
AUSTIN SOUNDWAVES

STRATEGIC FRAMEWORK

2019-2021



The first formal strategic framework for Austin Soundwaves was created in 2013. This plan was 
written by two staff members and based on our experience running a startup music education 
program from 2011-2013, and also based on hundreds of conversations with board members, 
music educators, and community leaders. At that time we had two full-time staff members and six 
part-time teaching artists. We carried out our administrative duties within the Long Center’s storage 
area and carried out Austin Soundwaves at one school in East Austin. Our funding came primarily 
from individuals and private foundations, and we weren’t sure how we could continue to develop, 
improve, and grow our programming in a sustainable way.   

We have come a long way since 2013, though we still have obstacles in our path. We currently 
employ three full-time staff members, 15 part-time teaching artists, and serve nearly 500 students 
in grades 1-12 across 11 schools. In addition to private philanthropy, our funding includes school 
contracts, earned revenue, and government funding. We have had four graduating classes and 
we carry out multiple public events and collective impact projects in addition to our core 
programming. 

When the time came to create an updated strategic document that would guide our next phase 
of development and growth, we turned to those who know our program and those we serve the 
best: our teaching faculty. During the summer and fall of 2018, working groups logged more than 
100 hours to create the foundation for an updated strategic framework. During this time we also 
held strategy meetings with board members, educators, and community stakeholders. Our goal 
was to create a user-friendly document that could help nudge us back on track and guide us 
through the ups and downs of the next three years. 

The document that follows is our first iteration of an updated strategic framework for Austin 
Soundwaves. During the summer months of 2019, we will complete a thorough literature review to 
accompany this plan. We will also develop updated marketing materials and create internal
systems for monitoring our progress as we get ready to start our 9th year of programming on
August 1, 2019.  

INTRODUCTION TO THE FRAMEWORK
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    Austin Soundwaves provides high-quality music education to 
artistically-underserved youth as a means to strengthen resiliency and awaken 
intrinsic motivation to learn, create, and achieve. 

       Making exceptional music education accessible and available to all 

      We envision a world where every child 
has access to music and intensive ensemble music learning and performing to promote 
positive youth development and thriving communities. (Vision of El Sistema USA--Austin 
Soundwaves is a Founding Member of El Sistema USA)

MISSION & VISION FROM 2013

           MISSION:

VISION:                  
kids, teens, and adults in Central Texas. 

SHARED NATIONAL MISSION:

MISSION & VISION TODAY

Austin Soundwaves makes music learning accessible and 
equitable for all Central Texans. 
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WHO WE ARE & 
HOW WE GOT HERE

Hispanic Alliance for the Performing Arts (HAPA) was founded in 2010 to encourage Hispanic 
participation in the arts and to provide music education programs for youth. The organization 
sought to improve equity and representation in the arts at all levels while supporting the artistic, 
social, and academic development of underserved youth throughout Central Texas. 

In addition to creating an El Sistema inspired music education program, the organization’s
founding members wanted to: 

· Create a mentoring program connected to the performing arts for underserved students.
· Provide opportunities for lower-income students to attend arts performances.
· Organize performing arts events for the Hispanic community and other communities that have
limited access.

To ensure Hispanic involvement in their programs, HAPA formed early relationships with the 
following organizations: Austin Classical Guitar, Austin Opera, Austin Symphony Orchestra, Ballet 
Austin, The Long Center, and ZACH Theatre. It also created partnerships with the College of Fine 
Arts and the Teresa Lozano Long Institute for Latin American Studies at The University of Texas at 
Austin.

After a year of planning and fundraising, HAPA hired its first employee, Patrick Slevin, a graduate of 
the Sistema Fellows Program at the New England Conservatory. Through a partnership with the UT 
College of Fine Arts, Patrick was formally employed by UT as HAPA continued to develop 
organizational infrastructure and raise funds.  

