market and implement a
series of PD offerings to address areas
identified in the membership survey such as
business and management skills.

e. Explore opportunities to partner with other
organizations to deliver workshops.

Board

MusicNL Staff

Program and
Business
Development Officer

Program and
Business
Development Officer

Program and
Business
Development Officer

Yearly

Yearly

2010

Yearly

Yearly

N/A

$20K per
annum

N/A

N/A

N/A

Objective 2.4: Develop a communications plan.

a. Develop internal communications policy.

b. Develop protocol and policy around
committee reporting.

c. Develop advocacy protocol and policy.

d. Develop external communications policy.

ED &
Communications
Officer

MusicNL Board

MusicNL Board

ED and
Communications
Officer

2011

2010

2010

2011

N/A

N/A

N/A

N/A
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e. Compile all communications policies into
one overarching document: MusicNL
Communications Master Plan.

ED &
Communications
Officer

2012 N/A

Strategic Direction 3: Increase the role of MusicNL to educate and provide tools
to support our members to meet the ever changing needs
and demands of the music industry.

Planning Imperative

The music industry continues to undergo massive changes, perhaps most notably in how
artists will make their living. Because of transitions due to increased technologies,
artists are becoming more self-reliant in managing and developing their own products
and careers. Artists are also exploring other opportunities such as film, publishing and
video gaming. MusicNL is committed to facilitating success in the current environment
by helping independent artists become better equipped to do more for themselves. This
translates into an increased role for MusicNL to educate and provide tools to support its
members. MusicNL must be the translator of industry trends and activities in order to
educate and provide guidance to its members. With additional resources, the
organization will be well-positioned to provide this direction.

Objective 3.1: Increase opportunities for export development.

Actions Lead By When Resource
Requirements

a. Explore, identify and pursue export
opportunities.

b. Attend international exporting events.

c. Continue to work closely with ECMA to
offer export readiness workshops.

d. Plan and execute export initiatives.

ED / Program and
Business
Development Officer

ED / Program and
Business
Development Officer

ED / Program and
Business
Development Officer

ED / Program and
Business
Development Officer

Yearly

Yearly

Ongoing

Yearly

N/A

$50K per
annum

N/A

$10K per
annum
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Objective 3.2: Provide and offer professional development workshops.

Actions Lead By When Resource
Requirements

a. Determine the key priorities and professional
development needs of the membership
identified in the membership survey such as
business skills, budgeting and exporting.

b. Identify and secure funding for development
of the Business Development Mentorship
Program.

c. Develop and pilot the Business Development
Mentorship Program.

d. Identify and secure funding for development
of the Music Industry Development Training
Series.

e. Develop and pilot Music Industry
Development Training Series.

f. Partner with similarly mandated arts and
business development organizations to
identify and market workshops to the
membership.

ED / Program and
Business
Development
Officer

ED / Program and
Business
Development
Officer

ED / Program and
Business
Development
Officer

ED / Program and
Business
Development
Officer

ED / Program and
Business
Development
Officer

Program and
Business
Development
Officer /
Communications
Officer

Ongoing

2009

2010/2011

2009

2011/2012

Ongoing

TBD

TBD

TBD

TBD

TBD

N/A
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Objective 3.4: Create and strengthen relationships with like minded organizations, groups, associations,
and government departments.

Actions Lead By When Resource
Requirements

a. Identify possible partnerships that will provide
benefit.

b. Develop and nurture relationships with
potential partners.

c. Pursue areas of collaboration through
common goals and objectives.

Board Pres. &
Board

Board Pres. &
Board

Board Pres. &
Board

Ongoing

Ongoing

Ongoing

N/A

N/A

N/A

MONITORING/EVALUATION/EVERGREENING PLAN

MusicNL will actively monitor its progress and ensure its strategic directions remain
relevant. As conditions change, it will then be well positioned to amend existing plans
and/or add new actions.

On an annual basis, MusicNL will formally review its progress and make necessary
changes. In this way, more detailed actions are planned, implemented, monitored and
evaluated keeping our strategic plan a living, dynamic tool and creating long-term value
for MusicNL and its members.

Objective 3.3: Ensure staff keep abreast of industry trends.

a. Continue to send MusicNL and staff to
industry events i.e., Canadian Music Week,
ECMA.

b. Focus on staff development.

c. Prioritize the events and activities that staff
need to attend.

d. Research the internet.

e. Read selected periodicals.

ED/MusicNL Staff

ED/MusicNL Staff

ED/MusicNL Staff

ED/MusicNL Staff

ED/MusicNL Staff

Yearly

Yearly

Yearly

Ongoing

Ongoing

N/A

N/A

N/A

N/A

N/A
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EXECUTIVE SUMMARY

The purpose of this SWOT Report is to provide a synopsis of findings from member and
stakeholder input. This report also provides the consultants’ views regarding the significant
‘make or break’ issues and proposes a number of strategic directions. The report will be
circulated to the Board and Steering Committee as a basis for further discussion at a one-day
strategic planning retreat with the Board in March 2009. At that time, the consultants will lead a
discussion which will seek validation and /or refinement of the strategic directions and obtain
suggestions regarding how the strategic directions can be best fulfilled.

The following activities were undertaken to obtain member and stakeholder input between early
January and late February:

 In person, separate interviews with MusicNL’s Executive Director and Executive
Assistant.

 Three (3) in-person interviews and two (2) telephone interviews with private partner
representatives

 Telephone interview with one (1) public partner representative from the East Coast Music
Awards (ECMA’s).

 Two (2) telephone interviews and two (2) in-person interviews with non-member
representatives.

 Telephone interview with one (1) private sector representative who is well connected and
able to speak to national music industry issues.

 In-person interviews with four (4) public partner representatives from the Provincial
Government departments of Tourism, Culture and Recreation(TCR); and, Innovation,
Trade and Rural Development; a telephone interview with one (1) public partner
representative from the Federal Government department of Canadian Heritage; and an in-
person interview with one (1) public partner representative from a crown corporation.

 All-day Strategic Planning session with seven (7) MusicNL Board of Directors in
attendance.

 An on-line, e-mail member survey. Of the 303 email invitations distributed, a total of 104
responses were received, representing a response rate of 34 percent.

Based upon this input, the following strategic directions are offered for MusicNL’s further
consideration:

1. Address the critical need for additional human and financial resources through
sustained core funding. This includes assessing the growth and demands of the
membership and ensuring the human and financial resources are in place to
implement the structure and processes required to support this growth and the
organization’s mandate. This may include:

a. Assessing staff levels to determine the human resource capabilities and capacity
required to meet the growing demands and responsibilities.

b. Assessing program uptake and the level of funding required for program
administration.
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c. Explore and secure long-term core funding.
d. Determine the physical space, office requirements and preferred location of the

MusicNL office and the associated rental costs.

2. Advocate for the growth and development of the provincial music industry
throughout the province. This will require adopting a rural perspective and
focus including, but not limited to the following potential actions:

a. Develop and administer an in-province touring and support program.
b. Enhance and foster the development of Aboriginal music.
c. Review and prioritize MusicNL’s role and the benefits of attending national and

international events.
d. Educate the public on the contribution the sector makes both financially and

socially to the province.
e. Identify the issues and trends of rural members.
f. Position a career in the music industry as a viable career option.

3. Build the MusicNL infrastructure that enables it to harness its leadership
potential on issues that matter most to MusicNL members. This involves
developing and implementing formalized policies and processes that articulate
both the Board and Staff’s roles and organizational operations. This will instil
confidence in the membership with regards to the Board’s ability to guide, operate
and function. This may include engaging in the following activities:

a. Implement a more effective and responsive governance model.
b. Ensure appropriate and sufficient resources exist to support MusicNL’s

mission and vision.
c. Ensure that program administration is transparent and accountability measures

are built into the system.
d. Provide members with professional development and mentoring opportunities.
e. Assist members both in becoming export ready and active exporting.
f. Develop a succession plan.
g. Develop and implement an internal communications plan.
h. Develop and implement an external communications plan.

4. Create and strengthen relationships with like minded organizations, groups,
associations, and government departments. Strengthen relationships and
meaningful involvement of MusicNL with the Community Services Council of
Newfoundland and Labrador, the Newfoundland and Labrador Folk Arts Society,
The Newfoundland and Labrador Arts Council, provincial and federal
government departments and agencies, and the private sector. A special focus
should be on establishing productive working relationships with the
Newfoundland and Labrador Musicians’ Association and Memorial University’s
School of Music.
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5. Equip members with the information and skills they require to meet the ever
changing needs and demands of the music industry. This will entail MusicNL
Staff keeping abreast and current of industry trends and disseminating the
pertinent information to its members in a clear and concise manner. In response
to these trends and changes, MusicNL will need to design, develop and deliver
workshops and engage in other professional development activities such as
mentoring, career planning as well as facilitating showcasing opportunities.

RECOMMENDED NEXT STEPS

1. Circulate the SWOT report to Board members in advance of the MusicNL Board of
Director’s Strategic Planning Retreat as a basis for equipping members with
information to actively and effectively participate in a facilitated discussion. The
consultants will lead the meeting as a means of validating the SWOT findings,
obtaining member views regarding whether or not all or just some of strategic
directions should be pursued, and obtaining ideas and suggestions for fine-tuning the
objectives and actions required to be successful in implementing the strategic
directions. As part of this process, the consultants will determine whether there are
capacity issues which much be addressed in order to ensure successful
implementation of all or some of MusicNL’s strategic directions.

