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STRATEGIC PLAN 2016 -2019 
EXECUTIVE SUMMARY  

 

In the fall of 2015 VCM entered into a new planning cycle. Working with the Strategic Planning Task Force, 

which represented Board, Faculty and Staff, a planning process was developed that sought  input from various 

stakeholder groups and provided an opportunity for VCM’s senior leadership to work together to identify the 

strategic priorities for the next three years.  

The consultation process with stakeholders was extensive and included group sessions, one on one meetings 

and an online response option.  In total approximately 150 people participated, sharing their experiences with 

VCM, their insights into its strengths and opportunities and their ideas for the future.  Stakeholders 

represented: 

 Faculty 

 Staff 

 Post-Secondary Students 

 Community School Students 

 Donors 

 Parents 

 Community Arts Leaders 

 Community Leaders 

A Summary from the stakeholder consultations and an overview Environmental Scan is provided in Appendix I 

The findings informed the design and discussions of the planning retreat held on November 20 & 21, 2015.  

The retreat focused on vision and mission, on VCM’ strengths, weaknesses, opportunities and threats and 

culminated in agreement on an overarching strategy and the key strategic priorities that would form the basis 

of the strategic plan.  A summary of the work of the planning retreat is provided in Appendix II. 

From this, the Strategic Planning Task Force further explored, developed and prioritized the following strategic 

priorities for consideration by the board of directors of the Victoria Conservatory of Music:  

1. Integrate and Consolidate Existing Programs and Growth Initiatives 

2. Investigate Building Options, Address Facility Priorities  

3. Ensure Financial Sustainability 

4. Support Excellence in Human Resources 

5. Enhance our Brand and Identity 

The priorities support an overarching strategy for the next three years that can be described as “Pause and 

Prepare” and can be viewed graphically in the context of VCM’s growth to date and potential for future growth 

in Appendix III 
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MISSION & VISION  

 

Our Current Mission  

We confirmed that our current mission continues to describe our fundamental purpose as an organization.   

Our upcoming strategic plan will be focused on ensuring that we deliver on the promise of “enriching lives”.   

 

 

 

 

 

 

 

 

 

 

 

Our Current Vision Statement 

We confirmed that all our passion and energy is directed at the creation of excellence in the education and 

enjoyment of music.  Throughout the strategic planning process, our dialogue about vision was inspirational 

and aspirational.  Our vision continues to be: 

 

 

 

 

 

 

 

 

 

 

“To enrich lives through music in a  
thriving community accessible to all.” 

“A centre for excellence and enjoyment of music 
through education, performance, and music therapy” 
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STRATEGIC PRIORITIES  

 

STRATEGIC PRIORITY: INTEGRATE & CONSOLIDATE EXISTING PROGRAMS AND NEW 

INITIATIVES  

Over the past three years we have launched 4 significant growth initiatives that need to be integrated into our core 

curriculum and operations.  These initiatives include the opening of: 

 Our first satellite location in Langford,,  

 The new Chwyl Family School of Contemporary Music,  

 The new  School of Music Technology and Creativity and  

 The expansion of our Community Outreach programs. 
 

All of these new initiatives require a continued focus by our faculty and staff to ensure they are meeting the 

needs of our students, communities and the desired outcomes of our strategic plan.   
 

Our other well established core programming areas which include Post-secondary Studies, the Ann & George 

Nation Conservatory School of Classical Music, Music Therapy, and Early Childhood Music also continue to 

require support, consolidation, strategic decisions and investment.   

Strategic Goals 2016-2019 

 Our 4 growth initiatives are successfully integrated into our curriculum and operations, meeting all 

measures of success. 

 Continued support and strategic investment in established  core programming areas are meeting specific 

measures of success  

 New initiatives and core curriculums and programs are working with practical, flexible annual 

implementation plans and 3 year measures of success 

STRATEGIES  ACCOUNTABILITY 

 Westshore is generating profitable revenue by Q4, 2019 

 We have adjusted programs and marketing strategies to optimize attracting 
Westshore  community participants of all ages  

CEO, Dean  

 Early Children’s Outreach Program and Children’s Music Outreach (Children’s 
Music Journey and /ChoirKids) continues to expand and we have the funds 
available to support this expansion from 800 to 1800 children.  

Dr. Brodeur (ECM);  
Dean* (CMJ/CK),  
Dir. Development 

 We have re-envisioned the School of Music Technology & Creativity as a 
leading edge educator in the field and have set specific goals 
for its contribution to VCM’s core curriculum, reputation and financial 
contribution.   

 A new Head of the School has been successfully recruited.  

Dean (with AD) 

 The Chwyl Family School of Contemporary Music is working with an organic 
strategic plan that capitalizes on growth opportunities (i.e. provincial 
expansion, Westshore, etc.) 