In October 2011 we launched our El Sistema inspired music education program, Austin 
Soundwaves. After starting with 42 students at a single site in East Austin, Austin Soundwaves 
currently serves nearly 500 students in grades 1-12 across 11 schools. Our programming has 
evolved and grown in scope since 2011 and now includes traditional band and orchestra 
programming as well as mariachi, improvisation, and interdisciplinary programming that 
encourages activism through music. 

Since 2013 we have coordinated Austin’s citywide musical instrument drive, Fall Into Music. Now 
an annual event that includes community performances and instrument collection sites, Fall Into 
Music has brought in more than 3,000 instruments and distributed them to 20 different schools and 
nonprofits. We also run several leadership events and collective impact projects such as the Austin 
Music Education Coalition, the UT Creative Community Fellowship, and the Draylen Mason Fellows 
Program. 

HISPANIC ALLIANCE FOR THE PERFORMING ARTS (d/b/a The Hispanic Alliance) 
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HISPANIC ALLIANCE FOR THE PERFORMING ARTS (d/b/a The Hispanic Alliance) 

WHO WE ARE & 
HOW WE GOT HERE cont.

In 2014, our Board of Directors elected to assume a d/b/a, The Hispanic Alliance, and augment our 
work to include programs and services for Spanish-speaking adults. At this time we also began 
operating an annual fundraiser for all of our programs, the Authentic Mexico Gourmet Gala. From 
2014 to 2018 we offered two non-arts programs to the Central Texas community. These programs, 
Emprendedor U and OLEH, were taught in Spanish and were offered at no cost to participants and 
taught skills such as business networking, entrepreneurship, and wellness. 

The Board of Directors voted in November 2018 to pause Emprendedor U and OLEH programming 
in order to determine how best to move forward with each program. Subsequently, in June 2019 
the Board of Directors voted to remove the two adult education programs (Emprendedor U and 
OLEH) outside of the organization in order to focus exclusively on sustainably developing Austin 
Soundwaves and working to make music learning accessible and equitable for all Central Texans.
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El Sistema (“The System”) began in Venezuela in 1975 by Dr. José Antonio Abreu (1939 - 2018) as a 
vehicle for social change through music. Its success over the following 30 years resulted in similar 
programs all over the world, reaching the United States shortly after Abreu received a TED prize in 
2007. Since the initial handful of programs that launched that year and the years prior, programming 
has blossomed into more than 150 El Sistema-inspired organizations, creating access to high-quality 
music education for over 25,000 youth. These programs are based in large urban areas, from Los 
Angeles to Boston, smaller cities such as Allentown, Pennsylvania and Yakima, Washington, and even 
rural communities like Pittsfield, Massachusetts. On December 1, 2012 El Sistema USA was founded in 
order to capture the collective impact of El Sistema in the United States and to help support 
developing programs by providing resources such as repertoire, sample documents, and opportuni-
ties to purchase instruments at a reduced cost.

WHAT IS EL SISTEMA?

Inspired by the philosophies of El Sistema, Austin Soundwaves partners with schools and community 
centers to provide free, high-quality music education to youth throughout Central Texas. Our 
pedagogy emphasizes a commitment to ensemble-based musical training that is complemented by 
specialized individual and small group instruction. Mentoring is an important aspect of our teaching, 
starting with our staff instructors (Teaching Artists), trickling down to the older, more experienced 
students who serve as role models and teachers for younger and less-experienced players.

The combination of ensemble-based learning, along with adequate time for specialized instruction, 
helps our students develop important transferable skills necessary to succeed. Whether it is 
negotiating conflict in collaborative settings, learning and applying valuable leadership skills within 
their ensembles, improving focus regardless of environment, or developing the creativity and 
reasoning required for improvisation and composition, the students carry these lessons to other 
subjects and into their personal and professional lives. Most importantly, Austin Soundwaves provides 
a large number of performing opportunities and unique arts experiences for students as well as their 
families, thereby not only building bridges between the diverse communities of the region, but also 
with the existing arts and cultural ecosystem of Central Texas. Our overarching goal is to make music 
learning accessible and equitable for all Central Texans. 

