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Introduction

Mission:  Empowering LGBT Choruses as we change our world through song.

Vision:  A world where all voices are free.

Core Values:  
	· We are CATALYSTS. We provide enthusiasm, resources and tools to inspire our member choruses to use the power of music to create social change.
	· We are LISTENERS. We listen to our members, our colleagues, and each other in order to understand the issues, define our roles, and serve the common welfare of our movement. 

	· We are HARMONIZERS. We are diverse people who employ the power of song with respect and understanding. We bring our communities together to experience musical excellence, collaboration, cooperation, acceptance, transparency, and opportunities for all.
	· We are LEADERS. We offer strategic direction to the movement we serve.  We work effectively with partners around the world who seek to achieve complementary goals.  We strengthen our association by nurturing effective leadership and ensuring robust, sustainable financial resources.




GALA Choruses leads the North American LGBT choral movement.  Our more than 180 member choruses and their 12,000 singers look to us for support and leadership.  We are dedicated to helping choruses become more effective, both artistically and administratively.  We assist emerging choruses and facilitate networking and training for established groups.  

GALA Choruses is managed by its Board of Directors through a series of committees and an association management contract with Godfrey Consulting, LLC as shown in the following diagram.  Godfrey Consulting, LLC staff assigned to the GALA Choruses account for 2021 will include Robin Godfrey as Executive Director, Jane Ramseyer Miller as Artistic Director, Paul Kruse as Communications Specialist, Sue Bell as Member Services Director and Dwight Joyner as Relationship Development Director.
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2021 Detailed Discussion by Segment

GALA Festival
In November 2020, the Board made the difficult decision to cancel Festival 202ONE and not attempt to hold Festival again until 2024.  Orchestra Hall, the Minneapolis Convention Center (MCC), and Central Lutheran Church have been contacted along with Meet Minneapolis (representing the hotels) to see if they have dates available in July 2024.  We have been advised by MCC that they are rescheduling 90 days out so since our event was scheduled for July 2021 we may not hear back until March 2021.  While we are contractually committed to Montreal for 2024, our first choice is to hold 2024 in Minneapolis and push Montreal back to 2028.  Doing so will allow us to take advantage of much of the work that was already completed for Festival 2020.  We received a $100,000 signing bonus from Montreal that may be at risk if we attempt to reschedule away from Montreal for 2024.
We are at risk for $69,435 of deposits already made on the performance halls and ~$200,000 of penalties under the amended hotel contracts.  The 2021 budget assumes that the deposits can be rolled forward to a 2024 festival and most of the hotel contracts can be amended without penalty ($20,000 allowance for hotel penalties included in the budget.)
As the elimination of Festival from the 2017-2020 cycle means that the organization could not financially survive, GALA has asked delegates to consider donating their registrations.  To date, over 2900 delegates have responded with 71% agreeing to donate.  A very significant portion of the first quarter of 2021 will be spent dealing with refunds/contributions related to Festival 2020.  In addition to the funds from delegate registrations, there are payments from the choruses (chorus and ensemble registrations, rehearsal space, banners, audio recordings, etc) to be resolved.  Many of the choruses are offering to contribute some or all of the payments they made.  There are also Festival-in-Style packages, Pinnacle tickets and a variety of other items to follow up on.

During 2021 we are planning to produce a series of virtual concerts drawing upon performances that were scheduled for Festival coffee concerts and/or blockbusters.  The schedule will be developed in January with the concerts spread throughout the year.  NEA granted $15,000 towards the production of the blockbuster concerts and we are hoping to convince them to allow us to draw those funds to support the costs of the virtual concerts.
Membership
In 2019 we embarked on a project to evaluate the engagement level of our member choruses with the association in order to identify opportunities for improvement in our relationships.  A scoring methodology was developed and applied to the membership creating tiers we called Fully Engaged, Actively Engaged, Moderately Engaged, Minimally Engaged and Marginally Engaged.  The responses to the Pandemic Impact survey and the Festival Donations by Chorus provide an opportunity to reexamine the topic of engagement.  Early in 2021 we will review those items and chart a course forward for the engagement project.
In January the New Harmony Task Force held a planning retreat to identify their priorities for 2021.  The list of priorities includes virtual workshops, new workbook sections (neuro diversity, intergenerational dynamics, and religion), member chorus facilitation and training and a certification program.  In the next couple of months, we will finalize their plans for 2021.  While the New Harmony Task Force is included under the Membership Committee, its place in the organization structure is unclear and will be discussed and resolved.
There are eight choruses that are currently part of the Best Practices Program and another six in progress.  The committee set a goal to have 20% of the membership enrolled in the program which would be about 36 choruses.  Early in 2021 we will identify a next group of candidate choruses and begin making contacts to encourage them to consider applying.  We will also be developing a “how to” prepare an application to the Best Practices Program to make the process a little less daunting.
The annual membership report reviews changes in the membership of the association in the prior year including a look at the demographics of the group and any new and departing members.  It is normally prepared in January but will be delayed this year until later in the spring as we focus on processing chorus and delegate contributions and refunds.