2. In conjunction with the Chair, the consultant will develop a detailed implementation
schedule which features objectives, actions, timelines, accountabilities and required
financial and human resource investments.

3. The consultants will proceed to develop the complete strategic plan. Upon
completion, the Chair together with the consultants, will present the strategic plan to
the Advisory Committee for discussion and feedback.

4. Following final input from the Advisory Committee, the plan will be communicated
to members along with the clear expectation that the Board of Directors be held
accountable for implementing, monitoring and reporting on progress in achieving its
strategic directions.

INTRODUCTION

MusicNL was established in 1992 and is an incorporated non-profit membership
association that promotes and develops the province’s music industry. At present,
MusicNL consists of two full-time staff, a ten member volunteer Board of directors and a
membership of 700. MusicNL’s office is located in St. John’s.

The current mandate of MusicNL is to:
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 Address key issues affecting the Newfoundland and Labrador music industry in
order to implement positive change by presenting a strong voice to government,
business and the community at large;

 Increase awareness locally, nationally and internationally of provincially
produced music as an art form and as a viable industry with significant impact on
the economy; and

 Create and encourage opportunities which will stimulate growth of the industry.

The Association promotes the province’s music industry through the production of an
annual provincial awards show and conference. MusicNL has also been instrumental in
providing export opportunities for artists by developing relationships with both national
and international organizations.

MusicNL currently administers three funding programs on behalf of TCR. As of 2007-
08, the Association has been offering these three programs in the areas of market access,
professional development and sound recording. These programs as well as other
MusicNL initiatives have enabled artists and their managers to gain better access to new
markets and to capitalize on learning and creative development opportunities. In turn,
this has resulted in the formation of new relationships and partnerships for members and
enhanced overall career advancement.

Last year, TCR commissioned a study of MusicNL. The primary purpose and scope of
this study was to:

 Undertake a program and performance evaluation to measure the effectiveness of
the three funding programs;

 Develop a data collection system and a reporting/evaluation instrument for use by
MusicNL and TCR in future reporting and analysis; and

 Identify other issues for MusicNL that might directly or indirectly affect the
efficiency and effectiveness of funding programs.

This study resulted in the generation of 18 recommendations. One recommendation
highlighted the need for MusicNL to engage in a strategic planning process, as the last
planning process occurred in 2000.

Overview of the Strategic Planning Process

MusicNL’s strategic plan will guide and provide focus for the organization for the next three- to
five-year period. Several features of strategic planning are worth noting:
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 A strategic plan should focus on ‘make or break’ issues. These are issues or conditions
that must be addressed for an organization to remain relevant and responsive. The
responses to these ‘make or break’ issues are referred to as strategic directions.

 ‘Make or break’ issues usually emerge from an analysis of the strengths, weaknesses,
opportunities and threats facing an organization. Strengths and weaknesses tend to be
internal to the organization and opportunities and threats tend to exist outside the
organization. This disciplined process is referred to as a SWOT Analysis.

 Regardless of the size, maturity and the level of available human and financial resources
of an organization, few have the capacity to respond to more than four to six ‘make or
break’ issues in a three- to five-year period.

 Strategic directions begin to live when they are accompanied by measurable objectives
and time frames which articulate accountability for implementation.

Purpose of the SWOT Report

The purpose of this SWOT Report is to provide a synopsis of findings from member and
stakeholder input. This report also provides the consultant’s view regarding the significant
‘make or break’ issues and proposes a number of strategic directions. The report will be
circulated to members of the Board and Steering Committee as a basis for further discussion at
the Board’s strategic planning retreat scheduled for March. At that time, the consultant will
lead a discussion which will seek validation and/or refinement of the strategic directions and
obtain member suggestions regarding how the strategic directions can be best fulfilled.

METHODOLOGY

Secondary Analysis

The following documents were reviewed as part of the secondary analysis:

- The Music and Sound Recording Industry Strategic Plan, prepared by CORA
International Inc.

- Program Effectiveness Evaluation: Report on MusicNL Funding Programs,
prepared by PortWord Consulting.

- MusicNL’s 2007 Annual Report.
- By-Laws of the Music Industry of Newfoundland and Labrador, Inc.
- Export Without Borders, prepared by the Association of Cultural Industries

2007.
- ECMA 2003-2006 Strategic Plan.
- The 2007 Nova Scotia Music Sector Strategy.

Member and Stakeholder Input

The following activities were undertaken to obtain member and stakeholder input
between January – February 2008:
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 Interviews with five private partners, seven public partners, five non-members
and one national representative for a total of 18 interviews.

 In person, separate interviews with MusicNL’s Executive Director and Executive
Assistant.

 A day long strategic planning retreat with the MusicNL Board of Directors.
 An e-mail member survey. 104 responses were received, representing a 34

percent response rate.

For all stakeholder input, the focus was on obtaining views regarding the critical ‘make
or break’ issues facing MusicNL. The member survey also focused on member views
regarding the importance of MusicNL’s current services and the perceived effectiveness
in which these services are delivered by MusicNL.

Structure and Format of this Report

This report is organized as follows:

 Findings from in-depth Stakeholder interviews.
 Findings from the Board Retreat Session.
 Findings from the membership survey.
 Recommended Strategic Directions and Next Steps.

DETAILED FINDINGS

Findings from In-depth Interviews

A total of 18 in-person interviews were conducted with the following groups: MusicNL
Staff, Private and Public Stakeholders and Non-member music industry representatives.
Major themes and issues identified during these interviews were as follows:

Administration. The last two years have been very challenging owing to MusicNL’s
newly acquired role in administering three (3) public funding programs and the
associated administrative and reporting requirements. While much has been
accomplished, there is a realization that more solid organizational infrastructure needs to
be put in place. It is hoped the strategic plan will play an instrumental role in moving
MusicNL forward constructively and in a manner that involves its Board of Directors and
members.

Since taking on its program administrative role, the roles and priorities of MusicNL Staff
have changed. These changes require an evaluation of duties and the creation of well
defined job descriptions and roles for both Board members and Staff.

As membership demands have increased, the organization’s capacity to fulfill its
administration and accountability obligations have been compromised. It is important
that MusicNL recognize these obligations as an important part of its work and make the
necessary adjustments to ensure these demands are met. To address this, some
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stakeholders have identified a need to develop and implement more timely and consistent
financial and program reporting as well as accountability practices.

Human Resource Capacity. The additional demands placed on MusicNL Staff as a
result of their program administration role points to the need for additional staff.
MusicNL’s current human resource capacity does not allow Staff to fulfill all of the
organization’s current functions and some areas have been compromised. For example,
with the additional strain of administering funding programs, the Staff has been unable to
maintain the level of effort required to sustain the same level of communications with the
organization’s members, partners and other stakeholders.

The two existing Staff members are required to undertake a significant amount of work-
related travel. This means it is oftentimes impossible to ensure that the MusicNL office
is always open during regular business hours. Additional staff would alleviate this
challenge and reduce the extra demands on the administrative assistant when the
Executive Director is travelling on business.

Staff are overworked and cannot sustain their current workloads without running the risk
of burnout or resignation. As the membership grows, this situation will escalate if the
human resource capacity issues are not addressed.

Financial Resource Capacity. Growth requires capital. In order for MusicNL to realize
its maximum potential and better serve it members, there is a need for reliable, longer-
term financial commitments and increased financial resources. MusicNL’s existing
financial resources are insufficient to meet growing operational costs and the demand for
additional programs, services and supports.

Board Governance and Organizational Capacity. The relationship between the Board
and Staff needs to be better defined. The Board needs to take on an approval and
overseeing role and Staff must provide the Board with the information they require to
make sound decisions.

It is challenging to recruit and retain Board members. More emphasis and attention
should be given to tenure as well as the background and skill set of Board members.
Consideration should be given to having representation from the Musicians’ Association
on the Board as well as those individuals who understand and are in-tune with the
changes and trends in the music industry. A review and amendment of the Board’s
governance structure would facilitate this process.

MusicNL Staff and Board members have an incredible amount of passion and are
dedicated to the organization and work they undertake. They work long, hard hours as
required to ensure the needs and requirements of its members are met. If the physical
infrastructure and human resource requirements do not keep pace with membership
growth, the organization will be unable to sustain itself.
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Infrastructure. There is a need to improve upon office space and working conditions.
Currently, the Executive Director and Administrative Assistant share a small office.
Because of the nature of his role, the Executive Director requires a private space to
conduct sensitive business in a more secure environment. While there is a need for
additional staff, the current office space is not sufficient to house more than two
employees. It is important to consider that additions to the number of staff will result in
increased rent expenses and that with the current level of funding and revenue, this is not
a viable option.

The ideal space includes: a ground level, store front entry with adequate signage; a
reception area; a resource centre with internet and other access to high end tools and
technologies; a sit down/lounge/meeting area; and a warm environment that is inviting
and welcoming to MusicNL members and visitors.

Stakeholders have suggested the need for a program to support and develop infrastructure
jobs in the music industry. As one stakeholder aptly observed, “It is one thing to provide
the information and resources to people, but it is another to help develop the
infrastructure.” Infrastructure in these terms is defined as the artists and song writers as
the nucleus and the agents, managers, label owners, promoters, and distributors who all
need to be supported and further developed. The end result will be qualified managers
and label owners who are knowledgeable and enabled for sound decision making
regarding how best to get the province’s music into the ears of the world.

