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Housekeeping

» This webinar will be recorded. The recording, transcript, and slides 
will be made available by the end of the week.

» Please ask questions in the Q & A as we go along. The presentation 
will last approximately 45 minutes, with questions for a further 15 
minutes at the end.

» Additional useful information is available on our website under the 
“Related Resources” tab here:



Access Benefits from the League

» Your orchestra’s membership in the League provides you free 
access to a wealth of governance resources and orchestra 
field research at www.americanorchestras.org

» Some of our member-only website resources require you to 
sign up and login with your own personal account

» If you don’t already receive our latest articles and news emails, 
please sign up for Symphony at: www.symphony.org

http://www.americanorchestras.org/
http://www.symphony.org/






Hosts

Doug Hagerman

Simon Woods

Immediate Past Chair, League of American Orchestras 
• Past Chair, Milwaukee Symphony Orchestra
• Retired Senior Vice President and General Counsel, Rockwell Automation, Inc.

President and CEO, League of American Orchestras. 
• Chief Executive, Los Angeles Philharmonic
• President and CEO, Seattle Symphony
• President and CEO, New Jersey Symphony Orchestra
• Chief Executive, Royal Scottish National Orchestra
• Vice President of Artistic Planning and Operations, The Philadelphia Orchestra
• Recording Producer: EMI Classics, London



Agenda

1. Introduction to the Orchestra Field Simon Woods

2. Governance of Orchestras Doug Hagerman

3. Issues and Trends Simon Woods

4. League Programs and Resources Simon Woods

5. Q & A Doug Hagerman



1. Introduction to the 
Orchestra Field









Orchestras of All Shapes and Sizes 

» Everything from full time 52 weeks salaried to per service to volunteer

» Lines of business: classical/pops/specials/education

» Venues: own/manage/lease/rent per concert

» Many (but not all) are members of the American Federation of Musicians

» Staff size from 1 to 1,000

» Budgets from $30,000 to $200M

» Urban, suburban, rural, all 50 states

» Smaller orchestras: all concerts conducted by a music director who is an employee or 
independent contractor, often living in community. Large orchestras: music director 
conducts a third or fewer of concerts, usually visits a few times per year.



League Members

• 482 adult orchestras
• 113 youth orchestras
• 12 international orchestras
• 11 collegiate
• 1,117 individuals
• 127 business partners
• 116 institutions

(as of June 30, 2025)



Group Number Operating Expenses

Group 1 > $20,000,000

Group 2 > $7,000,000

Group 3 > $3,500,000

Group 4 > $2,200,000

Group 5 > $1,100,000

Group 6 > $700,000

Group 7 > $225,000

Group 8 < $224,999

Budget Categories



Number of Member 
Orchestras

Group 1
32

Group 2
26

Groups 3, 4
70

Groups 5,6
118

Groups 7,8
238



2. The Governance of 
Orchestras



Ten Unique Things About Orchestra 
Nonprofit Board Governance

1. Three-headed leadership model

2. Variations in reporting lines for the three leaders

3. Orchestra musician representatives on board and committees

4. Some unique committees – Community Engagement; Equity, Diversity and Inclusion; Artistic

5. Lack of clarity of board role in artistic matters

6. Difficult business model with widespread structural deficits, dependency on heroic philanthropy, and 
(often) undercapitalization

7. Equity, Diversity, and Inclusion as an imperative for our field

8. Combatting perceived elitism/narrow value

9. Unique processes for selecting CEO and Music Director, influenced by Collective Bargaining Agreement 
(CBA) if have one

10. Need for constructive relationships with musicians: involve them in governance



Background

» Constituencies of an orchestra
• Musicians
• Staff
• Board
• Volunteers
• Donors
• Audience
• Community
• Students

» Sources of governance authority: state statutes and by-laws



Orchestra Leadership Model

» CEO reports to the Board Chair

» Music Director (MD) sometimes reports to Board Chair, sometimes to CEO

» Board Chair doesn’t have sole power to hire and fire CEO or MD

» Musicians and others almost always involved in CEO selection and MD selection

» CEO and MD share leadership and must adopt a collaborative relationship 

» Job Descriptions: CEO and MD — evolving roles

» Strong relationship between CEO and Board Chair is essential: Thought partners

» Board should represent the community and take an external vantage point



What Does a Board Do?