WHAT IS AUSTIN SOUNDWAVES?

high quality
music 

education

free
individualized 

instruction 
individualized

instruction

mentorship
program

collaborative 
community

events
SUCCESS

=+ + +

5



We primarily serve youth, and especially those who would not otherwise have access to an 
exceptional music education program filled with talented faculty and caring mentors. 

Looking toward 2021, we seek to also serve young adults through career development initiatives as 
well as older adults through performances and intergenerational learning programs. 

SPECTRUM OF SERVICES

EARLY CHILDHOOD 
& ELEMENTARY

MIDDLE & HIGH 
SCHOOL

YOUNG ADULTS 

ADULTS & SENIOR 
CITIZENS

- All students receive free, in-school music
education regularly at their neighborhood school.
- Students have pathways to free and low-cost
music lessons and after-school music programs
and experiences.

- All students have access to sequential music
education programs at their school.
- Students have access to specialized, advanced,
and collaborative music programs and
experiences.

- Those who are interested in a career in the arts
know their options and how to succeed, and
have access to the tools and mentors needed to
succeed.
- Representation is equitable and reflects our
community and its changing demographics.

- Adult beginners and “rusty musicians” have
opportunities to play music.
- Accessible music performances inspire,
challenge, and bring joy to diverse communities.

- Senior Citizens can “creatively age” through
accessible performances and opportunities to
make music

DEMOGRAPHIC: OUR VISION FOR CENTRAL TEXAS:

                                                           Making music learning accessible and equitable for all.SPECTRUM OF SERVICES:
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CORE PROGRAMMING TENETS

CORE BELIEF: Music education is a human right. Early learning opportunities must be convenient and 
accessible. Programs for the poor must not be of poor quality; they must be of the highest quality. 

2021 GOALS:

ACCESS & QUALITY

- Serve 1,000 students through school partnerships by providing students with 5-20 hours per week of
specialized instruction for students.

- Serve 50 music educators by providing 20 hours annually of professional development and

mentorship.

EQUALITY & REPRESENTATION THROUGH INTEGRATION
CORE BELIEF: Equity and representations are the result of intentional efforts to integrate; access does 

not equal equity. Intentional Integration is the most effective strategy to enhance educational 

outcomes for students and is vital for the success of America’s schools and performing arts institutions. 

Active music-making is one of the best ways to build bridges across diverse cultures and communities. 

2021 GOALS:
- Serve 250 youth through advanced music programming and career mentoring.
- Form “Integration Partnerships” with schools and partner youth music programs, especially those that

are deemed elite or have skill-based barriers to entry.
- Develop leadership and internship programs for underrepresented college students to promote

equity in Austin’s arts community.
- Regularly collect data, evaluate programs, and participate in local and national advocacy

initiatives.

CORE BELIEF: Music is core, not extra. Talent is universal but opportunity is not.The best way to ensure 
every child in America has access to music is to provide this opportunity at every public and private 
school for every year, pre-K-12. Schools must invest money in music education; nonprofits, funders, 
and artists should enrich and support each school’s efforts. 

2021 GOALS:
- Core Austin Soundwaves programming is funded by predictable funding sources.
- Partnerships are long-term and aligned around shared goals.
- Resources and hours of instruction across Austin Soundwaves partner sites are equitable.
- We fundraise a year in advance and use grants and philanthropic dollars to pilot new programs,

provide extra lessons and mentoring, and to make investments for the future.
- We invest in professional development and wellness for staff and faculty and support students

professionally and personally beyond graduation.
- We invest in data collection, research, and advocacy at multiple levels.

