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6.CEPAM Reggio Emilia

“Zuccherd was born in Reggio Emilia in November 1955.
It is curious to notice that in a few squ&il®metres,
between Reggio Emilia and the Emilian mountains,
it is possible to find many different sucfessxperiences:
Vasco Rossi, singer of the inextinguishatalek soul of the region;
CCCP-Fedeli alla Linea, with their pro-Soviet ptnk
the crazy and genial Lady, oh Lady Spagna,
born from the huge discos of the “lowlandg$’tloe province
and ended up achieving the top of many world’'stsha
Everything there, between Reggio Emilia, ModerdBologna:
Nomadi, Equipe 84, Francesco Guccini, Lucio Dalla,
Ladri di biciclette, Ligabue..?

Pier Vittorio Tondelli
Un weekend postmoderho

The Schools of Musicin Reggio Emilia and its Province since 1981

CEPAM, Permanent Centre for Music Activities, wagated in 1981 by a group of
teacher$ guided by Giuseppe Codeluppi, Director of the $thmtil 1992, with the support
of the local ARCI Committee and the City Council of Reggio Enfilit was the result of the
previous experience of the Popular Courses of Mussarted in 1976 and guided by ARCI,
the biggest Italian non-profit organization in thdtural field. CEPAM now belongs to the
ARCI Reggio Emilia Committee and organizes its pament music courses and activifies

CEPAM main characteristics are the total opennessrds any music genre and the
attention to the continuing evolution of the musinguage. CEPAM Schools are open to all
people, no matter their age, level and ambitions.

From its beginning, the Centre has always growssipg from 100 pupils the first year to
the current 900, for a total of approximately 1®.@upils in instrumental courses, becoming
the biggest private Music School in the Emilia Rgma region, and one of the most
important and peculiar in Italy.

But beyond numbers, what makes CEPAM a unique exper is the deep connections
with its territory, people and institution# distinctive characteristic of the School is the

! Zucchero “Sugar” Fornaciari.

2 And, among others: Luciano Pavarotti, Gianni Mdiiarva Zanicchi, Pierangelo Bertoli, Modena City
Ramblers, Andrea Mingardi, Luca Carboni, Cesarerréni (Lunapop), etc.

3 Pier Vittorio Tondelli,Un weekend postmodernt®90, p.77

* Among whom: Giuliano Giovanelli, future Directof the School, and Massimo Giuberti, drum and music
theory teacher of the School, fundamental for dineelopment of the network of Schools in the progin

® ARCI, Italian Cultural and Recreative Associatibas about 1.200.000 members.

® Especially with the Culture Councillor Rossi. TBity Council has then, during the years, more armtem
reduced its support to the School.

" Concerts and events are organized by anotheiativislled “ArciSpettacoli” (ArciEvents).
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organization and management of municipal Music 8thm the Province, in agreement and
with the support of the local municipalitisThis promotes the diffusion of basic music
knowledge and solves the problem of transportat@nyoungsters. The main School in
Reggio, offers both basic and specialization caurggt attract people from the entire
province.

During the years, CEPAM has expanded its fieldabivay offering and developing music
workshops in ordinary schools, music courses famgopeople living in troubled families,
music activities in centres for elderly people,toes for disabled and in a community for the
recovery of drug addicted people. This evolutios hmeade CEPAM a real centre for cultural
production and the point of reference for musidevétes in the whole province.

CEPAM factsand figures

ITALY: CEPAM is one of the biggest Music Schoolslfaly in terms of students number.

STUDENTS: Approx. 900 pupils in 12 Music Schoolsnmaged

STAFF: Approx. 50 teachers, 3 administrative emetsy and 2 volunteers (plus support from ARCI’s
centralized functions)

COURSES: more that 50 instrumental courses andshops

PREMISES: 350 fof floor space in the main School plus 35 schamtts in 11 towns in the province
EXTRA-SCHOLASTIC ACTIVITIES: in 20 centres for eldg people, 2 centres for disabled people, more
than 10 primary schools, 4 GETL community for the recovery of drug addictedgeo

EXTERNAL CONSISTENCY OF THE SCHOOL

6.1 State: Italy and Music

Music Education in Italy

Music education has always been considered in #alythe Cinderella of the subjects”,
because of the very low attention that Governmpaysl to this subject.

