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I. Plan Objective

The purpose of this marketing plan is to provide the ECPAC staff and board of trustees
with an analysis of the venue’s current market position as well as recommendations on
how the venue can most effectively market itself and its performance offerings to the
communities and customers which it serves.

II. Methodology

Enjoying a long history with many different chapters since its inception in 1977, ECPAC
has become an increasingly active and positive influence within the performing arts
community throughout San Diego County. The venue, however, has reached a critical
point in its development and many important questions need to be asked and answered
before decisions are made as to its future viability. Most specifically, how does the
ECPAC mission statement and purpose need to be redefined in order to reach the desired
goals and objectives set forth in the Draft Plan 2000-2001?

Specific questions used to determine the focus of the report and conclusions included:

What is the current purpose/mission of ECPAC?

How and why has ECPAC changed its focus over the years?

Who are the ECPAC target audiences?

What is the perceived level of awareness of ECPAC within the general San Diego

community?

e What changes can be made to further enhance the positive image and highlight the
unique entertainment offerings provided by ECPAC to the San Diego community?

e What level of commitment/investment needs to be made in order for ECPAC to reach

its desired goals?

Heying & Associates used a variety of methods to evaluate ECPAC's current market
position including background information provided by staff by way of newsclip files,
long-range plans for 1999-2001, collateral materials, competition analysis reports, general
perspectives of current board members provided by staff, and a preliminary meeting with
ECPAC staff in 1998 at the request of then board chair, Dan Grindle. Additionally,
information on competition (i.e. Performing arts venues, community theaters, San Diego
Sports Arena, etc.) in the San Diego County area as well as like-venues within California
were researched and, where applicable, compared to ECPAC.

It must be noted here that while a variety of methods and strategies were used to analyze
the venue’s current position in the marketplace, this plan was designed to evaluate and
recommend ways to improve ECPAC's marketing position via public relations,
advertising and marketing strategies. Therefore, no recommendations have been made
for example, regarding the best mix of revenue allocation relating to percentage of rental
revenue verses ticketed shows, ticket pricing, number of shows on the annual schedule,
etc.



II1. The Plan Outline
The Plan has been divided into five sections:

A. Situational Analysis - ECPAC

Includes a brief chronological history of ECPAC, why it was formed, who was key in
bringing the concept to reality and where it sits today in comparison to other competing
entertainment venues in San Diego County.

B. Mission Statement - Focus

How does the current Mission Statement hold up to the reality of what ECPAC really is
and is doing in the community? Review of board and staff perspectives on the future of
ECPAC and how it does or does not fit with the current Mission Statement. Has ECPAC
found the right “niche™?

C._Analysis of Current Marketing Strategies - Creating an Identity

A review of the current marketing strategies developed and implemented by ECPAC staff
and outside vendors. The level and frequency of the communication and the general
overall look and feel of the information to the targeted audiences will be reviewed. How
staff is currently configured to develop and implement the various marketing strategies to
ensure a positive effectiveness level will be reviewed. Is ECPAC sending the right
message to the right audiences in the right ways? What branding strategies are needed?

D. Conclusions/Recommendations

Based on the analysis of current marketing strategies and implementation levels,
recommendations will be made to more closely align marketing efforts with the goals of
ECPAC and the goals of its board of trustees.

E. Implementation Strategies and Timelines

Suggestions for effective ways of implementing the suggested strategies and changes will
be made. Timelines for staging the various strategies will also be outlined. While
budgets will most likely dictate the actual timeframe for implementing the various
suggested strategies for marketing change, the timeframe outlined will give a starting
point from which to begin the process. '



A. Situational Analysis - ECPAC

The initial concept for an East County Performing Arts Center was first envisioned by
Colonel Edward Fletcher, one of the first developers in the East County. His wish was to
make the East County a cultural center for the rest of the county to enjoy. Although he
passed away prior to realizing his dream, his daughter, Virginia Fletcher (later Virginia
Fletcher Hawk Church), Dr. Sidney Wiener, and La Mesa resident and community leader
Henrietta Harelson, worked together to see that the dream would one day become a
reality.

Both Hawk and Harelson served on the Women’s Committee of the Grossmont
Community Concert Association and soon learned that Grossmont College had
earmarked $800,000 to build an auditorium. After discussing the issue with other
concerned citizens, Hawk concluded that the City of El Cajon and Grossmont College
should work together to create a quality performance venue in the East County area.
Eventually, the city agreed to make the venue a part of its “Super Block” project, which
included a new City Hall and other public buildings.

With the Grossmont College Board voting 4-1 in favor of the project, the plans for a
community auditorium went through, with ground-breaking taking place on July 19,
1975. Neilson Construction, a long-time San Diego contracting company, won the bid on
the $2.1 million project. However, the bid did not include the necessary furnishings for
the interior of the venue including lighting, seating, public address system and the like.

