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GROUNDING CONTEXT 

Revenue Mix 

For fiscal years 2016 and 2017, the revenue mix of Cleveland Public Theatre (based on forms 990) was heavily dominated by the 
category of “all other contributions, gifts, grants, and other similar amounts” at an average of 62.6% of total revenue. At the same 
time, this category’s share of the revenue mix fell from 68.3% in 2016 to 52.6% in 2017, and the dollar amount decreased by over 
$1.2 million. 
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CPT’s 2019 and 2018 Audited Financial Statement, gives deeper insight into the breakdown of certain categories of financials. For instance, grants 
(a segment of the “all other contributions…” category) brought in nearly $1.4 million in revenue in 2018 and decreased to under $900,000 in 2019. 
Grants represented 54% and 43% of CPT’s total cash revenue in 2018 and 2019 respectively, and this major portion of their revenues took a 38% 
hit with a drop in over $500,000 of funds between the two years, dropping total cash revenue 22%.  

 
 

Areas of Recent Revenue Growth 

In the roundtable discussion on revenue skills, Executive Director Raymond Bobgan stated, “ticket sales are a smaller portion of our revenue, 
probably closer to 20%.” Based on analysis of FY 2018-19 audited financials, ticket sales (box office revenue) were actually 7% of CPT revenue. 
However, this earned income line was an area of growth for CPT along five other revenue sources increased – two contributed income, one earned 
income, and two investment income. Donations, donated services, box office, concessions and boutiques, interest and other, and net investment 
income all grew by a combined $128,741 which was 20% growth overall for those lines. 
 

$1,395,553

$262,905

$160,672

$267,035

$22,755

$27,543

$12,825

$117,928

$386,821

$25,000

$3,393

$59,591

$870,891

$317,534

$180,454

$223,423

$3,200

$28,390

$9,650

$124,346

$368,415

$5,000

$8,761

$101,288

Grants

Donations

Box Office

Fees

Rentals-Special…

Concessions &…

Advertising

Donated Services

Benefit Events

Recovery of Bad…

Interest & Other

Net Investment…

 -  200,000  400,000  600,000  800,000  1,000,000  1,200,000  1,400,000  1,600,000

FY 2018  & 2019 Revenue Composition
FY18 FY 19



4 

 

Growing Revenue Lines 

FY 18 ($) FY 19 ($) 

2-Year 

Avg ($) 

2-Year Avg 

% of 

revenue 

$ 

increase  

% 

increase  

Contributed 
Donations 

          

262,905  317,534 290,220 11.65% 54,629 20.8% 

Donated Services 

          

117,928  124,346 121,137 4.86% 6,418 5.4% 

Earned 
Box Office 

          

160,672  180,454 170,563 6.85% 19,782 12.3% 

Concessions & 

Boutiques 

            

27,543  28,390 27,967 1.12% 847 3.1% 

Investment 
Interest & Other 

              

3,393  8,761 6,077 0.24% 5,368 158.2% 

Net Investment Income 

            

59,591  101,288 80,440 3.23% 41,697 70.0% 
        

 Total Revenue 632,032 760,773 696,403 27.95% 128,741 20.37% 

 
Efficiency Ratios 

Fundraising efficiency for CPT was healthy and steady between 2016 and 2017 at 64.2% and 62.8% respectively. Staff/labor revenue generating 
efficiency was 23.0% in 2016 and improved significantly to 48.5% in 2017. Advertising efficiency was 5.2% in 2016 and showed modest growth to 
8.5% in 2017. 
 

Months of Cash 

 In 2018, Cleveland Public Theatre had a surplus of $180,030 and 4.7 months of cash. For fiscal year 2019, CPT had a deficit of $262,658 with 4.3 
months of cash. From 2018 to 2019, monthly expenses rose by over $10,000 ($128,264 annual expenses) while cash and cash equivalents – the 
most liquid form of assets - decreased by nearly $37,000 for the year. This mild drop in months of cash suggests a stable amount of liquidity with a 
slight decrease to monitor.  

 FY18 FY19 

Surplus/Deficit  $188,030   $(262,658) 

Average annual expenses $2,352,999   $2,481,263  

Monthly average expenses $196,083  $206,772  

Cash and cash equivalents $919,457  $882,667 

Months of cash                4.7              4.3  
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Privately Earned Income (PEI) 

Privately earned income – box office, fees, rentals (special events), concessions and boutique, advertising, and benefit events – dropped but its 
share of total cash revenue increased by from 33% to 41% 
from FY18 to FY19 mainly due to significant drop in grant 
funds and, to a lesser extent, recovery of bad debt. Box office 
and concessions and boutique were the only categories of PEI 
that grew in the two-year period. PEI averaged $845,592 

across FY18 and FY19 and was more stable than grant funds.  