Programs and Services. MusicNL Staff and stakeholders are generally satisfied with its
role in administering existing programs. In addition, there is a perception that the
individuals accessing them are also generally satisfied. It is reported that there is an
acknowledgement among funding recipients that if it were not for the existing programs,
funding recipients would not have been able to realize the same level of potential and
success. This is mainly due to limited opportunities for alternate SEED funding options
to cover the cost of travel and touring, sound recording and professional development
related expenses.

In terms of program delivery, stakeholders have noted a possible trade off in terms of
quick turn-around time for applications and the level of thorough analysis and
consideration afforded to the application approval process. A more formal process for
reviewing and evaluating member applications was highly recommended. It was
suggested that the Newfoundland and Labrador Arts Council model be considered.

An annual program evaluation is carried out and programs are tweaked accordingly.
While in other years, the level of funding has been sufficient in meeting application
demand, this year the demand has exceeded available funding and eligible applicants had
to be turned away.

The development and administration of a marketing and promotions program was
intended as Phase Three of MusicNL’s current program offerings. A lack of funds for
this initiative has impeded on MusicNL’s ability to deliver the program. This presents a
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gap in the current program offerings. Other gaps identified include website development
and song plugging.

Inclusivity. As a provincial organization, MusicNL is mandated to provide support to the
music industry of Newfoundland and Labrador. In an environment where the genres and
styles of music are as broad and diverse as the people who produce it and as widespread
as the province’s geography, this is a challenging task.

Stakeholders have indicated there is a perception among the membership that MusicNL
favours particular musicians, genres and locations and have suggested that in the future,
more consideration should be given to fair and equal treatment of all its members. More
specifically, it was suggested that members in rural parts of the province and Labrador do
not receive the same level of attention as those living in larger centers or on the Avalon
Peninsula. It was also noted that there is a need to give more attention to supporting and
developing less popular forms of music such as chorale and classical. Finally, there is a
sense that MusicNL caters more to professional musicians than amateur musicians. This
raises the question of who the organization serves. The primary focus needs to be further
considered and defined by the Board.

Communication. Since assuming its program administration role, MusicNL’s
communications function has deteriorated. Current staffing levels limit the
organization’s capacity to create and distribute the quarterly newsletter. Due to time
constraints, this and other communications activities are performed in an ad hoc fashion
when time and resources permit. More regular and consistent communications along
with the development of strategies for internal and external (Board and Staff versus
member and stakeholder) communication policies are recommended.

Currently there is some confusion and a need to clarify and communicate the difference
in mandates of the Newfoundland and Labrador Musicians’ Association and MusicNL. It
was suggested that this confusion stems from when the Newfoundland and Labrador
Musicians’ Association lost ground (provincially) and member services were provided
through the Nova Scotia office. During that time, MusicNL helped to fill the gap of an
erosion of services. In December 2005, the Newfoundland and Labrador Musicians’
Association re-launched itself and its mandate is now to represent the interests of local,
professional working musicians. There is now a need for the two organizations to work
together in communicating a common message that clarifies their roles to their respective
memberships and to promote the programs, services and contributory efforts of each
organization.

There is a need for additional information on MusicNL and Musicians’ Association of
Newfoundland and Labrador programs and services. Through enhanced communications,
MusicNL can better inform musicians and music industry stakeholders of the programs
and services of outside organizations and agencies. This would help increase capacity by
broadening the scope beyond newsletter, website and event audiences.
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Profiling Local Talent. One of MusicNL’s greatest strengths identified by stakeholders
is its ability to profile provincial musicians, specifically through its website and at music
industry events such as the ECMAs. It was also noted the Executive Director has been a
loyal ambassador of both up-and-coming and veteran musicians and has helped forge
valuable connections between MusicNL members and industry enablers.

There is discrepancy in feedback regarding award events. A number of stakeholders
communicated the need to highlight success and recognized this as an effective venue.
On the other hand, others commented that awards shows are a glorified means to present
the industry in a manner that does not reflect the true status of the artist. In light of this,
one direct criticism is that in the past, MusicNL has not always recognized and advocated
for industry standard remuneration and contractual arrangements.

Business Development. In order to support, build and maintain the music industry in
Newfoundland and Labrador, it is necessary to help those in the industry (particularly
musicians) become more entrepreneurial. There is a need for the provision of outreach
services and professional workshops in the areas of managing, marketing, budgeting,
financing and mentoring. There is a need for additional staff to develop content and to
deliver a pan-provincial workshop series.

In addition to export opportunity, there is also an opportunity to develop business
opportunities within the province, particularly in the area of cultural tourism. It was
suggested that MusicNL could help align the membership and the province’s traditional
music towards cultural tourism development and the provincial cultural tourism strategy.

Export Development. Export is considered a main priority. Because of limited
opportunity here in the province, export is viewed as a means to generate new revenue.
In order to increase the music community’s opportunity for export, there is a need for
professional development training to assist members in gaining a better understanding of
their craft and to increase their level of expertise to enable them to be competitive in the
global market.

Previously, record companies played a great role in development, but today record
companies do not focus on development. This creates a gap. In addition, other recent
shifts such as technology changes have resulted in lower CD sales. As most musicians
cannot survive from revenues generated through CD sales alone, they need to increase
their profile by taking their music further afield. Touring outside the province opens up
increased opportunity for promotion, merchandising, internet sales as well as CD sales
and distribution. It is critical that MusicNL be responsive to these changing needs.
There is a need to advocate to government for alternate supports that enable musicians to
gain increased exposure and to form greater links to international markets.

Stakeholders have indicated that Newfoundland and Labrador musicians have achieved
greater rank and international success since MusicNL’s incorporation. They have
accredited the Executive Director and his high level of industry connectedness as a
contributing factor. While many applaud the efforts of MusicNL in terms of helping
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musicians realize their export potential, it was noted that cuts to federal government
programs for export will certainly impede future progress. It is therefore important that
MusicNL strengthen allegiances with the Trade Division of the Department of
Innovation, Trade and Rural Development.

Stakeholders have suggested that MusicNL has a lead role to play in providing musicians
with the tools for self-development. This requires a significant commitment to
educational services to help musicians become more export focused and self-reliant.
Recommendations for workshop content and outreach include, but are not limited to:

 Diagnostic tools.
 Specialized professional development.
 Mentoring opportunities with musician’s and music personnel in other places.
 Distribution.
 Trade missions.
 Brokering.
 Other matchmaking opportunities in partnership with trade focused government

departments and agencies.

Outreach, Education, Professional Development and Capacity Building. Outreach,
education, professional development and capacity building were identified as main
priority areas for MusicNL with the majority of stakeholders suggesting that growth of
the music industry will be highly dependent on the organization’s ability to play a lead
role in music industry education and information dissemination, particularly in rural parts
of the province.

To promote viable career options within the music sector, it is important to educate the
general public, particularly youth, by providing reliable human resource information so
those interested are capable of making well-informed, evidence-based decisions. As part
of these promotions, it is also necessary to define and clarify the roles of music industry
support personnel. For example, it was noted that not all musicians understand the
differences between a booking agent, a manager and a publicist and therefore, the work
they carry out is often unrecognized or undervalued. This lack of understanding also
results in inadequate uptake of professional support services. This in turn makes it
difficult to retain qualified music industry professionals who are capable and eager to
contribute to the growth of the industry. In short, these professionals cannot generate
sufficient business to keep their doors open. It is also important to communicate that
although industry supports in the province are often operating on a smaller scale than
competing national brands, their work is of comparable quality and must be recognized
and promoted as such.

With recent federal cuts of $15M coupled with the dramatic shifts in the recording
industry, the legitimate role of MusicNL is greater than ever. The goal ten years ago was
to get major acts signed by a record company. That is not a realistic goal today, given the
state of the music industry. There is now greater emphasis on do it yourself careers and
artists are now required to take on the responsibilities that were once assumed by record
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companies. Independent artists do not readily have the knowledge and resources to
handle these newly acquired responsibilities and this is forcing more and more concerns
on them.

Independent artists must be better equipped to do more for themselves to achieve success
in this current environment. This translates into an increased role for MusicNL to
educate and provide tools to support members. MusicNL must be the translator of
industry trends and activities in order to educate and provide guidance to its members.
With additional resources, the organization is well-positioned to provide this direction.

Outreach encompasses information sharing. As the nature of music industry is complex,
industry information should be disseminated in ‘bite-sized chunks’ through tools such as
topic-specific pamphlets and workshops. This includes areas such as the technical
aspects of the industry including copyright laws, performing rights, residuals,
mechanicals, synchronization, and best practices for communication tools such as press
kits. In addition, it was suggested that information sharing should promote and honour
the success of local musicians.

All stakeholders provided positive feedback on the value of professional development
workshops offered at MusicNL’s annual general meetings. However, there is a need to
increase the number of workshops offered, particularly in rural parts of the province.