Continued… 

Dean, Daniel Lapp 
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 Students and tuition numbers and revenue are growing each year with a goal 
to break even in 2018. 

 We continue to build upon already established core programming including 
Post- Secondary programs, Music Therapy, Early Childhood Music, 
Collegium and the Ann and George Nation School of Classical training to 
ensure all of these programs are meeting the needs of our community.   

CEO, Dean 

  

 STRATEGIC PRIORITY: INVESTIGATE BUILDING OPTIONS, ADDRESS FACILITY PRIORITIES 

In the next three years we must continue to invest in our current facilities to ensure that they are providing safe and 

appropriate teaching, performance, and administrative spaces.  However, it is critical to fully investigate all 

building options that will leverage our assets in order to increase our capacity to deliver our mission to a growing 

student body. A fully informed decision about the future of our building and facilities will need to be made by the 

end of this strategic plan.    

Strategic Goals 2016-2019 

 Our building and facilities   continues to serve our students well within the limitations imposed by our 

current building.  

 We have fully investigated options, partnerships, and resource requirements and are ready to make a 

decision about the future of our assets and our facilities  by the end of this strategic plan 

STRATEGIES  ACCOUNTABILITY  

 We have invested in a parallel internal needs analysis and a comprehensive 
external market analysis that provides us with the data we need to make an 
informed decision about the future of our facilities before the end of this 
strategic plan 

 We have investigated relationships and potential partnerships with real 
estate developers  

 We have approved specific resources to be spent on costs associated with 
developing different scenarios or options for how we can leverage our assets  

Building Committee 

CEO, Dir. Facilities, CFO 

 We have implemented a 3 year plan to address current operational priorities 
(roofing, parking, etc.) 

 We will continue to pursue infrastructure funding  

Dir. Facilities, CFO,  
Dir. Development 

 Current teaching space acoustical challenges are analyzed and prioritized; 
workable solutions designed, integrated into operating budget, and 
implemented according to priority. 

 A plan is designed, budgeted, and implemented to optimize Wood Hall 
audience size (using balcony space), and enhance the environment 
acoustically and visually to be more conducive to a space that can 
accommodate academic concerts and events and thereby decrease 
dependency on the use of AGPH. 

Dean, Dir. Facilities, CFO 
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STRATEGIC PRIORITY: ENSURE FINANCIAL SUSTAINABILITY  

Our planning process clearly identified many of the challenges and opportunities ahead for our organization over 

the next three years.  We need to be addressing these challenges and opportunities with the confidence that comes 

from a solid financial position derived from good business management, the commitment of current and new 

donors, and the growth and retention of our student population.   

Strategic Goals 2016-2019 

1. Funds Development Goals  

 Our funds development plan is supporting a year after year increase in philanthropic giving to support our 

mission and vision 

 Board, staff and faculty have worked together to make progress on the development of a strong culture of 

philanthropy  

 We have doubled the amount of money we raise annually from $1.2 million to $2.2 million  

STRATEGIES  ACCOUNTABILITY  

 We have hired a Director of Development by June 2016 

 Board approved Funds Development plan is in place  to support Major Gift 
fundraising, Planned Giving,  Annual Giving,  Events and Sponsorship to 
meet our strategic goals  

 The Development department is structured and has the appropriate human 
resources in place to support all development activities.  

CEO  

 We have successfully completed our 50th Anniversary Campaign  Board of Directors, 
Campaign Cabinet,  
Dir. Development 

 

2. Student Growth & Experience Goals 

 We are attracting and retaining more students every year  

 We have continued to stay focused on understanding student and community needs and interests  

resulting in increased attraction and retention  

 We have partnerships and affiliations in place that enable more students to access our programs  

STRATEGIES  ACCOUNTABILITY  

 Our Camosun post-secondary program has been successfully integrated and 
student growth and retention has increased. Post-secondary students have 
been surveyed and are reporting excellence in student experience. 

Dean / Dir. PSS 

 We have successfully pursued a formal international affiliation with  
Berklee College of Music. 

Dean  / Dir. PSS 

 Our Community School has attained a retention goal of 25% , while 
increasing our student growth by 7% annually 

 Tuition increases will be evaluated each year.  

Dean /  Marketing /  
Student Services  
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 We have implemented  new models for student growth in local and 
international markets as well as through distance education opportunities 

 We have made advances on integrating affordable and reliable technology 
and long distance learning options into our teaching practices and curriculum 

Dean / AD 

 We have obtained the EQA designation for Immigration Canada’s 
International Student Program and are growing our international student 
cohorts and programs  

Dean / AD 

 We continue to attract the best faculty who are positively reviewed by 
students. 