 
Interview Info 

In the revenue skills panel, Executive Director Raymond 
Bobgan stated that, if a potential funder approached him ready 
to write a check for him to use as he desired, he would “shore 
up our reserves” followed by “investments in some longer-term 
programming” and “[putting] money directly in the hands of 
artists.” He also declared his preference for generating 
consistent operating surpluses and using debt and deficits 
strategically. 
 
During the same panel, Caitie Milcinovic, Director of 
Organizational Advancement offered “during my tenure, a big focus has been increasing major gifts. And we have definitely seen some strides 
there. But I would say the base of the pyramid at CPT has always been strong, which is through direct appeal letters and now with our great online 
website.” These statements provide insights into CPT’s current priorities for acquiring and using funds. 
 

Geography  

CPT is located in the racially/ethnically diverse city of Cleveland where the estimated population was 381,009. In 2019, 66.6% of the population was 
non-white and/or of Hispanic/Latino origin. Median income in Cleveland is $30,907 and 32.7% of the population live in poverty – three times the 
national rate. However, based on Census data, more than 49,000 households in the Cleveland metro area have incomes of $200,000 a year or 
more. 

 
Operations 

CPT’s 2015-2016 application for general operating support from Cuyahoga Arts and Culture(CAC) declared a goal “to strengthen capacity by 
maintaining our operating reserve of $100,000” while investing an additional $100,000 in their $200,000 risk capital fund to facilitate innovative 
programming. During the revenue skills panel, Caitie Milcinovic stated that prior to the COVID-19 pandemic, CPT had a quarter-million dollars in 
operating reserves and were building off 15 years of surpluses. CPT also has a building reserve built on a $1M donor-restricted grant invested at 
the Kresge Foundation. CPT’s audited financials state that only the investment earnings from this reserve can be used for costs of maintenance or 
replacement of building systems. In the case of an emergency that would “[impact] function or condition of performance facilities” or require CPT “to 
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https://www.census.gov/quickfacts/fact/table/clevelandcityohio/PST045219
https://www.census.gov/quickfacts/fact/table/clevelandcityohio/PST045219
https://data.census.gov/cedsci/table?g=0500000US39035,39055,39085,39093,39103&tid=ACSST1Y2019.S1901
https://lmscontent.embanet.com/CWRU/SASS407/ALP/SASS407_ALP_Cleveland_Public_Theater_application_ada.pdf
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protect them from imminent damage,” CPT may use all or a portion of reserves provided that have established a reasonable board-approved plan to 
replenish the reserves within 10 years through additional fundraising and/or surpluses. CPT is currently drawing down some of these reserves to 
avoid decreases in operations. 
 
According to Raymond’s revenue skills panel interview and the CAC application, CPT does not look to board members to generate revenue 
sources. Rather, their role is to conduct planning in collaboration with senior staff, develop and approve the budget, hire staff, recruit volunteers, 
“buy lots of tickets”, and participate in Pandemonium. Raymond also offered that CPT has a highly dedicated staff who are generally excited to 
support mission-driven revenue generating ideas. This likely is a major factor in CPT’s impressive fundraising and staff revenue generating 
efficiency ratios. Staff in key revenue generating positions within CPT are Raymond Bobgan (Executive Artistic Director), Caitie H. Milcinovic 
(Director of Organizational Advancement), Nicole Futoran (Donor relations associate), and Caitlin Lewins (Director of Audience Engagement & 
Media Relations). 
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EXPERTISE, LEARNINGS, AND LIMITATIONS 

Readings / Support Material (best practices) 

The overarching themes of best practice for revenue development are finding the appropriate fit and balancing risk and reward. In the words of 
consultant Nancy Osgood, we want to ensure “the juice is worth the squeeze.” For example, a Harvard Business Review article cautions “Despite 
the hype, earned income accounts for only a small share of funding in most nonprofit domains, and few of the ventures that have been launched 
actually make money.” CPT should pursue revenue sources keeping in mind that mission, capacity, and capital must be balanced to support 
mission delivery. 
 