Partnerships and Linkages. There is a need and an opportunity to increase the number
of private partner patrons and to form stronger partnerships and linkages with other
similarly mandated organizations. However, the time required to nurture corporate
sponsorship opportunities and industry partnerships and to participate in collaborative
initiatives, additional human resource capacity is required. In addition to suggestions
highlighted in other sections of this report, the following were suggested as possible
partnership initiatives:

 The Community Service Council of Newfoundland and Labrador is spearheading
a provincial initiative aimed at increasing opportunities through the development
of social enterprises. Social enterprises are initiatives of non-profit organizations
that generate revenue through the sales of goods or services. MusicNL may be
able to charge a fee for services that the private sector is not providing. Possible
areas identified include mentoring and coaching, contract negotiation and CD
distribution.

 The Cultural Human Resource Council’s Curriculum Plan was identified as a
useful development tool. It was suggested that MusicNL in partnership with other
organizations such as the Newfoundland and Labrador Musicians’ Association,
the Folk Arts Society of Newfoundland and Labrador, Newfoundland and
Labrador Arts Council, could develop curriculum that would serve as a practical
resource tool. The tool could feature a checklist of success components that
enables musicians to self-diagnose their needs and to develop and track a plan of
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action. The Jimmy Buffet Foundation and FACTOR were identified as potential
co-funders for this initiative.

 Developing capacity through enhanced partnerships with the business community
will result in economic and social benefits. One stakeholder noted that the private
sector makes huge investments to provide venues, employment and revenue
generating opportunities for musicians and the industry. Therefore, there should
be a closer working relationship so that each partner has a better understanding of
one another’s needs.

 Stakeholders also noted that there is an opportunity to form and strengthen
existing business partnerships with the business community that would help
identify and develop local and provincial business opportunities. The Rotary
Club, the City of St. John’s, the Downtown Merchants Association, the
Association of Cultural Industries, Molson Canada, Atlantic Canada
Opportunities Agency (ACOA), TCR, Cultural Human Resource Council, and the
Newfoundland and Labrador Arts Council were all suggested as potential
partners.

Advocacy. There is a sense among stakeholders that since assuming its role as program
administrator, MusicNL’s focus and effectiveness as an advocacy organization has been
compromised. Some interview participants went so far as to say that it is impossible to
balance the two and suggested MusicNL should make a strategic decision to do one or
the other. Some of the advocacy areas identified include:

 Creative 500 is a list of 500 private and community sector representatives and
organizations who are engaged in practicing or supporting some form of the arts.
One of the criteria for being included on the list is a willingness to work together
to grow and develop the arts sector. It was suggested MusicNL should take a lead
role in ensuring that musicians and other music industry personnel be adequately
represented on the list.

 Holy Heart Theatre is slated for closure in the near future. In a city of limited
venue options for the performing arts, some stakeholders noted a need for
MusicNL to advocate for the building be maintained for performance space. In
addition, it was suggested all music industry stakeholder organizations should be
co-located. The old TI Murphy Centre and Holy Heart space were both suggested
as potential locations.

Legislation. The Canadian Radio-Television Communications Commission has been
legislated to provide funds to the Canadian Talent Development initiative. This has
changed the way that radio stations can disburse funds to MusicNL. Whereas provincial
radio stations had been permitted to provide funds directly to MusicNL, the legislation
now requires payments be made directly to a national body (FACTOR) for distribution.
As a consequence, payments from FACTOR to MusicNL are diluted, representing a
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significant decrease in the amount of funds received. It was also noted that FACTOR has
not provided sound recording support to any of the province’s musicians since 1999.

Technology. On a global scale, the music industry is at the juncture of adapting several
new technologies and moving from a physically-based industry to a digital on-line
industry. Stakeholders have estimated that this transition will take place over the next
five year period. As a result, the entire sector and the way it conducts business will be
affected.

The Internet is a powerful tool in that it has made it easier to sell to the world’s on-line
audience. It also enables musicians to more broadly profile themselves and their music.
In short, it provides the industry with a communications and information base that it has
not had before. The province’s small population and large geographical mass requires
musicians to also target markets with larger critical mass using internet communications
as a complement to touring.

Managing music digitally begins with a realization that music will be purchased
differently. A focus on manufacturing and distributing physical products will be reduced
in favour of digital, online production sales. One of the key challenges will be
identifying the potential for selling. I-Tunes, Indie Pool, CD Baby and Napster are just a
few of the options available to music producers, each with its own issues and limitations.
This is an area where MusicNL can provide support and guidance to its members.

In considering online options, musicians also need to know their rights around copyright
laws. MusicNL needs to prepare itself to help guide, support and provide information to
its members that will allow them to keep pace with competitors. Education and
awareness regarding the details of entering into contract arrangements with online
retailers will be an important focus area.

Copyright. A copyright consists of a variety of different rights. The performing rights
that the Society of Composers, Authors, and Music Publishers of Canada (SOCAN)
administers is only one part of that copyright, pointing to the needs for MusicNL to
provide information on other rights that are handled by the copyright owners or by other
organizations.

Because of the lack of legislation to address transitions to a digital environment, attention
and advocacy to address the need for existing copyright policy reform is required to
reduce piracy. Stakeholders have indicated that there is a need for MusicNL to take the
provincial lead in advocating for musicians rights to ensure they are protected as
transition to the digital age occurs.

Transparency and Accountability. The need for increased accountability practices was
identified by several stakeholders. One of their key recommendations for increasing
level of accountability is through more transparent processes, particularly in the areas of
financial expenditures and funding disbursements. As MusicNL is a publicly-funded
entity, stakeholders feel they are entitled to know how funds are being spent and believe
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that annual financial statements should be prepared by a professional accountant and
available to members.

Several stakeholders also noted that a lack of transparent processes contributes to the
perception that the organization is not inclusive. It was felt that funding approval is
based more on who you know as opposed to program criteria. It was suggested that
increased accountability measures for those accessing funding through MusicNL
programs is required.

An Enabling Attitude; an Enabling Structure. As the face of the music industry
continues to change and evolve, a new paradigm is emerging that requires building a
community of support. Gone are the days of large-scale corporate contracts with their
accompanying distribution networks and management limitations. Instead, musicians
and industry stakeholders now face the challenges of responding to a more fragmented
approach to sector development; a sector that is very diverse and complex. While it is a
challenge for MusicNL to be ‘all things to all people’, the prevailing sense in many
respects is that it needs to be.

There is a renewed sense of provincial pride. This has resulted from positive media
exposure of our province’s ‘have’ status, the compassion shown during 911 and an
increasing number of world-class acts from the province. We are redefining our place as
a distinct people and culture. To build on our success, stakeholders believe there must be
a greater sense of urgency for seizing the opportunity to build the industry.

This requires MusicNL to foster and encourage a ‘can-do’ attitude that is inclusive of all
musicians and genres and culture of exceptional service. One stakeholder described this
culture as, “If we see the need, we’ll do the deed.” This mantra must be realistically cast
within MusicNL’s capabilities, legitimate roles and resources.

Findings from MusicNL Board of Director’s Group Session

MusicNL’s Board of Directors met in St. John’s on February 24 and 25, 2009, providing
an ideal opportunity for the consultants to meet with a group of MusicNL Board
Members. During an full-day facilitated workshop, the Board identified:

- Issues and trends which are currently or could potentially impact MusicNL.
- Internal strengths and weaknesses of the organization.
- External threats and opportunities of the organization.
- Priority areas for MusicNL.

In addition to the above, the Board reviewed MusicNL’s mandate and began to craft
vision and mission statements. This section of the report provides an overview of this
discussion.

Issues and trends



SWOT Report
A Core Component of MusicNL’s Strategic Plan

Jane Helleur & Associates Inc.
March 2009

19

The provincial government were viewed as being supportive and committed to growing
a sustainable music industry. This has been demonstrated through financial support for
the industry. Government is cognizant of the music industry’s contribution to the Gross
Domestic Product and the positive return-on-investment. However, a change in
provincial leadership could dampen support of the industry and MusicNL. Similarly, the
current economic downturn could result in a program cuts. This will require close
monitoring and assessment.

In contrast to their provincial counterparts, the federal government, as a whole, is less
‘passionate’ about the industry and have not identified it as a priority focus. Changes in
how federal government programs are administered and greater centralization of funds
were noted as having a negative industry impact. However, it was noted ACOA has been
very supportive and is an active partner in supporting and growing the province’s music
sector, most notably through funding support for various festivals and events.

The economic downturn was identified as an issue that will have a significant impact on
the music industry both nationally and provincially. Hard economic may mean people
will curtail their entertainment expenditures. It will also have a negative impact on
touring. The decline in the value of the Canadian dollar may make Canadian musicians
more competitive than their American counterparts. However, rising travel costs may
represent barriers to touring and exporting.

The music industry continues to undergo massive changes, most notably in how artists
make their living. It was noted the days of being signed to a record label are gone and
artists are becoming more self-reliant in managing their own careers. Artists are also
exploring other opportunities such as film, publishing and video gaming. Currently, the
emphasis is on touring and promotions versus CD sales. These were identified as global
trends and not necessarily unique to the music industry in this province.

Locally, the music scene was seen as being more diverse. While traditional music is still
prominent, artists are realizing success across all genres, including choral and classical
groups. There is a growing interest in ethnical music, including Aboriginal music.

There are limited opportunities to perform within bar settings, as many nightclub owners
are not adequately compensating musicians. However, there is a growing demand and a
shift toward softer seat venues, such as the province’s Arts and Culture Centres.

A continuing challenge is receiving air time for local artists during peak radio listening
times.