Italy, land of great music traditions such as opmmd melodrama and, more recently, in
popular music, never had an original and unitarghoe for music educatidh and Public
Institutions had always disregarded this subjecnfining it to narrow or inexistent
pedagogical spacts

8 That could not afford and be able to run a Musibd®! by themselves.

° Group of young people living in troubled families.

10 As it has happened in other countries such as &eyrtOrff), Hungary (Kodaly) or Korea (Suzuky), whe
culture and music were promoted as a mean of ratmide and identity.

™ One hour per week in primary schools, too oftethweachers not able to teach it, or 2 hours perkvie
lower secondary schools with teachers possessimgeceatory diploma, who teach recorder only.
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Governments thought to fill this gap by strengthgnand financing the Conservatories,
which, due to their own nature, aim to give voaadilotraining in classical music to few
students and not basic education for everybody.

All these problems led to the current situatiorthvettempts to increase time dedicated and
educational objectives of the music teaching in ahginary schoof$, and the announced
reform of the Conservatories, which will probablgcbme only institutes for higher music
education, at a university level.

Basic music education is therefore left to primang lower secondary schools, with all the
mentioned limits, music gymnasiums and, abovea/private Music SchoofS.

Public Sector Policies

As it has been said, Governments have always eged funding classical music
education and activities. In this scenario, thedégrwry of public administrators has always
been to subsidize the same activities, often witlomic negative economic performances,
instead of basing funds on results and competiioong organizations, and helping the
growth of activities in new music sectdfs.

In recent years things have gone even worst: deatichlocal public authorities are more
and more reducing the funds to the ConservatSriesit not supporting other organizations,
just reducing the funds to culture.

Government’s output expenditure on culture in Itzyy between 0,3 and 0,5% of the total
State budget (while in countries like Sweden isuabb3-1,5%)°, and are divided into
different levels of government.

WHO FINANCES CULTURE IN ITALY

O Municipality

30% OState  52%

OProvince 3%

B Region 15%

2 With some doubts regarding the practical applicatf the new ministerial programs.

13 Source: SIEM, Societa ltaliana per 'EducazionesMale (see “References”)

14 Matteo ParrinelloLa cultura della musica dal vivo in Inghilterra éulltalia, 2000

5 As many other funds to culture, especially dugegiods of economic difficulties.

16.0,5% is the percentage recorded in the year 20@0year of the jubilee, where many cultural exjiemes
were made in Italy, especially in Rome. In Spairaliso about 0,3%, but the Central Government’s wutp
expenditure on culture represents only 12,2% ofdted funding to culture (which is in Spain 1% GDP).
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It seems particularly unwise, especially in ourdésndominated by unemployment and
globalization problems, not exploiting some of tm@st important Italian resources: arts,
tourism and culturé’

L egislation

The legislation in this field, one of the worsttire European Union, is full of gaps.

Artists and art teachers in Italy do not have tbsspbility to obtain income tax deductions
for the expenses incurred in the practice of tipeafession. No pensions supplements are
provided. Laws about social security, pensions #@r@dgeneral conditions of teachers and
musicians are confused and incompféteContracts for musicians are usually as
self-employed artists or even inexist@ntFinally, music teachers do not have their own
union.

All these problems, of course, do not help life agrdwth of music activities and the
possibility to use them as a resource of economicsacial development.

Music Schoolsin Italy

The Popular Schools of Music, the most importanwloich is the Popular School of Music
of Testacci®’ (Rome), developed mainly at the end of the ‘70sh the mass explosion of
the new music genres: jazz, rock, folk, etc. The Behools tried to close the gaps left by the
conservatories, giving a chance to amateurs ofageyand level to attend music courses of
their preferred style.

However, it is important to emphasize that Popdahools of Music do not want and
cannot replace public compulsory schools in givimg basic music education to everybody,
but they occupy the “social space” of the free kislire time?

6.2 Reggio Emilia

Economic, Social and Demographic Structure

Reggio Emilia is a city with approximately 140.00thabitants, 60 kilometres west of
Bologna, in the Emilia Romagna region. Its provinoehe middle of the north of Italy, has a
total population of about 430.000 inhabitants.

7 As it is also shown by the estimated cultural eypient level, that have reached 503.000 people§91
Since 1993, there had been an increase of 24%siffield, while the increase in the rate of generaployment
for the same period was as low as 1%. (Source: TSTialian National Statistical Institute)

18 Source: European Union - Cultural Policies anchiissin Europe website (see “References”)

9 A survey made by a music magazine reported th# &fe self-employed, 41% without contract, 1% with
open-ended contract, 8% with other kinds.