A committee chaired by then El Cajon Mayor James Snapp and La Mesa Mayor Paul
Fordem, worked closely with volunteers from the Women’s Committee of the Grossmont
Community Concert Association, local businesses, clubs and citizens to raise nearly
$400,000 to outfit the theater.

The official opening of ECPAC’s 1,142-seat theater took place on March 30, 1977.
Grossmont College assumed operations of the theater until 1993, having operated at a
loss for most of that time. At one point, in 1990, Grossmont College hired a new
manager for the theater who changed the venue's name to “Theater East,” and focused
primarily on educational presentations. That decision was met with much resistance from
the theater’s Advisory Board, which was primarily composed of community
representatives who had envisioned the venue as an all-purpose theater.

With management under fire, the college relinquished management of the theater to the
Christian Community Theater (CCT) in 1993, and the City of El Cajon ultimately
assumed ownership of the building in 1995 following college district Chancellor Dr. Jean
Atherton’s admission that “we have not been able to do justice to the theater which is
really peripheral to our mission." Though still under the management of CCT, the facility
continued to operate at a loss and it soon became apparent that if something wasn’t done
quickly, ECPAC would close permanently.



In 1997, after much public debate, the city voted to put the venue under the management
of the Arts Center Foundation, a non-profit corporation that had been established by local
citizens, most notably then-Mayor Joan Shoemaker. A professional CEO was hired to
run the theater’s day-to-day operations in addition to booking a variety of quality, high-
profile acts. The theater’s was also re-named the East County Performing Arts Center.

A unique education program for East County schools was established in 1999. A
combination of live performances, workshops and an interactive website are all part of
the “Plug Into the Arts” program, designed specifically for students. Additionally, many
aesthetic improvements were made to the theater during the past three years including the
acoustics, which has given the venue a reputation as “the most acoustically sound theater”
in all of San Diego County. Credit for the positive changes at ECPAC goes to the City
of El Cajon, the ECPAC Board of Trustees, the Curtain Raisers, individual and corporate
donations, as well as general development efforts by staff. Many improvements are still
needed, however, such as facility renovations or equipment replacements before ECPAC
becomes the best venue that it can be. Lighting, staging, the need for a conference center
or meeting room, increasing the fly-space, a gift shop, etc. are some of the projects which
are currently slated for renovation in the long-range plan for the theater.

The Arts Center Foundation Board of Trustees

Currently, ECPAC is overseen by the Arts Center Foundation, Inc., Board of Trustees
which includes:

Chairperson: E.M. "Bud" Hamilton
Vice Chairperson: Joan Shoemaker
Secretary: Judy Moore

Chief Financial Officer: Ron Walker
Trustees:

Gail Alsobrook Jo Anne Knutson
Clayton Anderson Patricia Lazard
Willie Baker Hal A. Lenox, Jr.
Judy Burer Mark Mann

Richard Cohen James J. Meeker
Dorothy DeBolt Larry Richman
Robert DeBolt Barbara Selby
Charles Duddles Nancye Splinter
Jerry Filiciotto Jerry Turchin

Judith Friedel Michael Turner

Judy Garrett Charles Van Vechten
Dan Grindle John Vreeburg
Chuck Hansen



Honorary Trustees:
Henrietta Harelson
Virginia F. Hawk

Trustee Emeritus;

Dary] Priest

Advisory Council:

Belle Ann Baker Robin Renart

Patricia DeMarce Russ & Harriet Stockwell

Hon. Dianne Jacob B.W. "Stoney" & Bonnie Stone
Jay Mills Roy & Barbara Wieghorst
Patti Page

Fiscal Comparisons - California Center for the Performing Arts, Escondido and Poway
Performing Arts Center

According to Fiscal Year 2001 projections, the City of El Cajon is the third biggest
source of funding for ECPAC, making up 19% of total funding. Presentation income
46%, is the largest source of funding, followed by fundraising 24%.

For comparison purposes, ECPAC is one of three venues in the county that is city-owned,
non-profit and of similar size and scope. The other similar venues to ECPAC include the
California Center for the Arts, Escondido (CCAE), and the Poway Performing Center for
the Performing Arts. Poway Center is also owned in part by the Poway Unified School
District.

Comparisons of budgets based on 2001 projections are as follows:

ECPAC CCAE Poway
Annual Budget $1.8 million $7 million $540,000
Direct City Subsidy $350,000 $1.5 million $207,000
Presentation Income $845,000 $2.4 million $307,000
Annual Fundraising $432,500 $1.3 million $26,000
Rental Income $209,000 $1.6 million $0
Total Staff: 6 62 9
Marketing Department: vz 4 3

CCAE is the largest of the three venues in terms of size and offerings, i.e., in addition to
the theater, it also offers a banquet hall, museum and gallery — all of which serve to
heighten its efforts to be a center for the arts, and not just the performing arts.

Poway has a strong community/educational base, which is also by virtue of it being co-
owned by the Poway Unified School District. Similar to ECPAC’s education program,