Definitive data on MusicNL’s membership is not available. For example, better
demographic data is required for the number of members who are: classified as amateur
or professional musicians, full-time or part-time; students; music industry support
personnel; media; and businesses that are affiliated with the industry. Better
demographic data will help ensure MusicNL is meeting and representing the needs of its
members appropriately and adequately.
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A number of areas were identified where members will expect MusicNL to provide
direction, support and information. These areas included: the digital medium; in-
province initiatives; lobbying; and advocating for the rights of artists. As program
demand is increasing, this will require a review of existing infrastructure, both from a
human resources and physical location perspective. Establishment and maintenance of
strong communication channels between MusicNL and its members will also be required.

It is important to acknowledge many of these activities are already underway. However,
as the number of members increase, increased effort will be required to sustain service
levels.

MusicNL Strengths

The following where identified as MusicNL’s strengths:

 Corporate Knowledge. MusicNL’s Executive Director is described as having a
substantial knowledge of the music industry. Being a musician himself is an asset, as
he has first-hand experience of the issues and challenges facing musicians. His
involvement at a national level helps to positively position the province and its artists.

 Commitment. Both Board and Staff members have a great deal of passion and
commitment to MusicNL, its members and the work being undertaken. The
organization as a whole is being proactive in addressing the needs and issues facing
members.

 Promotion. MusicNL is doing a good job of promoting local artists both nationally
and internationally. MusicNL events offer an opportunity to showcase musicians and
to provide networking and professional development opportunities.

 Advocacy. The organization is a strong and successful lobbying and advocacy body.
It has deep understanding of the music sector and effectively represents member
needs.

 Membership Composition. MusicNL is comprised of high calibre and motivated
artists.

 Linkages. The MusicNL Board and Staff have established solid working relationships
with local artists and other industry players, both locally, nationally and
internationally. It was also noted a strong working relationship exists with the
provincial government.

MusicNL’s Weaknesses

The following where identified as MusicNL’s weaknesses:

 Funding. Lack of financial resources to undertake required activities and to sustain
and grow the organization is the greatest weakness facing MusicNL.

 Human Resources and Office Space. Limited human resources and inadequate
office space is also a major weakness. Presently, there are not enough human
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resources to meet the existing and growing needs of members. The office space
allocation is not optimal and the existing office setup does not permit the addition of
more staff. While the office is located in the downtown core, it does not have the
required street appeal.

 Board Governance. Greater attention to Board governance and succession planning
is required. Currently, no formal orientation process exists for new Board members
or Staff. Similarly, the roles and responsibilities of Board members and the manner
in which the Board interacts with Staff is not well articulated. The Board requires a
more active role in the organizational decision making process and more formalized
reporting and accountability practices.

 Job Descriptions. Staff do not have clearly defined job descriptions. There is a need
for a better understanding of the Director’s roles and Staff’s interaction with the
Board.

 Communication. Improved communication efforts are required to ensure members
have a good understanding of program criteria, processes and procedures. This
process must be transparent to dispel myths or misperceptions, most notably in terms
of the perceived lack of a peer review approval process for funding applications.

 Fostering New Initiatives. There is a current deficiency in MusicNL’s ability to
foster new initiatives in terms of garnering in-province support and securing
representation from organizations such as ECMA and FACTOR.

 Administration. The administration of the three funding programs has placed
tremendous strain on the administration capabilities of MusicNL.

MusicNL Opportunities

The following were identified as opportunities for MusicNL:

 Global Marketplace. The technology advances have resulted in the creation of a
global marketplace. Newfoundland and Labrador artists can now compete with
greater ease both nationally and internationally because of these advances. This will
also expedite exporting opportunities.

 Outreach. To date, a significant focus has been on artists living in St. John’s or the
surrounding area. There is an opportunity to expand the efforts of MusicNL to areas
outside of St. John’s and to provide support at the grassroots level.

 Career Awareness. A school based program would be of value as it would position
a career in the music sector as a viable option.

 Profiling. There is an opportunity to highlight the successes and accomplishments of
MusicNL members at all levels. The expansion of the genres and awards will serve
to facilitate these actions. There is an amazing level of talent in this province that
merits showcasing.

 Provincial Government. The provincial government is a strong supporter of the arts
and heritage sector. This presents an excellent opportunity to garner more support
and potentially additional financial resources.

 Partnerships. MusicNL could explore establishing partnerships with like-minded
organizations as well as with private sector companies.



SWOT Report
A Core Component of MusicNL’s Strategic Plan

Jane Helleur & Associates Inc.
March 2009

22

 Professional Development Offerings. MusicNL has a responsibility to its members
to educate and keep them abreast of industry trends and issues. There is an
opportunity for MusicNL to provide programming to meet the needs of its
membership, most notably in the areas of mentoring and business development.

MusicNL Threats

The following were identified as potential threats to MusicNL:

 Industry Changes. The shift from a physically-based industry to a digital/online
industry, the lack of independent distributors, intellectual property and copyright
issues, the definition of an artist and the ‘star mentality’ were all seen as potential
treats to MusicNL and the industry as a whole.

 Programming Cuts. Federal government cuts to the arts and heritage sector and
political instability are potential challenges for MusicNL and the industry. Increased
program demand without an increase in government funding sources also represents a
potential obstacle.

 Geographic Location. The province’s geographic isolation and increasing
transportation costs were identified as threats, most notably for reaping the benefit of
exporting opportunities.

 Human Resources and Succession Planning. Insufficient human resources could
lead to Staff burnout as well as Staff turnover. The corporate knowledge of the
Executive Director, while a strength, is also a serious threat as this knowledge is
vested in a single individual. The need to commence succession planning is of
paramount importance.

 Role and Mandate Confusion. A clear distinction between the roles and mandate of
MusicNL and the Newfoundland and Labrador Musicians’ Association does not
currently exist. Future efforts are required to distinguish MusicNL’s role and
mandate and to communicate this to the music industry and the community at large.

 Declining Population. The declining population, especially in rural areas of the
province, was seen as having a negative impact on market size.

 Programming. The lack of a marketing and promotions program represents a
significant deficit.

 Administration and Advocacy Roles. The administration role that accompanies the
delivery of the funding programs is currently compromising MusicNL’s advocacy
role.

 Membership Engagement. There is a lack of engagement of members and a
perception that the organization is not inclusive of all areas of the province. Further
efforts are required to engage members and dispel any myths or misconceptions.

MusicNL’s Mandate

The current mandate was presented and Board Members were given an opportunity to
make revisions. As a result, the proposed revised mandate is:

MusicNL is an incorporated not-for-profit membership association. Its mandate is to:
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o Address key issues affecting the Newfoundland and Labrador music industry in
order to implement positive change by presenting a strong voice to government,
business, and the community at large.

o Increase awareness locally, nationally, and internationally of provincially
produced music as a unique, creative and viable industry with significant impact
on the economy.

o Create and encourage opportunities for our membership which will stimulate
growth in the industry.

Mission and Vision of MusicNL

MusicNL does not currently have mission and vision statements. The consultants defined
each and explained their organizational importance. The group participated in
brainstorming exercised designed to illicit information for the mission and vision
statements. The consultants used this information to draft vision and mission statements.
The proceedings of the brainstorming session along with the proposed draft vision and
mission statement are presented in this section of the report for consideration.

The brainstorming questions and member responses were as follows:

Why does MusicNL exist?

o To foster the growth of the music industry.
o To legitimize music as an industry.
o Music evokes emotions, pride, inspires creativity, adds to our social fabric and

contributes to the quality of life.
o Reflects and enhances a unique cultural mosaic.
o Music is the core of culture.
o Exists in response to a need for advocate.
o Strong, global voice.
o Facilitative programs.
o Advocacy.

What is MusicNL trying to do?

o Create an industry where music is a viable career option and stay in NL.
o Be instrumental in helping music industry focused individuals get where they

want to go.
o Position music as a viable career option and legitimize needs to stand with other

industries.
o Liaise with public and private stakeholders to encourage understanding of benefits

of the industry and lobby their support.
o Preserve, protect, safeguard and promote our uniqueness.
o Establish and safeguard our role nationally and internationally.
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The following words were offered in response to how members would like to describe
MusicNL:

 Innovative
 Productive
 Proud
 Strong
 Encourage
 Effective
 Integrity
 Legitimate
 Proactive

 Resilient
 Excellent
 Talented
 Self-reliant
 Fiercely

Independent
 Confident
 Tenacious
 Identity

 Endurance
 Perseverance
 Determined
 Cultural cocky
 Pride of

ourselves/place
 On-the-go
 Wicked
 Resourceful

The consultants drafted the following mission and vision statements for review and
feedback from MusicNL’s Board of Directors:

Draft Vision Statements

MusicNL is a renowned global entity that plays an instrumental role in developing and
sustaining Newfoundland and Labrador’s vibrant music community and in promoting it
as a viable industry.

MusicNL is recognized as a world leader in guiding and supporting a sustainable music
community and industry in Newfoundland and Labrador.

MusicNL is a proactive voice fostering opportunity for Newfoundland and Labrador’s
creative music community to support a viable world-class industry.

Draft Mission Statements

MusicNL is a community-driven organization dedicated to the development of a
sustainable music community and industry that reflects our unique cultural mosaic.

MusicNL fosters music community and industry growth through its advocacy,
programming, and partnerships with members, industry leaders and stakeholders.