The chorus anniversary program will be executed by video again in 2021.  Once the list of groups celebrating anniversaries in 2021 is prepared we will reach out to board members to help us with preparing congratulatory videos to be sent to the choruses.

GALA is partnering in a Trans Commission Consortium addressing the epidemic of violence, especially murders, of transgender women and in particular trans women of color. The vision is that this composition will eventually become one movement in a larger work. The commission will be available in SATB, SSAA and TTBB voicings to premiere in the 2021-2022 season, with text by Dane Figueroa Edidi and music by Mari Esabel Valverde.  A complementary educational curriculum is planned with the goal of recruiting of high school and college choirs as well as GALA choruses.  Our vision is that there will be several performances in cities where both school and GALA choruses perform the work jointly.  The project is organized by Josh Palkki, Assistant Professor of Music Education at California State University, Long Beach.  GALA’s role is to serve an administrative function for the commission as we do for the Roma Commission. 
Education and Networking

During 2021 we plan to present a series of webinars designed to help the member choruses cope with the challenges of the continuing pandemic shutdown and the eventual return to live rehearsals and performances.  Webinar topics under consideration include:

· Returning to Live Rehearsal and Performances
· Sync Licenses & Streaming Concert Video

· Opportunities Under New COVID Relief Bill

· Basic Video Editing

· Sexual Harassment Policies

· Maintaining Engagement in a Virtual World

We are currently scheduled for a live Leadership Symposium in February 2022 in Atlanta.  The initial plan is to include a symposium chorus as well as the usual workshop series.  We will look for ways to incorporate what we learned in the 2020 virtual symposium about individuals interested in attending but unable to afford the travel and lodging costs.  In mid-2021 we will need to confirm the details of the programming, set registration rates and open registration. 
The terms for the current 411 advisor team run through April 2021.   We would like to continue with a board advisor, an artistic advisor and a New Harmony advisor.  The people currently in those roles – Eve Campbell, Kathleen Hansen and Sam Bullington are doing an excellent job and we would like to extend their terms for another year.  Our evaluation of the 411 advisor services to date have been done by email follow-up with the choruses using their services.  We are in the process of developing a written evaluation form.
The Online Resource Center continues to see over 3,000 unique page views per month.  During 2021 we will continue our focus on the Surviving COVID section of the Resource Center providing additional tools and resources for artistic directors and fundraising and finance tools for board/admin personnel.  We are also looking to finish a project in the Teacher Resource Center to provide a curriculum list sorted by grade level.  Once that is completed we will look for inexpensive ways to publicize the availability of the Teacher Resource Center to teachers.
External Relations

At the end of 2020 External Relations was working on some restructuring.  When originally formed the committee was tasked with oversight of all external relationships, i.e. relationships outside of the member choruses.  The primary focus of the group has been the other international LGBT umbrella organizations – Unison in Canada, Legato in Europe, Proud Voices Asia and Out & Loud in Australia.  Representatives from these groups have met monthly to discuss regional activities, upcoming festivals, etc.  As it seems more appropriate for that group to be an international organization of its own rather than a part of GALA’s External Relations committee it has been reborn as the Global Alliance of Queer Choirs with GALA as a member and oversight for GALA’s membership remaining in the External Relations committee.  