%Y Scuola di Musica Popolare di Testaccio, estahlishd 975. (see “References”)

L Alessandra AvanzinMusica, poteri e identita culturald995, pp.113-116
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This province is a wealthy araf Italy and Europe. It has always been considemedn
industrial and practical minded province, with diegce in the field of agricultufé and of
small and medium enterprises.

Reggio Emilia is well-known in the world for its pgach in childhood educatithand its
nursery and pre-primary schools, but the cultunailidg of the region is with no doubt
Bologna.

Reggio Emilia is one of the provinces in ltaly wittie highest rate of associationism,
voluntary works, cooperative and non-profit actest This social environment has permitted
the growth of one of the most active and importanal ARCI committee, and its effective
support to CEPAM, assuring its continuity and grmagyifrom its early beginnings in 1981.

Music Environment

Music has always played a very important role mltfe of this provinc®.

The Emilia of the myth of Melodrama, of Giuseppedieand Arturo Toscanini, of voices
and studies, of courts and of the more than 108tbe, of classic music, opera and dahise
evidenced by the presence in the heart of theofitiiree theatres: Ariosto, Cavallerizza and
Valli.?”

All other styles, from valzer and traditional musicpop and folk, from jazz to electronics,
live every night in the innumerable clubs and summeents all over the province: in Arci
clubs, discos, festivals, etc.

Musical education has here a strong tradition: yeygovince of the region has its own
Conservator§?, every town its Popular School of Music and thisran ongoing debate on the
future and perspectives of music educafion.

22\Which is important for supporting and sustainihg tultural activities sector.

%3 And for this reason the European Union establidere, in the near province of Parma, the Eurofean
Safety Authority. This is the area where are preduarmigiano-Reggiano, Lambrusco wine, Parma ham,
balsamic vinegar, etc.

24 With the Association Reggio Children (see “Refees?).

%> The Emilia Romagna region is the one with the éggirate of ticket sales related to musical adgisjtthe
Reggio Emilia province holds the "19osition, the 8 position for the popular music. To be remarked tha
Modena, the neighbouring province, has got tte fitace in both charts. (Source: Source: SIAHalgSociety

of Authors and Editors and ISTATa musica in Italia 1999)

%6 Roberto VertiEmilia Romagna — Terra di Musica, di Voci e di Mitd996. p.7

" The Association responsible for their managemsnndw directed by Daniele Abbado, son of Claudio
Abbado, former Director of the Berliner Philarmogikwhich has been always having a privileged icziahip
with the Emilia Romagna region (as well as Riccaktldi, another famous Italian orchestra directar) avith
this town.

%8 |n Reggio Emilia the “Istituto Peri” (see “Referss”)

29 Which was started in the '70s with the Confererdesica/Realta (Music/Reality), and continued uttiay
with the annual conventions that attract from alémwltaly institutions, teachers and amateurs gcuks the
perspectives of the musical education. Just mentiothe last three years publications of the resaftthese
conventions: Barbieri T., Capitani L. Villa R. (hWietato suonare. Musica e scuola italign2003; AAVV,
REMUS - dal sapere, al saper fare, al saper faresioay la musica nella scuola primari2004; Antonella
Coppi,REMUS - studi e ricerche sulla formazione music20®5
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Thanks to this humus rich of lovers, amateurs anéepsionals, many Music Schools have
developed’, and, among those ones, faraway from the biggéss,cCEPAM, Permanent
Centre for Musical Activities, in Reggio Emilia.

Relations and Funds from the Public Administration

As mentioned in the introduction, the City Counoifl Reggio Emilia supported the
establishment of CEPAM some 25 years ago, but riosoeés not financially support the
Music School anymoré The only help that the Centre receives is in seohpremises: the
main building is rented from the City Public Adnstration at a “less than commercial” price.

The School has instead a strong and long-lastitagigeships with the municipalities of
the 11 towns in the province, where it managesldbal Music Schools. The local Town
Council provides for premises and equipments amdsga funding that allows the reduction
of the School fees. In exchange for it, CEPAM pdeg teachers and organizes the School in
operative term® guarantying its standard.