Findings from the Member Survey

On February 11th, 2009 an online survey was sent to all members of MusicNL (see
appendix). The survey was developed using Survey Monkey, an online survey tool, and
sent by email through a link to the survey site. The primary purpose of this survey is to
seek members input into the development of the strategic plan. More specifically, the
survey was designed to:

 Determine the importance and level of satisfaction with current services and
programs offered MusicNL;
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 Obtain financial information for the purpose of completing an economic
assessment of the music industry in Newfoundland and Labrador;

 Identify advocacy issues;

 Assess current and potential means of communication methods with the
membership; and

 Develop a demographic profile of the MusicNL membership (gender, age,
residence, primary genre, status within the industry, etc).

The survey was sent electronically to MusicNL members who have been identified as the
‘key contact’ for their group, act, or band. A total of 104 surveys were returned,
representing 34 percent of the total membership key contacts.

This section of the report provides an overview of the survey findings. It should be noted
that the results are presented in percentages and have been rounded to the nearest whole
number. As a consequence, the totals may not always add up to exactly 100 percent. In
other cases, the totals may exceed 100 percent due to multiple responses being permitted.

Involvement with MusicNL

Access to programs and information, along with staying connected to trends in the music

industry are the top three reasons respondents choose to join MusicNL.

MusicNL has a strong and stable membership base. Over eight in ten (87%) respondents
have been involved with MusicNL for ten years or less, while a small minority (12%)
have been a member for ten years or longer.

Members identify a number of reasons for joining MusicNL, with access to programs,
staying ‘connected’ to the industry and accessing information being the three most
frequently identified responses. To a lesser extent, raising one’s profile and keeping
abreast of industry trends are also frequently identified responses to this question.
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Impressions of MusicNL

Respondents view MusicNL’s performance in most areas positively.

Respondents exhibit variation in terms of what they perceive to be the primary role of
MusicNL. Indeed, one-half (52%) see the primary function of MusicNL as supporting
members in their careers as well as providing support, guidance and access to resources,
whereas one-third (33%) perceive it to be the profiling and exposure of members and the
province’s music industry in general. One-quarter (23%) see the organization more in a
funding or program delivery capacity. Other less frequently identified roles include:

 Information sharing (16%)
 Advocacy and lobbying (13%)
 Networking and maintaining relationships (11%)
 Exporting (7%)

No other specific role was identified by seven percent or more of respondents.

Respondents were asked to rate MusicNL’s performance on 22 areas. In general,
respondents were completely or mostly satisfied with MusicNL’s performance in most of
these areas. However, there are a few areas warranting mention:

 MusicNL receives its highest ratings in terms of its ability to communicate with
its members, the accessibility of staff, the calibre of award shows and events, the
dissemination of industry information and program administration.

 Areas where MusicNL’s performance is exhibiting the greatest deficits are;
mentoring, developing export opportunities, increasing membership, developing
opportunities within the province, facilitating business opportunities and outreach.
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Communications

While MusicNL’s communication with its members is strong, there is an opportunity for

improvement.

For the most part, members are satisfied with the amount of information they are
receiving from MusicNL, with three-quarters (74%) reporting the amount of information
received to be just the right amount. It is also important to note that two in ten (21%)
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members feel they do not receive sufficient information, while very few (5%) feel they
are receiving too much information. This is an area that warrants attention.

Despite this finding, two-thirds (65%) of members feel they are generally kept well
informed of MusicNL’s activities, while over one-quarter (28%) feel they are very well
informed. Very few (6%) report being not well informed.

Respondents exhibit an affinity towards weekly MusicNL email updates. The
overwhelming majority (93%) identify email as the best means for MusicNL to
communicate with them, while few see personal visits (3%), the newsletter (2%) or the
telephone (2%) as an appropriate medium. In addition, six in ten (57%) would like for
MusicNL to provide weekly updates, while just over a third (36%) would prefer monthly
updates. A limited group (7%) would like to receive this information on a quarterly
basis.

Advocacy

Securing funding, followed distantly by promotion of its memberships are considered to be the

main advocacy priority areas for MusicNL.

The overwhelming majority of members (80%) feel MusicNL should focus its advocacy
efforts on securing program funding for its members. To a lesser extent, over one in four
(44%) believe the organization should focus its energies on promoting member musicians
and providing them with opportunities. Other less frequently identified advocacy areas
include:
 Artist support, information sharing and networking (25%)
 Advocacy and lobbying (21%)
 Professional development (19%)
 Exporting (18%)
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 Public awareness (17%)

No other specific advocacy activity was identified by 16 percent or more of respondents.

Gap Analysis

Facilitating business and export activities, treating members equally and securing funding are

areas where members have high expectations and there is a sentiment that these areas warrant

attention.

A gap analysis typically involves combining “importance” ratings and “satisfaction”
ratings. Such an analysis compares members’ expectations on a set of service factors,
with an organization’s performance on those factors. In conducting a gap analysis,
factors can be prioritized so as to identify those, in which there is a gap in performance,
that is, areas in which the organization is not meeting member expectations.

Gap scores were calculated as the percentage of respondents who both rate a factor as
critically important, and who are not “completely satisfied” with statements related to
MusicNL’s performance on that factor. Higher gap scores indicate greater gaps between
expectation and performance, and represent areas in which attention could be focused to
improve member opinions or satisfaction.

Gap Analysis Calculation: Example

Administration of programs
“Completely

satisfied”
Not

“Completely satisfied”
Total

“Critically important” 16 51 67

Not “Critically important” 5 15 20

Total 21 66 87

The preceding table illustrates how a gap score would be calculated for the survey
questions dealing with MusicNL’s performance in terms of program administration
(Questions 4a and 11a). As illustrated in the table, fully 67 respondents (or 77% of all
87) rate administration of programs as critically important aspect in terms of evaluating
MusicNL’s performance. Of those 67 respondents, 76 percent (or 51 of them) are not
“completely satisfied” with MusicNL’s performance in administering programs. Thus, of
87 respondents who responded to these two questions, 51 believe administration of
programs is of critical importance but are not completely satisfied with MusicNL’s
program administration, producing a gap score of 51/87 = 59 percent. In other words, six
in ten respondents are of the opinion administration of programs is a critically important
factor, and that MusicNL is not meeting their expectations in this regard.
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This line of analysis for MusicNL member data reveals gaps scores ranging from 23
percent for website development to 67 percent for facilitating business opportunities. The
larger the gap score, the more important the issue is deemed to be in the eyes of MusicNL
members. Thus, through this survey MusicNL members are suggesting that the
organization devote more attention to facilitating business opportunities, treating all
members equally, developing export opportunities, securing funding and so on.

Gap Scores

Performance Area Percentage (%)

Facilitating business opportunities 67
Treating all members equally 65
Developing export opportunities 64
Securing funding 63
Acting as a liaison between musicians and the industry 59
Providing resources to people in the music industry 59
Administration of programs 59
Developing opportunities within the province 56
Promoting all genres 56
Dissemination of industry information 53
Offering education and workshops 50
Mentoring 50
Engaging in activities throughout the province 48
Outreach 47
Advocacy 46
Communication with members 45
Increasing membership 43
Accessibility of Staff 40
Profiling members 33
Award shows and events 29
Website development 23

Gap scores in the range recorded for MusicNL are not uncommon, although the target
usually is set at keeping gap scores in the thirtieth percentile or lower. Focused efforts
are required to achieve greater success in reducing the existing gaps.

Improving MusicNL

Enhancing its profile and offering more professional development and mentoring opportunities

are areas where MusicNL should focus its efforts.

Respondents were given an opportunity to identify actions that would lead to further
improvements for MusicNL. Only one-third of respondents provided a definite response
to this question. Despite this finding, increasing the organization’s profile and
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showcasing artists along with offering professional development opportunities, most
notably mentoring and workshops, were the two most frequently identified actions.

Other less frequently identified improvements meriting further exploration include:

 Increase staffing levels.
 Changes/amendments to existing programs and policies. It was suggested by one

respondent that the payment structure be revised so the artist receives a portion of
his/her funding at the start of the project as opposed to receiving it all at the end.
It was also suggested administrative fees and per diems should be eligible
expenses.

 Adopt a more rural focus and support provincial touring opportunities.
 Better promotion of all genres.
 Greater transparency and accountability in the administration of funding programs

and professional development opportunities.

Volunteer Activities

MusicNL members generously engage in volunteer activities by performing at benefit events

and participating in other fundraising activities.

Members of the Newfoundland and Labrador music industry give back to their
communities a significant amount of their time, energy and talent and it is difficult to
quantify this contribution. None the less, on average each month, seven in ten
respondents volunteer one to five (55%) or six to ten (16%) hours to perform at benefit
events. Likewise, just over half give between one and ten hours of their time to
fundraising activities other than performing at benefit events.

It also merits mentioning one in three give one to five hours of their time to mentoring
activities or participate in music juries. Similarly, two in ten sit on volunteer boards or
committees.

Exporting

The majority are exporting or are considering exporting.

The majority of respondents are currently or are considering exporting their product or
service. At present, four in ten (40%) respondents are exporting, while over three in ten
are intending to (28%) or are considering (8%) exporting. Very few (4%) respondents
have no exporting intentions. It merits mention that 15 percent of respondents indicate
their product or service is not exportable.
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Genre Types

Respondents perform a diverse range of genres in addition to their primary.

