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WHAT WE KNOW TO BE TRUE

Leadership &
workforce strain

Sector-wide
financial headwinds

Technology & Al Unpredictable marketand Attendance has not returned
inflection point donor behavior to post-pandemiclevels



AS TRADITIONAL ARE THERE
TENTPOLES OF UNTAPPED SOURCES
SUPPORT DWINDLE, OF REVENUE WE
COULD EXPLORE?

h' Ticketsales
Contributed revenue

Government grants
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YOU ALREADY HAVE MORE THAN WHAT YOU'RE SELLING

You have an opportunity to identify and activate the assets, talents, and ideas your

Skeleton Key 20

organization already has as its disposal across these 3 asset categories:

\/ Physical Assets

\/ Human Capital and Expertise

\/ Contentand Intellectual Property oPsan
RICA
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PHYSICAL ASSETS

Most relevant for companies that own or control
space and/or production inventory

e Venuerental

e Costume, set, and prop rental '

e Score and archival licensing
e Stage equipment rental
®

Whatelse?
OPEmRICA
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HUMAN CAPITAL & EXPERTISE _

The most universally accessible asset category

Corporatevoice and presence coaching
Private concerts and bespoke experiences

Young artist program restructuring

Production services consulting

®
®
e Educational programming as a fee service
®
®
e Whatelse?

OFiERICA
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CONTENT & INTELLECTUAL
PROPERTY

Longest horizon, highest long-term leverage

e Streamingand digital licensing
e Branded educational content

e Podcastand audio content

o Whatelse?

OPEmRICA



SPICE IT UP!

WHAT EARNED INCOME
OPPORTUNITIES COULD
YOU EXPERIMENT WITH
IN YOUR REVENUE MIX?
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WORKSHEET

Play our game at home!

Earned Revenue Diversification for Opera Companies 2
Plenary 2: Designing the Future | OPERA America 2026 Opera Conference

You already have more than you're selling. Ticket sales and contributed income are core scurces of arts
Fundng. arsd baoth kave become sncreasingly Funder 1o nely spon. As tradaicns] tentpoles of support Bl away, you have 20 .,
opportunity toidentify and activate the assets your organization already has across these 3 astet categories: \' ¥

OPERA
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Physical Assets

ML reftwant for companics Ehal ovm ar conlrel

spane and)ior prodecion eventony

® Vienue restal. Corporate events, Bim/Ty
AT Ehaats, Brielte SVEATL, Memonisl
1EnvOEs

& Codtume, w6t and prop rentel Regional
theaber, unkersities, community theaser,
Hiln TV

w Score and archival licensing
Cimrimissiorbd wirks, fugsertite
translatsons, dramaturgical maserials

& Equipment rentel Lighting g audia
sysherra, staging hardware

Ascrviibly to: miid-gins dnd i amepanios with
faeiliries szaff, Cottwwe/prap rented wable even for

smaller rganizations with part-lim coosdination

Human Capital and Expertise

Content and Intellectual Property |

Skeleton Fey Stalegies

See the conference app, scan the QR code,

orvisit tinyurl.com/sksoperaconf26

Earned Revenue Diversification for Opera Companies () OPERA
Plenary 2: Designing the Future |I OPERA America 2026 Opera Conference 206 E_?.EFERENCE

YO, Bl Ay f2-18

Earned Revenue Asset Audit

Fill im wehat yesir organization curnestly has, rate the nevenue potertial, and comenit 1o ore next soep fod your highess-potenmial row. The poal
isnt b0 Fun 12 e Fevenue programs. Its to pick one asset you're currently undevleveraging and develop one concrete next step

Asset Category ‘What We Currently Have Potential (Lo Med | Hi} Ome Next Step

Physical space

Production imeentary
[codturnes, Sets,
equipment)

Artist/staff expertise

Archival ard 1P
fonient

Brand and audience
relatignship

Skeleton Key Stategies R



https://tinyurl.com/sksoperaconf26
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THANK YOU

Justin Birdsong
Principal & Founder
Skeleton Key Strategies

justin@skeletonkeystrategies.com
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“Artists are world builders. To honor those
who have come before us and ensure an
abundant future for those who will

follow... let us build something new, now,

together.”
Health + Wealth (2025)

AR

AI.I.IA.H#! OF RESIDENT 'I'HHTHES




-/

Mendelssohn .
Chorus &

of Philadelphia g

WHAT COULD
RESILIENCE LOOK
LIKE FOR ARTS
ORGANIZATIONS?
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A HIERARCHY OF
ADMINISTRATIVE
NEEDS IN THE ARTS Deep Strategic

Work Resilience &
Growth Needs

Marketing & Fundraising
e e i e e

Administrative Essentials Basic
Subsistence

Needs

Production Essentials

OPEmRICA
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HOW ORGANIZATIONS BUILD CAPACITY, SHARE POWER, OR DISTRIBUTE RISK

® Joint programming/ventures e Collective / cooperative
e Shared services organizations e Platform/marketplace
e Shared functions e Community hub /incubator
® Artsservice organization ® Mergers
® Fiscal sponsorship/umbrella e Worker self-directed nonprofit
e Consortium e Consultants

e (Qutsourcing

What else?

wosteo sv  OPERAL o1 A OPERADELAWARE




WHAT ARE WE g

ACTUALLY
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3 FINDINGS

PR

1) Shared, outsourced, and fractional services —
work for areas like finance, HR, IT. Be careful “EHEnaiatiilh By g
aboutoutsourcing choicesrelated todata = SSSOSOSE-ER. R
and relationships with your audiences. BREY  eupage. R

. DI .';;f".:.’: ;::."