RELATIONS WITH THE LOCAL COMMUNITY

CEPAM has also important relations with the locainenunity and territory. The School
offers activities to more than 10 ordinary schoatgl in more than 15 centres for elderly
people.

Furthermore, the most important foundation in Redémilia, the Manodori Foundation,
related to the formerly local bank group, financ@EPAM extra-scholastic activities in
centres for disabled people and for young peopiediin troubled families.

CEPAM also offers and organizes concerts of diffetends, involving School’s pupils,
teachers and bands, in agreement and on demaagmtouncils or clubs.

Competitors

There are countless organizations and individureds aéffer music courses in the province,
but none of them has CEPAM’s dimension and manageroapability. Most of other
schools, related to music shops, local associgtmtizen bands or individual musicians, can
offer courses in only few instruments and are oftam the margin of legality” in terms of
contracts to teachers. CEPAM, as it has alreadg ba&l, has many competitive advantages
(see also § 6.4), but yet suffers their competjtespecially in smaller towns, as an additional
factor in the already difficult situation of musducation in Italy.

Other competitors, for the fund raising, are alastorganizations in the cultural field of
the province, and particularly the Conservatorynpletely funded by the City Council of
Reggio Emilia.

%0 Almost 300 Schools in a region of 4 millions ohabitants (of which more than 40 are in the Reggitlia
province), with 20.000 estimated students and l@@hers. (Source:lfdagine sulle scuole di musica
dellEmilia Romagna”, Bologna, Assonanza 20@&sociazione Scuole di Musica del’Emilia Romagna

3 While instead it covers all expenses of the leoaiservatory.

32 Enrolments, payments, final concert, etc.
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RELATIONS WITH THE CONSERVATORY

The “Istituto A. Peri”, the Music Institute (Consetory)® of Reggio Emilia, is a
vocational centre for classical music educatione Tdnly connection among the two
institutions is in terms of teachers: most of CEP&Rachers of classical music instruments
come from this conservatory or from the ones innéar provinces.

INTERNAL CONSISTENCY OF THE SCHOOL

6.3 Shared Valuesand Mission

Mission

Since 1981, the Permanent Centre for Music Acesitof Reggio Emilia is active in
spreading and enhancing music culture, both in M&ihools management and in other
specific projects.

The slogan has always been “a school for everyhaaganing that CEPAM Schools are
open to all people, no matter their age, music ggelevel and ambitions and committed to
offer those courses at “popular” prices. CEPAM diaais characterized by a constant and
evolving research of new offers and ways to folkiudents during their music courses.

This was already clear and stated in the prefacéh®fSchool’s first guide in 1981:
“Purpose of the School will be to fill the gaps tldly specialized public schools
(Conservatory, Music Gymnasium), offering a mudgiciation as critical as possible, with
the actual technical and historical means at dalpokthe Centre. We make clear that our
School aims to operate on a different level frdra one of the public schools, trying to
satisfy a demand of music education for all levelmbitions, ages, not excluding the
possibility of finding talents. In other words, vaém to increase the mass music education,
apart from the public institutions and their spiecgurposes, but cooperating with them, in
the interest of the young people, to get them memd more participating in cultural

3 Because it is a Music Institute that can issuelifiggtions recognized as equals to the ones of the
Conservatories, and it is therefore funded by dleall City Council, not by the national Government.
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discussion issues, and developing their desirexpvess themselves and their capacity to
criticize.”

Shared Values

All CEPAM activities are based on the mutual respamong people, honesty and
openness?

In terms of activities, CEPAM main characterist&ce the total open mindedness towards
any music genre, the attention to the continuinglwion of the musical language and the
consciousness of the importance of the music @ulasra catalyst of positive values and as
emotional vehicle.

For these reasons, CEPAM’s students are followetebghers during their study course
and can customize it on the basis of their charsties and needs. In this way, it is possible
to avoid or limit stress and frustrations typicékigid methods that so often lead students to
abandon their instrument and the musical language.

CEPAM teaching methodology is based on an initnal direct approach to the instrument
in order to attain, in a further time, the thearatiacquisition of the musical language. A great
educational importance have also the moments whgpds play in ensembles and groups,
stimulating socialization and emulation, and thwalffiyear concerts, where pupils confronts
with their music knowledge and themselves. All psipre invited to take part in them as one
of most important activities for a musician: toylave.