Rock/pop along with folk are the primary genres of respondents, followed by alternative
and traditional Celtic. No other specific genre was identified by eight percent or more of
respondents.

As can be seen in the preceding graph, the majority of respondents perform a variety of
genres in addition to the primary area.
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Demographic Profile

The majority of respondents are professional industry players and play a wide range of genres.

The majority of respondents consider themselves to be either full-time (37%) or part-time
(38%) professional members of the music industry, while considerably fewer classify
themselves as amateur/non-professional (11%) or students (10%).

Just over half (56%) of respondents indicate they are a musician, while two in ten are
songwriters or composers. To a lesser extent, seven percent are vocalists. No other
specific role was identified by four percent or more of respondents.

As might be expected, many respondents combine their primary role as a musician with
song writing or composing and vice versa. Other frequently identified roles assumed by
respondents include; vocalist, producer, events promoter, teacher and manager. No other
specific areas were identified by more than ten percent of respondents.

Finally, the majority of respondents are male, are 44 years of age or younger and reside in
St. John’s. The following table provides a more detailed analysis of this data:

Variable Percentage (%)

Gender:
Male
Female

73
27

Age:
18-24
25-34
35-44
45-54
55 years or older

20
39
24
14
3

Primary Residence:
St. John’s
Avalon, excluding St. John’s
Eastern, NL
Central, NL
Western, NL
Labrador
Other

71
10
1
6
8
1
3
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RECOMMENDED STRATEGIC DIRECTIONS

The findings from member and stakeholder input regarding MusicNL’s future directions
clearly point to the need to focus on the following areas:

1. Address the critical need for additional human and financial resources through
sustained core funding. This includes assessing the growth and demands of the
membership and ensuring the human and financial resources are in place to
implement the structure and processes required. This may include:

a. Assess staff levels to determine the human resource capabilities and capacity
required to meet the growing demands and responsibilities.

b. Assess program uptake and the level of funding required for program
administration.

c. Explore and secure long-term core funding.
d. Determine the physical space, office requirements and preferred location of the

MusicNL office and the associated rental costs.

2. Advocate for the growth and development of the provincial music industry
throughout the province. This will require adopting a rural perspective and focus
including, but not limited to, the following potential actions:

a. Develop and administer an in-province touring and support program.
b. Enhance and foster the development of Aboriginal music.
c. Review and prioritize MusicNL’s role and the benefits of attending national

and international events.
d. Educate the public on the contribution the sector makes both financially and

socially to the province.
e. Identify the issues and trends of rural members.
f. Position a career in the music industry as a viable career option.

3. Build the MusicNL infrastructure that enables it to harness its leadership
potential on issues that matter most to MusicNL members. This involves
developing and implementing formalized policies and processes that articulate both
the Board and Staff’s roles and organizational operations. This will instil confidence
in the membership with regards to the Board’s ability to guide, operate and function.
This may include engaging in the following activities:

a. Implement a more effective and responsive governance model.
b. Ensure appropriate and sufficient resources exist to support MusicNL’s

mission and vision.
c. Ensure that program administration is transparent and accountability measures

are built into the system.
d. Provide members with professional development and mentoring opportunities.
e. Assist members both in becoming export ready and active exporting.
f. Develop a succession plan.
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g. Develop and implement an internal communications plan.
h. Develop and implement an external communications plan.

4. Create and strengthen relationships with like minded organizations, groups,
associations, and government departments. Strengthen relationships and
meaningful involvement of MusicNL with the Community Services Council of
Newfoundland and Labrador, the Newfoundland and Labrador Folk Arts Society, The
Newfoundland and Labrador Arts Council, provincial and federal government
departments and agencies, and the private sector. A special focus should be on
establishing a productive working relationship with the Newfoundland and Labrador
Musician’s Association and Memorial University’s School of Music.

5. Equip members with the information and skills they require to meet the ever
changing needs and demands of the music industry. This will entail MusicNL
Staff keeping abreast and current of industry trends and disseminating the pertinent
information to its members in a clear and concise manner. In response to these trends
and changes, MusicNL will need to design, develop workshops and engage in other
professional development activities such as mentoring, career planning as well as
facilitating showcasing opportunities.

As indicated earlier, regardless of the size, maturity and level of available human and
financial resources of an organization, few have the capacity to respond to more than four
to six ‘make or break’ issues in a three to five year period. The selection of all or a
selection of some of the recommended strategic directions will require Board member,
Staff and Steering Committee reflection and input.

RECOMMENDED NEXT STEPS

1. Circulate the SWOT report to Board members in advance of the MusicNL Board
of Director’s Strategic Planning Retreat as a basis for equipping members with
information to actively and effectively participate in a facilitated discussion. The
consultants will lead the meeting as a means of validating the SWOT findings,
obtaining member views regarding whether or not all or just some of strategic
directions should be pursued, and obtaining ideas and suggestions for fine-tuning
the objectives and actions required to be successful in implementing the strategic
directions. As part of this process, the consultants will determine whether there are
capacity issues which must be addressed in order to ensure successful
implementation of all or some of MusicNL’s strategic directions.

2. In conjunction with the Chair, the consultant will develop a detailed
implementation schedule which features objectives, actions, timelines,
accountabilities and required financial and human resource investments.

3. The consultants will proceed to develop the complete strategic plan. Upon
completion, the Chair together with the consultants, will present the strategic plan
to the Advisory Committee for discussion and feedback.
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4. Following final input from the Advisory Committee, the plan will be
communicated to members along with the clear expectation that the Board of
Directors be held accountable for implementing, monitoring and reporting on
progress in achieving its strategic directions.
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GENERAL INSTRUCTIONS

 MusicNL appreciates the support and commitment of its members and is interested in
understanding your perspective on the role MusicNL plays in supporting NL musicians. The
results of this survey will be used to help direct MusicNL’s future planning.

 Beginning with Question one, please answer all questions as completely and as accurately as you
can in their order of sequence. If you prefer not to answer a question, please leave that question
blank.

 The questionnaire will take approximately 20 minutes to complete.

 All your responses to this questionnaire are completely confidential. No one other than Jane
Helleur & Associates Inc (JHA) will see the completed survey questionnaires. Once the study
has been completed, all questionnaires will be destroyed. Please note that in accordance with
Federal Privacy Legislation, individual responses will not be identified, unless your approval is
granted.

 Please complete the survey on-line, no later than February 19th, 2009. If you prefer to
complete the questionnaire by telephone, please contact Jean Cook at (709) 682-0968.

APPENDIX

PART A

In this first section, we would like to better understand your impressions and
involvement with MusicNL.

1. How long have you been a member of MusicNL?

Less than 5 years..............................................................................................

5 – 10 years.......................................................................................................

More than 10 years ...........................................................................................

Don’t Know........................................................................................................

2. In general, why did you decide to become a member of MusicNL?

(CHECK ALL THAT APPLY)

Access to programs ..........................................................................................

Access to information........................................................................................

To keep current on industry trends ...................................................................
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To raise your profile...........................................................................................

To help stay connected to the industry .............................................................

Referral by friend/colleague ..............................................................................

Seemed like the right thing to do.......................................................................

Other: (Please specify:________________________________________)....

Don’t Know........................................................................................................

3. What do you consider to be the primary role of MusicNL?

__________________________________________________________

__________________________________________________________

_______________________________________________________

4. How important is it to you that MusicNL provide/support each of the following?

(Please Select One Response For Each Statement)

Administration of programs ...............................................................................

Award shows and events ..................................................................................

Outreach............................................................................................................

Mentoring ..........................................................................................................

Facilitating business opportunities ....................................................................

Dissemination of industry information ...............................................................

Acting as a liaison between musicians and the industry...................................

Providing resources to people in the music industry ........................................

Developing export opportunities........................................................................

Developing opportunities within the province....................................................

Profiling members ............................................................................................

Communicating with members .........................................................................

Promoting all genres ........................................................................................

Advocacy...........................................................................................................

Securing funding ..............................................................................................

Offering education and workshops .................................................................

Treating all members equally ............................................................................

Engaging in activities throughout the province ................................................

Increasing membership.....................................................................................

Website development .......................................................................................

Accessibility of Staff .........................................................................................

Other: (Please specify:________________________________________)....

Don’t Know........................................................................................................
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Response Options:

Critically important.............................................................................................

Important, but not critical ...................................................................................

Not very important .............................................................................................

Not at all important ............................................................................................

PART B
In this section, we would like your feedback on MusicNL’s communication with you.

5. How primarily do you hear about the activities of MusicNL (Please check

only one response)?

Newsletter .........................................................................................................

Award shows.....................................................................................................

Media (newspaper, television, radio) ................................................................

Email..................................................................................................................

Word of mouth ..................................................................................................

Other (Please specify_________________________________________)....

6. Would you say the amount of information you receive from MusicNL is:

Too much ..........................................................................................................

Just the right amount.........................................................................................

Not enough........................................................................................................

Don’t receive any information............................................................................

7. Which of the following best describes the extent to which you feel you are

kept informed about MusicNL’s activities? Would you say you are…

Very well informed.............................................................................................

Generally well informed.....................................................................................

Not very well informed.......................................................................................

Not at all informed .............................................................................................

8. What is the best way for MusicNL to communicate with you?

(CHECK ALL THAT APPLY)

By telephone .....................................................................................................

By mail...............................................................................................................

By email.............................................................................................................
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Through the newsletter .....................................................................................