SUSTAINABILITY & IMPACT

PROGRAM/INITIATIVE
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PROGRAM/INITIATIVE YEAR ESTABLISHED 2021 DIRECTION

OUR WORK TODAY:
SUMMARY & RECOMMENDATIONS

AUSTIN 
SOUNDWAVES

ADVANCED 
SKILLS & 

MENTORING 
PROGRAM 

FALL 
INTO 

MUSIC

AUSTIN CHARTER 
SCHOOL MUSIC 

EDUCATION 
COALITION

MARIACHI 
PROGRAMMING

Shift from a program to an umbrella 
organization. 

Rebrand, rename, add new metrics, 
and refine program model/metrics. 
Commit to targeted integration and 
equity efforts and increase resources 
for highly-advanced students. 

Continue to develop without 
significant changes. 

Form a working group to consider 
expanding initiatives beyond charter 
schools; expand partners and 
professional development 
opportunities.

Continue to develop without 
significant changes. 

2011

2013

2013

2015

2015
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PROGRAM/INITIATIVE YEAR ESTABLISHED 2021 DIRECTION

OUR WORK TODAY:
SUMMARY & RECOMMENDATIONS

COLLABORATIVE
COMMISION 

INITIATIVE

KMFA 
VIOLIN

ALUMNI 
INTERNSHIP 
PROGRAM 

DRAYLEN 
MASON 

FELLOWS 
PROGRAM 

CREATIVE 
COMMUNITY 
FELLOWSHIP

Use as a platform to build Austin 
Soundwaves as a professional 
performing ensemble in addition 
to an education organization. 

Continue to develop without 
significant changes. 

Develop curriculum and better 
document; consider offering 
stipends to interns. 

Continue to develop without
significant changes and 
incorporate best practices into core 
Austin Soundwaves programming.  

Continue to develop without 
significant changes and look into 
partnerships with St. Edward’s 
University, ACC, and Texas State 
University.  

2016

2016

2018

2018

2019

9



2021 DIRECTION

STUDENTS SERVED BY YEAR

2011

2012

2013

2014

2015

2016

2017

2018 41

17

12

6

NA

NA

NA

NA

2019 60 600

492

321

266

208

112

110

88

65

(projected)

# of graduatesyear total # of students
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GOVERNANCE

GOVERNANCE AS OF MAY 2019 

President 
Vice President 
Secretary 
Treasurer 
7 Additional Members 
11 Voting Members 

Active Committees: Executive Committee
Inactive Committees: Finance, Development, Communications 

GOVERNANCE  GOALS FOR 2021

President 
Vice President 
Secretary 
Treasurer 
11 Additional Members 
15 Voting Members 

Active Committees: Executive, Development, Finance, Program, Governance, Equity & Integration 
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STAFFING

STAFFING AS OF MAY 2019 
Full Time - 3
Part Time - 14
Contract - 2

STAFFING GOALS FOR 2021
Full Time - 6
Part Time - 6
Contract - 4

Executive & Artistic Director (FTE) 
Development & Marketing Director (FTE) 
Development Manager (FTE) 
Administrative Assistant (PT) 

Director, Pedagogy & Teaching Quality (FTE)
Manager, Innovation & Program Development (PT) 
Director, Strings Learning (FTE) 
Director, Winds & Percussion Learning (FTE) 
Teaching Artists (PT) 

Additional/supplemental roles to consider for Teaching Artists: 
Manager, Composition & Improvisation (PT) 
Manager, Equity & Integration (PT) 
Manager, Curriculum & Program Design (PT) 
Manager, School & Community Partnerships (PT) 
Manager, Social Media & Communications (PT) 

Contract Positions:
Manager, Data & Evaluation (Contract) 
Composer in Residence (Contract) 
Activist in Residence (Contract) 
Contract Bookkeepers and CPA (Contract) 
Substitute Teacher Pool (Contract) 
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26%