6.4  Strategy

Target Market
Anyone interested in learning the musical languagematter his/her age, preferred genre,
level and ambitions.

4P of the School:

Product

The organization and management of Schools of Migs€EPAM main activity, and in
this field the School has recognised experiencesaiilg.

CEPAM main School in Reggio Emilia can provide tess in more than 50 different
instrumental courses and workshops of all musiaegenfrom Afro-Cuban percussions to
accordion, from flamenco guitar to banjo bluegr&ssn harpsichord toJ, etc.

34 Taken from “Memorandum for CEPAM teachers”. (seeitten regulations” in § 6.6)
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The courses are organized in 5 areas: instrumesgalses, specialization courses,
preliminary courses for children, complementaryrsed® and music workshops. Lessons are
weekly and usually individual or in paifs apart from the complementary and preliminary
courses that are in small grodips

The Centre also manages 11 municipal Music Schodlee province, offering to the local
Town Councils a “complete service package” for gayment of a contribution, which is
usually not more than 10% of the students’ ¥268EPAM supplies them with a complete and
professional service, including teachers, orgaimnatf lessons, final year concert, student
fees’ collection, etc.

At the end of the scholastic year, CEPAM organaémal concert in each School where
all pupils are invited to perform individually an group. After the concert, the teacher gives
to his/her students the certificate of attendance.

EXTRA-SCHOLASTIC ACTIVITIES

As already mentioned, over the years, CEPAM hasiieexd| distinctive and recognized
competences and experiences in other fields of gausictivities. The Centre currently
proposes musical activities in ordinary schoolsities for elderly peoples.E.T.%°, centres for
disabled people, communities for the recovery ofdaddicted people, music itineraries and
concerts performed by School’s bands,*8tc.

ARCI CARD AND CEPAM DISCOUNTS

CEPAM students are members of the Arci Associatiod therefore receive the Arci card
that offers them various discounts at a national ktal level: music shops, bookshops,
magazines, newspapers, movie theatres, museums, etc

Price

The School’s missid and its non-profit soul has always guided it §oter maintain fees
as low as possible, having paid the operating cdsiis has remained a priority even in recent
years in which the School’s courses are full angl itenagement costs are continuously
increasing.

% Theory, solfeggio, harmony and composition. THessons are in groups.

% There has been a change in CEPAM teaching metbgylah this regard, for the first ten years werefered
group lessons, while from the ‘90s the lessons hmemme mostly individual or in pairs, to providdetter
relation with the teacher and higher learning rssul

37 Of 3 to 5 participants.

% While in the Emilia Romagna region, the averaggtrioution is 42%. (Source:lfidagine sulle scuole di
musica dellEmilia Romagna”, Bologna, Assonanzaf0%ssociazione Scuole di Musica del’'Emilia Romagna
39 Groups of young people living in troubled families

9 For more information see CEPAM website.

“1«A school for everybody”.
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The fees vary considerably between the main Schodl the other municipal Schools,
because of the contributions of local Town Coufitilty Reggio Emilia, the fee for a one
year individuat® course for learning an instrument is 4%0@livided into 3 instalments, and
with the possibility to leave the course at the @fdeach instalment without paying the
others. Preliminary courses for children, in sngaiups, are given at a “promotional price”,
while specialization courses, given by well knowrd &xperienced teachers, cost about 10%
more. In the local municipal Schools, the fees absiut 30% less.

Pricing decisions are described in “Budgeting & €olting System” in § 6.9.

Promotion

The School has historically invested very few reses in advertising and marketing
(1,5% of total costs). The most part of new stusi@aimes to the School by word of mouth
(34%) and because of its reputation and long lgginesence in the city and province (31% of
new students declared they have always heard &i€iRAM).

The main marketing channels are:

r—school guide: is the main investment in terms oheyo It is printed in about 2000
copies and distributed to former studéht€EPAM Schools, libraries, cultural centres,
during concerts, etc.;

—Website: about 898 of new students declared they came to the Schecause they
found and read about it in the CEPAM website. A thhnnewslettet’ is published on
the website and sent to School’s students, ingiitsf media, and anyone interested in
it. Hits are monitored and analysed on their magmds from time to time. The website
is part of a network of sites belonging to the AReiggio Emilia Committee and related
to its different fields of activities;

r—fPosters: big ones posted along the streets ofith@fcReggio at the beginning of the
courses, and smaller ones in libraries and CEPAMoSIs at the beginning of the
courses, to communicate new courses and offersoasthounce the final year concert;

r—fPress conferences and local TV participations: fiequent. Usually one press
conference per year at the beginning of Schoollgses and maybe one or two TV
participations in local talk shows. Some pressasds are issued during the year.