» Act as representatives of the public to maintain:
• The mission, vision, and values of the organization
• The integrity of the organization

» The Board’s purpose is to take community investment and translate it into public value

Board
» Oversight: Set metrics and accountability 

processes

» Make policies

» Provide input to and approve strategy

» Evaluate and give feedback

» Collaborate with CEO and ask strategic 
questions

Staff
» Management: Plan, organize, execute, direct

» Implement policies

» Plan and budget to execute strategy

» Report progress and outcomes

» Collaborate with board and keep them 
informed



Board ’s Collective Responsibilities

» Shape and clarify values, vision, and mission

» Set strategic direction and ensure effective planning

» Select, evaluate, and support the chief executive and music director

» Monitor performance and impact of programs and services

» Ensure adequate financial resources – networking and fundraising

» Protect assets and provide financial oversight

» Build and sustain a competent board

» Ensure legal and ethical integrity

» Enhance the organization’s public standing



Board Members ’
Individual Responsibilities

» Understand and support the mission
» Follow trends and developments affecting orchestras
» Participate in development activities: Be an ambassador, advocate, asker
» Make a personally significant annual gift
» Prepare for and participate in board meetings, committees, and other activities
» Review financial statements and budgets
» Act knowledgeably and prudently when making recommendations about how funds should be 

spent
» Respect abilities of chief executive and music director; assist when asked
» Identify and cultivate potential board members; mentor new members
» Be an advocate for the organization



Considerations in Building a Board

» Cultivation and recruitment of candidates
• Where do we look?
• Diversity of all types
• What we are looking for: passion for the mission / love of the music; familiarity with non-

profit governance; belief in community engagement and other values; willingness to 
advocate for the orchestra and participate in fundraising

» Nomination by Governance Committee
• Set explicit expectations with candidates

» Election by the board –become “directors” under state law and by-laws
» Terms
» Onboarding
» Making resources available – online collaboration tools





Equity, Diversity, and Inclusion Why does equity, diversity, and inclusion 
matter to orchestras?

» Enriching to the musical performances 
that are at the heart of the orchestral 
experience

» Essential to the long-term sustainability of 
orchestras in the context of the changing 
demographics of the country

» Vital in attracting and retaining talent

» Central to a culture of innovation and 
collaboration

» Imperative for authentic relationships with 
communities



3. Issues and Trends



Audiences

» In the 2024-25 season orchestras continued to outperform the wider performing 
arts sector, with total ticket sales up 6% since the 2022-23 season, and total 
revenue up 23%. 

» Orchestras continued to attract new ticket-buyers, with the total number of 
customer households growing by 14% between 2022-23 and 2024-25.

» Single-ticket sales also continued to grow this season, with sales rising 9% in 
volume and 27% in revenue.

» Subscription and membership sales strengthened during the same time period, 
with ticket volume increasing 4% and revenue rising 11%.

TRG/League Benchmark: https://americanorchestras.org/learn/resources-data-and-research/data-partnerships/trg-arts/
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Fundraising

» The long-term trend toward a broadening national base of support for orchestras 
continued, with the number of individual gifts rising 10% between the 2022–23 
and 2024–25 seasons.

» Revenue from these gifts grew by 6% but was tempered by a 4% decline in 
average gift size, as the number of gifts from older, wealthier patrons declined.

» While orchestras experienced more modest growth in individual giving during the 
period 2022-23 and 2024-25 than before the pandemic, this upward trend 
remained notably stronger than the 9% decline in individual giving revenue seen 
across the broader performing arts sector.