Donations (a portion of PEI) for CPT are about 10-16% of privately earned income at around $300,000, so there is room to increase this line. 
According to Beyond Sustainability: Identifying the Right Resource Mix for Growth, individual contributions come in two major categories: 1) many 
and small, and 2) few and large. Many and small contributions characteristically come with moderate predictability and high autonomy. Few and 
large contributions tend to come with low predictability and low autonomy. A challenge to consider with growing these lines is crowd-out in which 
“donors or purchasers might adjust their decisions due to their views on your other resource acquisition efforts.” CPT will have to make efforts not to 
seem as if they do not need further contributions from current/potential donors. These sources would require more effort from those higher up in the 
organization - Raymond and other revenue generating staff - and possibly come with restrictions/strings attached, but if they cultivate contributors 
that are the right fit for CPT's mission and don't require surrendering too much autonomy, this could yield high dollar amounts that would multiply the 
donations line. 
 
In 2018, 79.8% of CPT’s $8.7 million in assets were in property, equipment, and investments which are less-liquid forms of assets. That percentage 
increased slightly in 2019 when 80% of CPT’s nearly $8.6 million in assets were in property, equipment, and investments. 

 2018 2019 

CURRENT ASSETS   

Cash and cash equivalents 919,457 882,667 

Receivables 829,220 817,918 

Prepaid expenses and other assets 6,199 10,413 

Total current assets 1,754876 1,710,998 

   

NON-CURRENT ASSETS   

Property and equipment, net 5,973,394 6,036,873 

Investments 972,264 847,166 

Total non-current assets 6,945,658 6,884,039 

   

Total assets $8,700,534 $8,595,037 

 
While this arrangement of assets is positive for durability, the article Why Do Balance Sheets Matter tells us CPT also needs operating cash flow for 
liquidity and adaptability, risk (strategic debt and reserves) for adaptability, and an endowment for durability with some adaptability. This suggestion 
aligns with plans outlined in the CAC grant application to strengthen CPT’s operating reserves and invest in the risk capital fund as well as the 
growth in the category of “interest and other” from 2018 to 2019.  

https://hbr.org/2005/02/should-nonprofits-seek-profits
https://www.giarts.org/sites/default/files/Top%20Ten%20Finance%20Essentials.pdf
https://nonprofitquarterly.org/beyond-sustainability-identifying-the-right-resource-mix-for-growth/
https://nonprofitquarterly.org/is-diversification-of-revenue-good-for-nonprofit-financial-health/
https://www.giarts.org/article/why-do-balance-sheets-matter
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Benchmarking Information 

As discussed earlier in the section “Revenue Mix”, CPT’s revenue composition is heavily reliant on grants (in the category of “contributions and 
grants”) with benefit events (fundraisers), donations, fees, and box office rounding out the top five revenue earning streams. Contributions and 
grants represent 78% of CPT’s 2016-2017 revenue. In comparison, Cleveland’s Great Lakes Theatre revenue was 40% contributions and grants 
(with heavier reliance on program service revenue at 58%), contributions and grants represented 55% of New York’s La Mama Experimental 
Theatre’s revenue. 

 
 

Great Lakes Theater is in CPT’s market, but they more focused on plays 
considered classics, while CPT’s focus is on new and groundbreaking 
performances more in the vein of La Mama. CPT seems to do more to incubate 
and support new talent – particularly from marginalized experiences - and to 
take risks and innovate in their work. CPT also seems to do more to meet the 
community where they are – including housing projects and transitional 
housing facilities – and present work in a way that might be more inviting to 
people who wouldn’t traditionally feel welcome in the mainstream theater world. 
This, along with Raymond Bobgan’s panel statement “our mission is to be 
accessible and to have low ticket prices so that our community can have 
access to the work,” sheds some light on why CPT’s program service revenue 
– which includes box office, performance fees, and education services - is only 
14% of CPT’s revenue while program service revenue is around half the 
revenue for the other two theatres.  