2) Shared services are often dependent on R

san®

..........

contributed revenue.

I
~~~~~~~
.......

- & R
)
. e .:h"*
. ‘t"'
L & :
) Pm

3) Thinking about a co-op? Let your strategy

e® v
......

emerge from small steps.
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Deborah Abramson Kroll
Principal Consultant
Skeleton Key Strategies

deborah@skeletonkeystrategies.com
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SUGGESTED READING

International Cooperative Alliance (2026)

Rethinking nonprofitinfrastructure for a new era (2025)

Health + Wealth (2025)

New Models to Achieve Your Mission: Strategic Restructuring for your CAA
(2018)

Collective Insourcing: A Systemic Approach to Nonprofit Arts Management

(2011)
PARTNERSHIP AS AN ART FORM: What Works and What Doesn’tin

Nonprofit Arts Partnerships (2002)



https://ica.coop/en
https://ica.coop/en
https://candid.org/blogs/rethinking-nonprofit-infrastructure-boosts-adaptability-volatile-new-era/
https://candid.org/blogs/rethinking-nonprofit-infrastructure-boosts-adaptability-volatile-new-era/
https://www.art-newyork.org/health-wealth
https://www.art-newyork.org/health-wealth
https://communityactionpartnership.com/wp-content/uploads/2018/08/16_Strategic-Restructuring.pdf
https://communityactionpartnership.com/wp-content/uploads/2018/08/16_Strategic-Restructuring.pdf
https://www.art-newyork.org/assets/documents/collective-insourcing-a-systemic-approach-to-nonprofit-arts-management.pdf
https://www.art-newyork.org/assets/documents/collective-insourcing-a-systemic-approach-to-nonprofit-arts-management.pdf
https://www.csun.edu/sites/default/files/hiri_b25.pdf
https://www.csun.edu/sites/default/files/hiri_b25.pdf
https://www.csun.edu/sites/default/files/hiri_b25.pdf

MODELS FOR BUILDING CAPACITY, SHARING POWER, AND DISTRIBUTING RISK

Y Skeleton key

STRATEGIES

Model

How it works

Example

Shared Services Organization

Central entity delivers common admin functions to multiple orgs - also can be
considered “insourcing”

ArtsPool

Peer Partnership / Shared Functions

Two or more orgs share a specific role or an entire function

Cincinnati Symphony & May Festival

Arts [ Nonprofit Service Organization

Freestanding org provides services and advocacy to the sector

Opera America

Fiscal Sponsorship /Umbrella

Established nonprofit provides legal & admin home to projects

Fractured Atlas

Consortium

Affiliation for information-sharing, programming, or purchasing; could be a 501(c)3
or looser affiliation

Greater Seattle Choral Consortium

Collective / Cooperative

Member-owned entity; shared stake, governance, pooled risk

SMART Cooperative

Worker Self-Directed Nonprofit

Nonprofit practicing distributed leadership & collective decision-making

Sustainable Economies Law Center

Platform /[ Marketplace

Digital infrastructure connecting supply and demand in an ecosystem

Ampled

Community Hub / Incubator

Physical or programmatic home that builds capacity and connectivity

Springboard for the Arts

Merger

Multiple organizations combine into one legal entity

Dayton Performing Arts Alliance

Joint programming/ventures

Organizations pool resources around specific programming goals without merging
or creatinga shared administrative structure.

Opera For All Voices: Stories of Our Time

(OPERA America Innovation Grant)

Outsourcing

Transactional relationship with a vendor; vendor could be for-profit or non-profit

Radar Nonprofit Solutions



https://artspool.co/
https://www.cincinnatisymphony.org/
https://mayfestival.com/
https://www.operaamerica.org/
https://www.fracturedatlas.org/
https://seattlesings.org/
https://smartde.coop/en/cooperative/
https://www.theselc.org/
https://www.shareable.net/new-co-op-helps-fans-support-musicians-during-pandemic/
https://springboardforthearts.org/
https://daytonperformingarts.org/
https://www.santafeopera.org/company/press-news-media/opera-for-all-voices-2019-updates/
https://radarnp.com/

	Slide 1
	Slide 2
	Slide 3
	Slide 4
	Slide 5: you already have more than what you’re selling
	Slide 6
	Slide 7
	Slide 8
	Slide 9: SPICE IT UP! WHAT EARNED INCOME opportunities Could you experiment with in yOUR REVENUE MIX?
	Slide 10
	Slide 11
	Slide 12
	Slide 13
	Slide 14: “Artists are world builders. To honor those who have come before us and ensure an abundant future for those who will follow... let us build something new, now, together.” Health + Wealth (2025) 
	Slide 15: What could resilience look like for arts organizations?
	Slide 16
	Slide 17
	Slide 18: what are we actually sowing?
	Slide 19
	Slide 20: provocations for opera companies
	Slide 21
	Slide 22: appendix: additional information
	Slide 23: Suggested reading
	Slide 24: Models for building capacity, sharing power, and distributing risk