2 And the provided premises. This support does xist ér the School in Reggio Emilia.

“3 For a total of 24 weekly lessons, from OctobeMuy/June of 40 minutes each. One hour lesson casts,
lessons in pair cost less.

4 For the scholastic year 2005/06. The School wiikédto keep the prices lower, especially in Redguilia,
as well as giving higher salaries to teacherswhilitout public support this is the best possibieldor both.

“5 Of the previous scholastic year only.

“® This percentage is rapidly growing over the years.

*" L'ABCDario del CEPAM.
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Place

The main School and offices are located over 3b@egmetres of floor space, rented from
the City Public Administration at a “less than coernial” price”®, in the city centre of
Reggio Emilia. Here about 400 students may choaseng more than 50 courses and
workshops. The other 11 municipal Schools counB®rschoolrooms provided by the local
municipalities.

The Arci's movie theatre in the centre of Reggioiliams used for the final year concert of
the main School, while other Schools use publicgdgrovided by the town councils.

Competitive Advantage

Main competitive advantages identified are:

r—Reputation and experiencéhe School, established in 1981, is well knownthe
province;

r—@rganization and variety of courses offer€EPAM is the biggest Music School in the
Emilia  Romagna region in terms of student numbet eourses offered. No other
School in the province of Reggio can be even coethéo it. (see “Competitors” in 8
6.2)

Vision

The difficult situation of music education in Itahas led CEPAM Management to think
with a short-term horizon, year by year.

The idea of a Popular Music School “for everybodyfid therefore the renunciation of a
more “professional” and structured teaching prograseems justifiet! by the great majority
of students attending the School as amateurs (98%hnanon-specialization” courses in the
main Schodt) and by the overall difficulties of the music secand industri?. Only bigger
cities like Milan {.e. CPM*®) and Romei(e. SMPT*%) seem to have the real “market space”
for developing more vocational programs, and peopkrested in that kind of education are
generally prepared to go there and get it.

In terms of activities, the School is continuouatiding and creating new courses. In this
regard, new ideas and collaboratiSrere developing to widen its offer of summer cosrse

“8 This is the only support that the City CounciReggio Emilia gives to the School.

“9 Even if, with the specialization courses, the $tHdoes not renounce to the possibility of disaivg new
talents”.

%0 Besides local cultural and social traditions.

®1 Which is the only CEPAM School with specializationurses, therefore, analyzing CEPAM has a whole,
specialization course are attended by 4,5% of sitalents.

* That does not permit, to the conscientious edugctiary to “sell dreams that become nightmaregérathe
course.

%3 Centro Professione Musica (see “References”)

** Scuola di Musica Popolare Testaccio (see “Refeshc

°° One with “Let’s Dance”, a local dance association.
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RELATIONS WITH TOWN COUNCILS AND LOCAL COMMUNITY
See “Product” (above) and “Relations with the RuBldministration” in 8 6.2

RELATIONS WITH MAFFIA CLUB
CEPAM has recently developed an interesting anderasuccessful relation with the

internationally renowned Maffia Music Cltfbof Reggio Emilia for the creation of courses
for DJ of electronic music, music producer and Yide club also offers its stage from time to
time for School’s concerts.

RELATIONS WITH THE MUSIC SHOP DEL RIO
The School has a convention with a local music ghap provides discounts for CEPAM

students, a piano for the final year concert aadhall sponsorship.

RELATIONS WITH OTHER MUSIC INSTITUTIONS
CEPAM is a founder and member of AISM (ltalian Asistion of Schools of Musié) and

SIEM (ltalian Society for Music Educatidh).

6.5 Structure

Hofstede’s Findings: Preferred Organization Types iLatin Countries”®
High Power Distance (PDI) and Uncertainty Avoidan{ldAl) scores, as in Latin
Countries like Spain and Italy, lead to a hierawdli and pyramidal structures, with
centralized decision-making procedures.

Organization Chart
CEPAM has a classic hierarchical structure, inaude the Arci Reggio Emilia
Committee organization in the form of an independivision.