The Global Alliance of Queer Choirs has been working on its mission and vision along with other structural questions as well as some initial thoughts regarding projects it might undertake.  One project that was underway prior to the new structure was the completion of a handbook on collaborations and tours.  This project is expected to be completed early in 2021.  Other projects under discussion include some type of coordinated worldwide queer choir event to occur on New Years Eve 2021 and investigation of a project called Composers without Borders.
Along with GALA’s membership in the Global Alliance of Queer Choirs, External Relations will continue to have oversight of GALA’s other external relationships.  New committee members will be recruited and the mission clarified.  Organizations with which there are existing relationships that fall under this committee include Chorus America, ACDA, National Association of Music Educators, Gay Games, Lesbian & Gay Band Association and the Stonewall National Museum.  During 2021 we will explore our relationship with each of these organizations and examine opportunities for collaboration.
Communications
Our messaging to date around the delay and then cancellation of Festival has been very effective and has contributed to our success in having delegates contribute their registrations.  The communications have been transparent, timely and heartfelt.  We will need to continue effective messaging regarding Festival during 2021 as we work to obtain responses from the 50% of delegates and choruses who have not yet indicated their intentions.  Later in 2021 we hope to be able to announce the location of Festival 2024 and 2028 and begin building momentum.

We will develop promotion plans for each of the events occurring in 2021 and for our ongoing programs including:
· Virtual concert and webinar series

· Frank Bruni event

· 2022 Leadership Symposium

· Online Resource Center 
· New Harmony workbook and programming
· Best Practices Program

A communications calendar is used to track all of the messaging for these various events and programs so we can easily monitor our progress at getting all of the intended communications out and to see if we have too many messages planned for the same time frame.
The web site remains a critical resource for our members (and others) with over 3,000 visitors to our web site each month.  In late 2020 we converted the site from Drupal to Wordpress to make it easier for staff to do minor updates.  The site is due for a design refresh (last done in 2011) but we do not anticipate having the funds for such a project until closer to Festival 2024. 
Our quarterly newsletter is used to provide information on GALA programs and events but also serves as an opportunity to amplify events and developments within the member choruses.  The newsletter has an open rate of 40% and a clickthrough rate of 5%, well above average for an arts organization.
We monitor the performance of each of our communications channels (eBlast, web site, Facebook, Twitter, Instagram, YouTube) on a monthly basis and review the results and discuss trends and opportunities for improvement.
Finance

At the outset of 2021 the Finance Committee is dealing with an assessment of the response from Festival delegates to our request to donate their registrations.  An analysis of the situation as of the end of 2020 has been completed but we will need to monitor the situation throughout the year and adjust as necessary.  To date we have $135,670 of refunds for choruses and $252,000 for individuals to process along with a substantial effort to update our accounting records and Integra planner database.  We have received responses from ~53% of the delegates who remained registered at 11/30/20.  For accounting purposes we will need to retain a reserve for future requests for refunds based on management’s best judgment of the likely exposure.

Financial statements including detailed explanations of activity and deviations from budget are prepared on a monthly basis and provided to the Finance Committee members.  The review of these statements by committee members is a critical element of our internal control procedures. For 2021 we will add an expanded review of projected cash flow to the monthly statements in order to closely monitor our projected cash position.

The budget provides for a review of the 2020 financial statements by our outside accountants rather than an audit in order to control the cost.  The work is planned for the 2nd quarter of 2021 as the processing of refunds will consume most of our administrative time in the 1st quarter.

Throughout 2020 we held our excess cash in a fund invested in short-term government securities.  This investment approach was based on the volatility in the financial markets and our unwillingness to risk loss of principal in a downturn.  While we succeeded in avoiding any loss of principal we also earned less than $10,000 on a balance of nearly $1.5 million.  In early 2021 we will revisit our investment strategy to see if there is any better balance of risk and return available to us.
Our banking relationship is with PNC Bank and while their service has been good, their fee structure particularly on the investment side is unacceptable.  During 2021 we will assess other banking alternatives.  Our insurance relationship is with Philadelphia Insurance Company with Casswood Insurance Agency as the broker.  Our insurance costs are in line with other arts organizations.
There are a set of recurring activities completed by the committee that include reviewing and updating financial policies including document retention/destruction and reviewing (revising if necessary) our insurance coverage.