Personal visits ...................................................................................................

Don’t want to be contacted................................................................................

9. How often should MusicNL provide regular updates to its members?

Once a week .....................................................................................................

Every month ......................................................................................................

Every three months ...........................................................................................

Twice a year ......................................................................................................

Once a year.......................................................................................................

10. In your opinion, what are the three most important advocacy issues that

MusicNL should pursue on behalf of its membership?

PART C

In this section, we would like to obtain your views on MusicNL’s

performance as an organization.

11. How satisfied are you with MusicNL’s performance in each of these

areas…

(Please select one response for each statement)

Administration of programs ...............................................................................

Award shows and events ..................................................................................

Outreach............................................................................................................

Mentoring ..........................................................................................................

Facilitating business opportunities ....................................................................

Dissemination of industry information ...............................................................

Acting as a liaison between musicians and the industry...................................

Providing resources to people in the music industry ........................................

Developing export opportunities........................................................................

Developing opportunities within the province....................................................

Profiling members ............................................................................................

Communicating with members .........................................................................

Promoting all genres ........................................................................................

Advocacy...........................................................................................................

Securing funding ..............................................................................................
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Offering education and workshops .................................................................

Treating all members equally ............................................................................

Engaging in activities throughout the province ................................................

Increasing membership ...................................................................................

Accessibility of Staff ..........................................................................................

Website development .......................................................................................

Other: (Please specify:________________________________________)....

Don’t Know........................................................................................................

Response Options:

Completely satisfied ..........................................................................................

Mostly satisfied..................................................................................................

Mostly dissatisfied .............................................................................................

Completely dissatisfied .....................................................................................

Neither satisfied nor dissatisfied .......................................................................

Don’t know/no answer.......................................................................................

12. What, if anything, would improve MusicNL?

__________________________________________________________

__________________________________________________________

_______________________________________________________

PART D

In this section, we would like to collect some financial data. The purpose of

collecting this data is to complete an economic assessment of the music

industry in Newfoundland and Labrador.

We understand that your fiscal year may fall outside the 2008 calendar year.

For the purposes of this survey, we ask that you provide responses for a

twelve-month period based on your 2008 fiscal year.
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Please remember this information is confidential.

13. Please indicate how much revenue you received from each of the

following in 2008, excluding grants:

a. Live performances $__________

b. Selling promotional merchandise $__________

c. Selling or distributing CDs, tapes or other

recordings of your music

$__________

d. Royalties, record company advances,

commissions or fees associated with record

sales, performances or composing

$__________

e. All other income from music performance,

composing and sales (studio session fees,

licensing fees, etc)

$__________

14. Please indicate how much revenue you or your business received from

each of the following services to other artists in 2008:

a. Managing, booking, promoting an artist other than

yourself

$__________

b. Commissions on promotional merchandise or

providing talent for live venues or festivals

$__________

c. Technical services (lighting, sound, equipment

rental)

$__________

d. Professional services (legal, accounting, web site

design)

$__________

e. Teaching music $__________

f. Engineering, producing, manufacturing or

distribution of other artist’s recordings

$__________

g. Other services provides to artists other than

yourself

$__________
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15. Please indicate how much funding/grants you or your business received

from the following in 2008:

a. Federal government organization $__________

b. Provincial (NL) government organization $__________

c. Municipal (NL) government organization $__________

d. Other Granting organizations $__________

16. Please indicate the non-government, granting organizations from which you

have received funding in 2008 (CHECK ALL THAT APPLY)

I did not receive any funding from granting organizations in 2008 ...................

MusicNL ............................................................................................................

Newfoundland and Labrador Arts Council ........................................................

Canada Council for the Arts ..............................................................................

FACTOR............................................................................................................

Other (please specify) .......................................................................................

17.If you purchased musical instruments and accessories in 2008, please

indicate:

 The total expenses you incurred

 And, of this total, the amount you spent in NL

18.If you purchased travel or transportation (excluding airfare) in 2008, please

indicate:

 The total expenses you incurred

 And, of this total, the amount you spent in NL

19. If you purchased airfare in 2008, please indicate:

 The total expenses you incurred

 And, of this total, the amount you spent in NL

20.If you outsourced sound recording, production or manufacturing services in

2008, please indicate:

 The total expenses you incurred

 And, of this total, the amount you spent in NL
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21.If you incurred office and other business expenses (office furniture,

computers and computer software, space rental, utilities, etc) in 2008,

please indicate:

 The total expenses you incurred

 And, of this total, the amount you spent in NL

22.If you made payments to managers, booking agents, or promoters in 2008,

please indicate:

 The total expenses you incurred

 And, of this total, the amount you spent in NL

23.If you purchased materials for use as promotional merchandise (t-shirts,

hats, etc.) in 2008, please indicate:

 The total expenses you incurred

 And, of this total, the amount you spent in NL

24. This question will help us assess the volunteer contribution to

Newfoundland and Labrador's music industry by MusicNL members.

Please indicate the average number of hours you volunteer each month in

the following areas:

Participating in music juries (FACTOR, SOCAN, etc.) .....................................

Performing at benefit events .............................................................................

Fundraising activities other than performing at benefit events .........................

Sitting on volunteer Boards and committees ....................................................

Mentoring ..........................................................................................................

Other (please specify) .......................................................................................

PART D

This final section will help us analyse the results of the study.

25. Which best describes your current status within the music industry?

Student ..............................................................................................................

Amateur/non-professional .................................................................................

Part-time professional .......................................................................................

Full-time professional ........................................................................................

Other (please specify) .......................................................................................
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26. What is your primary role in the music industry? (CHECK ONLY ONE)

Photographer.....................................................................................................

Media personnel................................................................................................

Agent .................................................................................................................

Events promoter ................................................................................................

Graphic artist .....................................................................................................

Management .....................................................................................................

Music/record store personnel............................................................................

Musician ...........................................................................................................

Producer ...........................................................................................................

Songwriter/composer ......................................................................................

Teacher ............................................................................................................

Technician ........................................................................................................

Vocalist ............................................................................................................

Other: (Please specify:________________________________________)....

Don’t Know........................................................................................................

27. In addition to your primary role, what other areas of music are you
involved in? (CHECK ALL THAT APPLY)

Photographer.....................................................................................................

Media personnel................................................................................................

Agent .................................................................................................................

Events promoter ................................................................................................

Graphic artist .....................................................................................................

Management .....................................................................................................

Music/record store personnel............................................................................

Musician ...........................................................................................................

Producer ...........................................................................................................

Songwriter/composer ......................................................................................

Teacher ............................................................................................................

Technician ........................................................................................................

Vocalist ............................................................................................................

Other: (Please specify:________________________________________)....

Don’t Know........................................................................................................
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28. What is the primary genre of the music you perform? (CHECK ONLY
ONE)

I do not perform music ......................................................................................

Rock/Pop...........................................................................................................

NL Country ........................................................................................................

Traditional/Celtic................................................................................................

Blues..................................................................................................................

Jazz ...................................................................................................................

Alternative .........................................................................................................

Gospel ...............................................................................................................

Classical ..........................................................................................................

Choral ...............................................................................................................

Folk....................................................................................................................

Techno .......................................................................................................................

Other: (Please specify:________________________________________)....

Don’t Know........................................................................................................

29. In addition to your primary genre, what other types of the music do you
perform? (CHECK ALL THAT APPLY)

I do not perform music ......................................................................................

Rock/Pop...........................................................................................................

NL Country ........................................................................................................

Traditional/Celtic................................................................................................

Blues..................................................................................................................

Jazz ...................................................................................................................

Alternative .........................................................................................................

Gospel ...............................................................................................................

Classical ..........................................................................................................

Choral ...............................................................................................................

Folk....................................................................................................................

Techno .......................................................................................................................

Other: (Please specify:________________________________________)....

Don’t Know........................................................................................................
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30. As you know, exporting is the sale of goods or services outside of the

province. Which of the following statements best describes your current

exporting status? Are you… (CHECK ONE ONLY)?

I do not have a product or service to export ................................................................

Exporting ...........................................................................................................

Intending to export ............................................................................................

Considering exporting ......................................................................................

Have no intentions to export .............................................................................

Don’t Know........................................................................................................

31. Where is your primary residence? Do you live in:

St. John’s and surrounding area .......................................................................

Avalon (excluding St. John’s) ............................................................................

Eastern NL ........................................................................................................

Central NL .........................................................................................................

Western NL .......................................................................................................

Labrador ............................................................................................................

Other: (Please specify:________________________________________)....

Don’t Know........................................................................................................

32. Gender:

Male...................................................................................................................

Female...............................................................................................................

33. Which of the following age categories are you in? Are you:

18 - 24 ...............................................................................................................

25 - 34 ...............................................................................................................

35 - 44 ...............................................................................................................

45 - 54 ...............................................................................................................

55 - 64 ...............................................................................................................

65 - 74 ...............................................................................................................

75 years or older ...............................................................................................
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34. We invite any additional comments you might have.
________________________________________________________________
________________________________________________________________
________________________________________________________________

According to New Federal Privacy Laws, Jane Helleur & Associates must keep
the results of your survey confidential. MusicNL will not be provided with copies

of the completed surveys, so you are assured complete anonymity.

On behalf of MusicNL, we thank you for taking the time to complete this survey.
Your comments will help to direct the organization’s future planning activities.

Thank you for your cooperation and assistance.