Dean / AD 

 

 

3. Effective Business Planning & Management Goals 

 A strong annual business plan, supported by a comprehensive budgeting process is in place to direct our 

decision making about revenue requirements, expenditures and revenue opportunities  

STRATEGIES  ACCOUNTABILITY  

 Annual review of the strategic plan through goal setting and planning 
sessions continue to help develop better business  planning  

CEO and Dean  

 Investigate a multi-year budget cycle process  CEO, CFO, Dean,  
Finance Committee  
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STRATEGIC PRIORITY: SUPPORT EXCELLENCE IN HUMAN RESOURCES  

To achieve our mission we are aware that we must continue to attract and retain the highest quality of committed 

faculty and staff.  Our strategic goals cannot be achieved unless we have talented faculty, staff and leadership to 

execute our strategy today and grow with us as we create our future. 

Strategic Goals 2016-2019 

 Through collective strategic decisions, we have invested in human resources beyond current budget 

constraints where necessary, to ensure that we have the skills and capacity to reach our goals  

 We have the leadership in place to effectively execute our strategy 

 We are able to recruit and retain faculty, staff and leadership to continue to attract and inspire students and 

strengthen our community 

STRATEGIES  ACCOUNTABILITY  

 Succession and development plans are in place for senior leadership and  
key roles  

Dean and CEO  

 The organizational structure of the VCM will be reviewed to determine the 
necessary positions that will be required to support the growing work of the 
VCM and the necessary staff and management positions will successfully be 
filled. 

Dean and CEO  

 The Artistic Directorate (AD) continue to demonstrate strong leadership  
and are integral to the development of all new artistic and academic 
initiatives  and decisions. 

Dean / AD 

 Continued attraction, retention and development of  world class faculty will 
result in the increased ability to  attract advanced students  

Dean / AD 
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STRATEGIC PRIORITY:  ENHANCE OUR BRAND AND IDENTITY 

We have heard from many stakeholders that we have an excellent reputation and we have heard from many 

stakeholders that we are “Victoria’s best kept secret”.  To achieve our mission and vision we need to ensure we are 

known for all that we do, what we have the potential to achieve and our unique contribution of connecting people 

to the magic of music.    

Strategic Goals 2016-2019  

 Year after year we are becoming known for the contributions we are making to music education and 

appreciation with all stakeholders in Victoria and beyond Vancouver Island  

 A refocused communication strategy results in student, faculty and the public having access to the 

information they need about classes, programs, schedules, performances, and volunteer opportunities  

STRATEGIES  ACCOUNTABILITY  

 We have successfully hired a Director of Marketing and Communications  
and the necessary department infrastructure has been established. 

CEO 

 We are working with a fully integrated marketing and communication plan 
that features specific branding and marketing targets (including our approach 
to leveraging social media) 

CEO, Marketing 

 Our marketing strategies are focused on student attraction and retention and 
audience growth  

 All our new initiatives are supported with marketing and communication plans 

CEO, Marketing  

 We have found  ways to leverage the AGPH as a revenue generating asset 
without negatively impacting the quality of VCM’s music education programs 
and /or tuition revenue  

CEO, Venues  

 We will have developed a narrative approach to Philanthropy and 
Communication and will have armed our major stakeholders with a “tool kit” 
of stories and information that passionately tell the VCM story 

CEO, Dir. Development 
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APPENDIX I  SUMMARY OF STAKEHOLDER CONSULTATIONS 

 

 CULTURE 

 VCM is perceived as welcoming, inclusive and accommodating of all students regardless of their age or 
program 

 There is a sense of community that has grown and has the potential to grow further 

 Excellence in teaching is recognized and there is appreciation for  faculty who go above and beyond 

 Management is credited with turning the organization around and the board is credited for its leadership 
and it's giving 

 There is appreciation for the way VCM has embraced the School of Contemporary Music 

 

EXCITEMENT ABOUT POSSIBILITIES 

 Growth to the west shore is seen as a positive move 

 There is a desire to have more ensembles, more performances, internships, master classes and lectures 

 There are opportunities for more partnerships with arts groups, high schools and post-secondary 
institutions 

 VCM has the potential to become the music hub of Victoria  and beyond both physically and through 
program initiatives 

 Technology has the potential to reach new students, increase learning opportunities and enhanced 
communication with stakeholders 

 

FRUSTRATIONS 

 Limited parking and neighborhood issues are problematic 

 Facility constraints including sound proofing, heat, leaks and lack of studio and practice space is an issue and 
there is acknowledgment that capacity limit may be breached in 5 years  

 

BRAND 

 VCM is still known largely as a school of classical music and the breadth of programs offered needs to be 
better understood 

 There are many inspiring stories to be told 

 

CAUTIONS 

 There is a desire to protect the classical roots of VCM 

 A recognized need to retain, attract and develop the best faculty  

 Allow time to integrate new programs and initiatives into VCM 

 Have a succession plan in place for governance, management and faculty  

 Don't be afraid to celebrate excellence! 