Governance

The Board currently has 18 members; the limit established in the bylaws is 19. There will be at least three openings on the board as of 01/01/22 based on current members with second terms expiring.  Governance Committee members will identify candidates, complete the board candidate interview process and prepare nominations for consideration by the full Board.  
The Governance Committee is also responsible for preparing a slate of candidates for the officer positions to be voted upon by the full board at its November meeting.  Inquiries are made about interest in the positions during the summer and candidate statements are obtained before the fall board meeting.  
There is a checklist of activities to be completed around board orientation for new board members involving providing background materials, assigning a buddy, and completing our new board member committee rotation program.
There is an annual review of the bylaws by the Executive Director to identify any areas where practice has deviated from the bylaws and to determine if any amendments to the bylaws are required.  
The committee also oversees the annual evaluation of board members and committees.

Resource Development

During 2021 we must manage our chorus and delegate relationships in order to maintain the confidence and goodwill that was built during 2020.  This will involve both acknowledgement of chorus and individual donations and consistent transparent communication about our status and further funding needs. The 2021 budget requires $45,000 in donations with about $25,000 of that coming from board and staff and another $20,000 in new donations.  We are off to an excellent start with over $5,800 in donations received since the 1st of the year.

We have several grant opportunities to follow up on.  The NEA awarded $15,000 for Festival 2020 blockbuster events.  We are hoping that our virtual concert series for 2021 currently being planned will contain enough of the content originally planned for the Festival blockbusters for NEA to allow us to draw those funds.  We will also look at the Andrew W Mellon Foundation for possible funding of the New Harmony activities and the Crewe Foundation for its funding of national arts organizations.  The 2021 budget does not assume success with any of the grant opportunities.
There is a $10,000 deposit with Frank Bruni for his work as the guest speaker at Pinnacle.  We have begun making inquiries with his agency about one or more virtual events with him as a speaker.  Hopefully we will have dates for these events early in the year and can develop ticketing strategies to raise some money around them.  We will also consider ticketing our other virtual concert series events except for those who donated their registrations.

Our OneCause software license permits us to share the software with our member choruses, many of whom do not have the funding to purchase virtual event software.  We will also consider TicketSpice which has been recommended to us as an alternative.  Use of this type of software would be a service to our member choruses but might also be a small revenue source for GALA if we charged a small percentage for use of the license and knowhow.
Community Engagement Ad Hoc 

In early 2021 the initial grants were made under the newly created Community Engagement Grant Program.  Grants of $5,000 each were made to MUSE (get out the vote program engaging youth in support of the effort and including multiple community sing events) and Seattle Men’s and Women’s Choruses (unique school program including extensive engagement between the singers and the students and their families).  Shortly after the grants were made, the pandemic caused most chorus programming to go on hold.  The grant period extends through December 31, 2021 and we are hopeful that the grantees will have been able to complete their programs by that time.  If not, extensions will be granted.
Our financial situation precludes further grants for the foreseeable future.

Administration

The staffing plan for 2021 is to engage Godfrey Consulting, LLC to provide association management services.  GALA Choruses does not maintain any physical office but has a storage locker rented on a monthly basis for the storage of documents and various supplies used for conferences and Festival. There are subscriptions with Constant Contact (eBlasts), PayPal (online payment processing)l, Zoom (webinars and video meetings), Integra Planner (member data and event management), Dropbox (cloud document storage) and Bloomerang (fundraising software). 
The Executive Committee provides monitoring of deliverables under the management contract and oversees self-evaluations of Board committees and Board members.  The Executive Committee also organizes Board meetings and oversees operating plan progress reviews.  
Appendix A
   2021 Budget
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Chorus Dues
Corporate Sponsorship
Delegate Registration
Hotel Earned Comps/Penalties
Individual Donations
Interest Income
Total Revenues

Expenses

Audit

Bank Service Charges

411 Advisor Fees

Flowers & Awards

Filing Fees

Insurance

License Fees

Postage

Association Management Fee

Storage Facility

Subscriptions

Web Site Maintenance
Total Expenses

Net Income

Administration

2,500
2,500

4,500
4,750

150
150
2,000
500
250
36,450
3,240
10,480
2,250
64,720

(62,220)

Association
Services

67,500

67,500

40,000

157,950
12,500
210,450

(142,950)

Festival 2020

(40,000)
(667,844)
(20,000)

(727,844)

(727,844)

Resource
Development

45,000

45,000

48,600

48,600

(3,600)

Total

67,500
(40,000)
(667,844)
(20,000)
45,000
2,500
(612,844)

4,500
4,750
40,000
150

150
2,000
500

250
243,000
3,240
22,980
2,250
323,770

(936,614)
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