Finances

High-level financial performance indicators from FY24 Orchestra Statistical Report (165 orchestras):

+7.1% Average Change in Net Assets

4.7% Average Endowment Draw 

+10.2% Average Return on Investments 

26 Average Weeks Expense in Liquidity

34% Subscription Sales: Average % of Performance Revenue

55% Single/Group Ticket Sales: Average % of Performance Revenue

4% Tour Revenue: Average % of Performance Revenue

7% Other Performance Revenue: Average % of Performance Revenue

$0.11 Average Cost of Fundraising per Dollar Raised (including staff)

$0.48 Average Cost of Sale per Dollar of Tickets Purchased (including staff)

$32 Average Performance Revenue Per Attendee



Programming

Field Demographic Snapshot

Staff and Board Artists

• Dramatic increase in 
performances of music by 
women and composers of 
color. In 2023-24, women and 
composers of color accounted 
for 23% of U.S. orchestras’ 
programming, up from just 5% 
in the 2015-16 season

• Proportion of works by living 
composers grew from 12% in 
2015-16 to 23% in 2023-24

• Occurred across all orchestra 
budget groups and all regions

• Staff members are the most 
diverse areas of orchestras, but 
not in top positions

• Executive Directors are roughly 
50/50 men to women, but men 
dominate in larger budget 
orchestras

• Board diversity has improved 
significantly in last decade, and 1 in 
6 now identify as people of color

• But boards are still less racially 
diverse than nonprofit 
organizations in general, and 
women are still under-represented

• Significant increases in women 
conductors and conductors of 
color in last decade

• But most music directors are 
still white, and only 1 in 9 music 
directors are women

• Approximate gender parity 
among musicians, but again 
men dominate in larger budget 
orchestras

• Increase in Asian and Asian-
American musicians, but Black 
and Latino representation has 
barely moved in last 20 years



Key Themes in the Field

» Relevance: building a broader audience base, broadening demographics, building 
deeper community connections

» Programming, creativity, and new forms of presentation

» Financial and organizational sustainability

» Organizational culture and alignment

» Youth development and participation 

» Equity, diversity, and inclusion

» Tension between past and future, tradition and adaption

» Leadership development



4. League Programs and 
Resources



About the League

» The American Symphony Orchestra League was founded in 1942, with the first 
national conference occurring that same year. 

» Later relocated from Washington D.C. to New York, and rebranded as League of 
American Orchestras

» 26 full time staff, plus contractors – writers, researchers, consultants, facilitators, etc

» HQ is in New York, but the organization is largely virtual with staff in New York, 
Boston, Rochester, Detroit, Chicago, Grand Rapids, Milwaukee, Austin, Houston, 
Washington DC

» ~$7M annual budget. Income roughly divides in three: membership dues, earned 
revenue, fundraised

34



Vision and Mission

Mission
To champion the vitality 
of music and the 
orchestral experience, 
support the orchestra 
community, and lead 
change boldly

Vision
A thriving future for 
orchestras and their 
communities that 
celebrates creativity, 
artistry, and inclusion

35



League Board

» National board – all major regions of country represented

» 54 directors

» Largest sub-group within League board is board members of orchestras

» Others from across music business, including musicians, conductors, soloists, 
staff, composers, educators

» Field representation: ex-officio members represent CEO Groups 1, 2, 3/4, 5/6, 
7/8, Youth Orchestras, and Volunteer Council

36



In Person

• National Conference

• Midwinter Managers Meeting

• Seminars/Webinars

• Essentials of Orchestra Management

• Personnel Management Intensive

• Toulmin Women Composers Program

• Anne Parsons Leadership Program

• Inclusive Stages

Major 
Programs

37



Major 
Programs

38

Publications

• Knowledge Center

• Noteboom Governance Center

• Equity, Diversity, and Inclusion Resource Center

• Finance Resource Center

• Orchestra Statistical Report

• Demographic Report

• Salary & Benefits Survey 

• Research Reports

• Case Studies



• League plays leadership role in arts advocacy

• Advocacy: White House, Administration, Congress, and 
Nonprofit Sector

• Assistance to orchestras: Executive Order compliance, 
Visa Support and www.artistsfromabroad.org, Travel with 
Musical Instruments, and Charitable Giving Trends

• Supporting orchestras’ advocacy in their communities:  
Music Education Advocacy Tools, Public Value Toolkit, 
Playing Your Part Guide

Advocacy

39



The League represents orchestras 
in 304 out of 435 Congressional 
districts, plus D.C., and in every 
state. 

Together, we reach 100% of the 
Senate and 70% of the U.S. 
House of Representatives! 

And with our members evenly 
represented by both parties, 
continued bipartisan support for 
issues that impact orchestras 
remains critical. 
(As of October 2025)

Member Orchestras by Congressional 
District – 119th Congress (2025)









5. Q and A
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