 



Victoria Conservatory of Music | Strategic Plan 2016-2019 10 
 

ENVIRONMENTAL SCAN 

Funds Development 

 Next generation of giving is unknown territory 

 Potential for donor fatigue 

 Increased professionalism of fund raising, yet still dependent upon great relationship building and having  
a “cause” people can believe in  

Technology 

 Disruptive technologies  continue to impact how education is provided in all fields   

 Social media provides new channels for marketing and communication and funds development  
(Kickstarter, etc.) 

 Technology investments continue to be required to support and advance any organization’s goals  

Demographics 

 Aging demographics of Victoria  

 Increasing cost of living for families  

 Families have many opportunities for sports, hobbies, clubs, out of school lessons – competition for time  

Music Education  

 Vulnerability of conservatory programs within post-secondary institutions  

 Technology providing new ways to reach students through long distance learning methods 

Communities  

 New partnership models being tested to integrate multiple community services  and to better share capital 
and operational expenses 

Arts Community 

 Today a vibrant community, but with the perennial problem of operational funding and need for more 
effective infrastructures  

  
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



Victoria Conservatory of Music | Strategic Plan 2016-2019 11 
 

APPENDIX II STRATEGIC RETREAT VISION DIALOGUE HIGHLI GHTS  

 

VISION 

During the retreat participants were invited to offer their vision of VCM’s future by contributing to 

hypothetical newspaper articles in 2025.  The following is a synthesis of comments. 

VCM IS KNOWN LOCALLY 

 As the best place to go if you want to study or teach music 

 For its talented and skilled teachers who demonstrate a passion for music 

 As a place where students of any age can experience a meaningful relationship with music and have a 
multiplicity of educational opportunities  

 As a place where gifted and exceptional students from our community and beyond experience world class 
teaching  

 As vibrant campus community with a state of the art facilities and sold out performances 

 For its innovative outreach programs to schools and community hubs 

 For its  music therapy programs that contribute to the well- being of children, seniors and those living with 
health challenges 

 For its  collaborative partnerships and connections to other arts groups 

 For its prudent financial management,  solid business practices and for being nimble and creative in 
responding to market demands 

 For the opportunities it creates for donors to invest in its programs 

 For its vibrant campus community 

 For its state of the art building complex  

VCM IS KNOWN BEYOND VANCOUVER ISLAND  

 For attracting and retaining world class faculty members 

 For the quality of its post- secondary graduates and the opportunities they are able to pursue  at leading 
educational institutions and symphonies and opera houses 

 For pioneering innovations in music teaching that are deployed around the world 

 For its use of technology to harness global connectivity so students and educators can be connected 
everywhere  

 For its partnerships with other leading music education programs in North America and for its innovative 
distant learning approach, exchange opportunities and excellent summer programs 

 

 

Summary 
In the fall of 2015 VCM entered into a new planning cycle. Working with the Strategic Planning 
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SWOT Analysis  
 

Strengths  
 Faculty and staff 

 Performance facilities 

 Inclusive learning opportunities 

 Support of the community 

 Post- secondary partnership with Camosun 

 Sense of community 

 Music therapy & children’s programs 

 New Website 

 CEO, Dean and staff leadership 

 AGPH 

Weaknesses  
 75% of hours taught are being taught by 25% of 

faculty 

 Facility – operating costs and rising maintenance 
issues 

 Limitations of human resources to take on more 
work to strengthen org. infrastructure  

 The connotation of a “conservatory” of music 

 Financial stability to address operational 
weaknesses  

 Culture of philanthropy  

 Alumni strategy  

 Infrastructure challenges ongoing – pianos to roofs 

 Space limitations  

Opportunities  
 Marketing 

 Western communities 

 Leveraging all media & website to support 
communication goals with all stakeholders  

 Post-Secondary – growth  

 Alumni 

 Volunteers – how to leverage without drain on 
FT resources 

 Successful funds development strategy  

 Air Space  

 Developer Relationships  

 Contemporary School of Music – stabilization  
& managed growth  

 Corporate sponsorships 

 Faculty professional development 

 Distance Learning  

 Children’s outreach programs (B2B) 

Threats/Vulnerabilities  
 Donor burnout 

 Staff burnout 

 Financial stability  

 Western location model proven  

 Managing our growth – integrating current initiatives 
for success  

 Our Place proximity 
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APPENDIX III  OUR STRATEGY  

 
Our overarching strategy for the next 3 years can be described as Pause & Prepare – with a focus on integrating 
the current new initiatives and building strength in core programs as the organization prepares for the next 
phase of growth.   

A staircase model is described below:

 

 

2010-2013 

Survival 

2012-2015 

Respond to 
Growth, 
Recovery & 
Repair  

2016-2019 

Pause & 
Prepare, 
Continue to 
Build Resilience  

2020-2025 

Next Phase of 

Growth 