*6 Which is also an Arci club. (see “References”)

*" Associazione Italiana Scuole di Musica.

*8 Societa Italiana per 'Educazione Musicale.

% Geert HofstedeCulture’s Consequenceg™ ed., 2001, pp.372-421
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ORGANIZATION CHART OF THE ARCI REGGIO EMILIA COMMITTEE

| ArcrrE councn | —t— BoARD OF DIRECTORS |

[Events] [ cLuss | [cimema] ANAFI SERVICES SOLIDARITY
CEPAM Maticnal Association of for Prajects in Brasie, Cuba, Tibet,
Music courses and activities. Friends of cornic strips. asscciationism
OTHER COURSES
Languages, Photography, etc NATIONAL
DIRECTOR VOLUNTARY

SERVICE

TEACHING BODY
REPRESENTATIVES

SECRETARIAT
VOLUNTEERS
(NV.S)

TEACHERS

CEPAM has always had an high degree of independé&ooe Arci, starting from its
location, always different from the one of the Comtee. During the last years this
“separation” has been more and more reduced, theoBs Director now is a member of the
Board of Directors of the Arci Committee, the usetlbe School of the centralized functions
and the creation of connections and synergies wikier sectors of Arci’'s activities are
ever-increasing’

On the top of the structure is the President of Ahei Committee of Reggio Emilia,
elected every 5 years by the Couffcihe is the legal representative and thereforel fina
responsible of the association.

Below him there is the Board of Directors of theasation, formed by the persons in
charge of each division of the association’s atiisi The Board meets once a week to
discuss and decide over the most important issiuthe @ssociation.

At a centralized level, there are the functionsAdministration, Secretariat, Enrolment,
Personnel and Press Office.

% There is an ongoing debate, inside CEPAM and kstweci and CEPAM, about the degree of independence
CEPAM should have, but it is not an objective a$ tihesis to investigate more this issue.
%1 The Council is formed by all representatives @f frci clubs of the province and of the Committee.
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THE MUSIC SCHOOL

The Director, Giuliano Giovaneffi is in charge of the management of the School, and
decide its strategic and operational choices, lgavoonsulted the Teaching Body
Representatives. He has then to periodically reppdite President and the Board of Directors
about its evolutions.

The Director is also a part-time teacter

Under his responsibility are the School's Secrataftwo part-time employees) and the
volunteer§* (usually two and part-time as well) of the natioc@mmunity service.

COMPOSITION OF CEPAM PERSONNEL

OVolunteers
B Admin. & 4%

Mgmt
6%

O Teachers
90%

(these percentages do not consider the supporttfrercentralized functions of the organization)

All the management of the municipals Music Schaolthe 11 towns in the province is
carried out at a centralized level, with the suppdrthe local administrations. The relations
with the Town Councils representatives is kepth®/ Director with meetings at the beginning
of the year and flow of information and reportsidgrthe yea.

Autonomy and Accountability of Each Member and Unit

Since CEPAM is not a large organization, thereraedifferent levels of responsibility
and autonomy, all decisions of the School are lfmabken by the Director. The
decision-making process of the School and the Mreare, as mentioned before,
considerably autonomous from Arci, but not indearid

%2 Since 1996.

%3 |n guitar.

% Volunteers are remunerated by the Government antedrom the national voluntary service, which fs o
course a positive and vital aspect for the ScHmdltheir presence is not always “guaranteed”.

% Mainly using fax and emails as communication tools
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6.6  Style of Management

Hofstede’s Findings: Preferred Styles of Management_atin Countries®
High Power Distance (PDI) scores, as in Latin Coig# like Spain and ltaly, lead to|a
paternalistic style of management where the detist consult subordinates is taken by
superior§’.
Subordinates have strong dependence need and esygetiors to act autocratically.
Organization is a system of (written) ruien which everybody can rely (even if sometimes
the personal authority of the superiors prevailgmothe rules).

The style of management is informal, straightfodydruman, with much lower perceived
power distance than in other Italian working enniment§®.

Teachers can always propose ideas and suggestansag everyday activities or in
meetings with all teachers (assembly) and the Riredhe proposals are evaluated on the
base of their practicability. The Director sets tagenda of the meetings and conducts their
course. (see § 5.9)

Any other problem is communicated to the Schookxr8tariat or immediately to the
Director and, if considered real and feasible,@mpt solution is search&d Moreover, at the
end of each scholastic year, individual intervidwesween the Director and each teacher are
made to point out problems arisen during the yadr@an the next one.