 
Limitations 

As an outside party without more intimate experience of CPT’s operations or the operations/revenue of theatres against which CPT is 
benchmarked, there are limitations to my analysis and questions that remain. Because I lack more familiarity with the organization staff, 
stakeholders, audiences, and the Cleveland area, the recommendations to follow are educated guesses (supported by the preceding pages of 
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information) that may require refinement to better fit the needs of Cleveland Public Theatre. Because I am comparing Form 990 information for FY 
2016-2017(for all three theatres) to CPT audited financial information for 2018-2019, there are some differences in detail available – for instance 
donations and grants (other than government grants) are not separated out in the 2016-2017 financial information, so I am unable to analyze trends 
in donations across all four years. Even with donation information available for 2018-2019, I am not able to ascertain how much these figures are 
comprised of smaller gifts versus major gifts. This difference in available details also contributes to an inability to analyze longer trends in privately 
earned income, months of cash, and risk measures. Additionally, if I had more time beyond the 14 weeks of this course (during which I was a 
student just beginning to learn about nonprofit revenue development), I would likely be able to strengthen my recommendations and tailor them 
better to CPT’s current situation and goals for the future. 
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CONSULTING RECOMMENDATIONS 

The preceding information is based on analysis of forms 990 for fiscal years 2016 and 2017 for CPT, Great Lakes Theatre, and La Mama 
Experimental Theatre; CPT’s audited financial report for June 20, 2019 and 2018; CPT’s 2015-2016 application for operating support; and 
calculations of revenue mix, privately earned income, financial health, as well as field expert sources linked. The following recommendations flow 
from this analysis. 
 
Patreon and livestreaming (Estimated Annual Net Revenue: $29,002) 

This opportunity creates the potential to build on box office revenue growth from 2018 to 2019 while allowing CPT to reach a wider audience of 
small donors via livestreaming and online engagement. Patreon subscribers would be divided into three tiers – entry-level ($4 - $14.99 
subscription), mid-level ($15 - $34.99), and higher-level ($35+). Entry-level (assumed 50 or more patrons) would include low-effort perks such as 
behind-the-scenes photos and short video clips and chat community. Mid-level (assumed 65 or more patrons) would include all perks of entry-level 
tier plus one comp ticket for a preview/Monday/Thursday show per season, and a producer credit on shows when they are subscribed during the 
month. Higher-level (assumed 50 or more patrons) would include all perks of mid-level tier plus access to live/on-demand shows and enabled 
archive shows (during active subscription). CPT already offers program recognition to donors and select comp tickets to its audiences. CPT showed 
livestream/broadcast capabilities in producing virtual shows for the 2020/2021 season and capacity to archive shows on their website. Where the 
organization would need to build capacity is in setting up and maintaining accounts and subscriptions on Patreon and livestreaming partner 
Crowdcast. 
 
Trailblazer+ Level for Major Donors (Estimated Annual Net Revenue: $550,304) 

This revenue opportunity is based on building from CPT’s current Trailblazer donor level which indicates a gift of $25,000 or more. It is reserved for 
major donors who give $50,000 or higher (assumes CPT recruits 15 donors at this level) and earns all the current CPT Director’s Circle perks - 
program recognition, concessions vouchers, personal concierge to reserve tickets, website recognition +wildcard, opening night tickets, curtain 
speech recognition, program/website recognition, and annual private dinner with Raymond Bobgan and other Director's Circle members – plus an 
exclusive opportunity for a private show. The Trailblazer+ donor would be able to select one production during the season (matinee, Tuesday, or 
Wednesday) in advance to reserve theatre for a private viewing party of a CPT production. This opportunity builds on capacities CPT already has 
and leverages current programs for a bigger financial return. It would require CPT add a maximum of 15 (total) extra show dates to their season. 

 
Endowment (Estimated Annual Net Revenue: $10,412) 

CPT can set aside some income from Trailblazer+ revenue to invest and continue the growth in “interest and other” category. Developing and 
growing an endowment from which they can draw interest is a promising possibility for CPT. Based on "Beyond Sustainability: Identifying the Right 
Resource Mix for Growth", this option could provide them with a revenue source with a high degree of predictability and autonomy. CPT could use 
the interest income to build up operating reserves and the risk capital fund, contributing to their ability to deliver innovative programming according 
to their mission. It could also support durability if they make the case for long-term sustainability for CPT to the board and stakeholders. This 
opportunity assumes 47% of Trailblazer+ funds would be donor-restricted to the endowment principle. Revenue would be higher if additional 
principle were added. It would require minimum effort or additional capacity as CPT has already pursued investments earning interest income of 
$8,761 in FY 2019. 
 

For a more in-depth evaluation of these opportunities, see the evaluation matrix. 

https://nonprofitquarterly.org/beyond-sustainability-identifying-the-right-resource-mix-for-growth/
https://nonprofitquarterly.org/beyond-sustainability-identifying-the-right-resource-mix-for-growth/
https://drive.google.com/file/d/1CqhjNhwEE-USbFF0K7-6yxSgC33ZRP9A/view?usp=sharing