22%

18%

17%

6%

4%
3%

2%

1%

Gala - $ 108,178

Government Grants - $88,715

Contracts - $74,775

Foundation Grants - $68,000

Individual Contributions - $24,234

Earned Revenue- $21,213

Corporate Funding - $10,300 

Draylen Mason Fellows Program - $8,004

Sustainers Circle - $4,895

FINANCIAL POSITION FY19

$408,316 TOTAL
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Draylen Mason Fellows Program - $8,004

Fundraising Events- $ 50,000Government Grants - $175,000

Contracts - $100,000

Foundation Grants - $100,000

Draylen Mason Fellows Program - $2,500

Individual Contributions - $25,000

Earned Revenue- $75,000

Sustainers Circle - $10,000

32%

18%
18%

14%
9%

5% 2%

1%

FINANCIAL POSITION GOALS FY 21-22

$560,000 TOTAL

* Maintain 4 months cash on hand and 30K line of credit
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2019 - 2021 KEY OBJECTIVES & TACTICS
(ORGANIZATIONAL)

OBJECTIVE 1:

TACTICS & STRATEGIES:
1. Decide with support from board, staff, and stakeholders whether to have Austin Soundwaves and

economic mobility programs become separate entities.
2. Alleviate tensions caused by organizational and programmatic brand confusion.
3. Confirm legal structures and communication strategies based on decisions.
4. Review bylaws and governance to align with branding and organizational structure decisions.

Solidify organizational structure and brand hierarchy. 

OBJECTIVE 2:

TACTICS & STRATEGIES:
1. Review current school partnerships, pricing models, and funding sources.
2. Create formulas and models that tie program growth to sustainable funding sources and program

effectiveness (impact).
3. Develop qualitative and quantitative criteria for assessing current and future partnerships.
4. Increase the percentage of our budget that comes from earned revenue sources.

Develop metrics and systems to ensure sustainability and impact. 

OBJECTIVE 3:

TACTICS & STRATEGIES:
1. Develop marketing materials that tell engaging stories.
2. Create annual marketing targets and benchmarks.
3. Create internal tracking systems and workflow plans for marketing efforts.

Align marketing strategies with programmatic and financial goals. 
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2019 - 2021 KEY OBJECTIVES & TACTICS
(PROGRAMMATIC)

OBJECTIVE 1:

TACTICS & STRATEGIES:
1. Serve 1,000 students through school partnerships by providing students with 5-20 hours per week of

specialized instruction.
2. Increase and align teaching hours per week across partner schools.
3. Create 1-year process for engaging and onboarding new partner schools based on need and

likelihood for sustainability.
4. Serve 250 youth through advanced music programming and career mentoring.
5. Develop new collaborative learning events as well as online learning resources for students and

teaching artists.
6. Enhance and formalize peer to peer mentorship and internship programming.

Double number of students and teachers served and increase the 
rigor of advanced programming options. 

OBJECTIVE 2:

TACTICS & STRATEGIES:
1. Create systems to pilot and develop faculty-led ideas that have potential to strengthen our

curriculum, open new revenue sources, and make advanced music learning opportunities more
equitable.

2. Decide on more engaging name for Advanced Skills & Mentoring Programming.
3. Create a community marketing team and advisory committee made up of community members,

parents, and students.
4. Formalize and quantify our initiatives that focus on equity and integration.

Align all initiatives under updated mission/vision and distinct 
programming departments (early childhood, elementary, etc.) 

OBJECTIVE 3:

TACTICS & STRATEGIES:
1. Make available demographic data for schools and nonprofits that provide youth arts programs.
2. Participate in data collection efforts along with local and national advocacy initiatives.
3. Increase investmentment in professional development and wellness for staff and faculty and support

students professionally and personally beyond graduation
4. Expand our Music Education Coalition to include ongoing professional development for educators

and administrators.
5. Form “Integration Partnerships” with schools and youth music programs with skill-based barriers to

entry.
6. Create and develop leadership and internship programs for college students to promote equity in

Austin’s arts community.

Expand and develop collective impact projects and collaborative, 
multidisciplinary performances.
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