During the lasts years, the growth in dimension anthplexity! of the School have
required a less participated decision-making pces allow quick answers to everyday
problems and issues. Teachers, especially those imaolved in the life of the School, and
the Teaching Body Representatives, are informedcandulted about important issues during
informal meetings in the School and during periodieetings with the Director, but the
general idea is that problems need more and mack galutions.

Even so the general atmosphere perceived is fijeam joyful®.

The School has written regulations for its teachieas set principles and duties they have
to respect “to optimize, homogenize and permit ¢basolidation of the CEPAM quality
standard.” The regulations concern the relations teachersABEP the relations

% Geert HofstedeCulture’s Consequence®™ ed., 2001, pp.372-421

% See “Music Schools as a peculiar kind of orgaiorétin § 2.5

%8 “The paradox is that although rules in countrigthwveak UAI are less sacred, they are generallyemo
respected.” (G.Hofsted€ulture’s consequence2001)

%9 See “Music Schools as a particular kind of orgatian” in § 2.4

® The Director and the Secretariat keep constant dirett contact with the teachers through emaild an
immediate phone calls (through the use of mobilengls) to communicate problems or news.

"> And the limited resources, in terms of time ancheo

2 Even if with some regrets for the School as itevé® or 15 years ago “where everybody knew andeaek
other, and there was not the frenzy of recent ydlaas leaves little space for interpersonal retzi”

3 Taken from “Memorandum for CEPAM teachers”.
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teachers-Secretariat, the School's operating fanctg and the behaviour to keep during
lessons. In this regard, School’'s managers comgtegppieat and remember those operating
rules®, not with an authoritarian manner, but insteachvgiatience, understanding, dialogue
and accepting a degree of organizational chaosamé” of then’?.

According to the School's managers, the dismis$a professor and the use of “hard
hand” has rarely happened. (see “Selection” andsaddements” in § 6.7)

Finally, the Centre has the possibility to receive volunteers every year from the
national voluntary service. In their regard, thdesof management must be adapted to their
needs and characteristics, and require speciaitiatteto their motivations to make them feel
that they are an important part of the organizaffon

6.7 Staff

Hofstede’s Findings: Motivation Patterns in some tia Countries like Italy’’

High Uncertainty Avoidance (UAI) and medium/low klagity (MAS) scores, as in some
Latin Countries like Spalfi entail the research and use of motivations byspeal,
individual security.

This security can be found in wealth and, espegialh hard work. Salaries and
advancements are based on seniority and skilleerathan on performance.

The CEPAM Personnel is constituted by about 50-fime teachers, 3 part-time
administrative employees and 2 part-time voluntéers the national voluntary service.

The School receives also support from centralizadctions of the Arci Reggio
Committee. In this analysis | refer to Staff as ynamymous of School's teachers
(administrators and managers are analyzed in 8r&65.8), while | use Personnel to include
both teachers and administrators.

Characteristics
The Centre counts on a team of 50 teachers witérdiit experiences and competences, in
all music styles. Besides that, they are constastihgulated by the creative dynamism which

* Sometimes with little success.

> But appreciating their creativity, playfulness atetlication.

’® The relations with volunteers involve a seriestafnagement problems, issues and skills, which arem
objective of this thesis to analyse.

" Geert HofstedeCulture’s Consequence®™ ed., 2001, pp.372-421

8 And France, but not Italy. (see § 6.7)

" They are self employed with a one-year contract.
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has always been one of CEPAM main features. Thisemd&@ EPAM able to have the right
teacher for the right job: from the small Schoolghwnostly children in the province to the
specialization courses in the main School.

CEPAM teachers, as most music teacterare committed and passionate about their
work. This becomes sometimes a problem, becausplthén some cases, is not only a job,
but it absorbs all their energies and it become®st as voluntary activity, but, also because
of the School’s limited resources, that cannot ntieeit expectations and they risk to become
frustrated and unsatisfied.

Teachers have part-time contracts, and only fosttelastic year (see “Type of contracts”
below), therefore another important characteriskntified is that they have to be flexible in
terms of fitting and combining together the teaghaativity for CEPAM with everything else
they are doing: concerts, teachers in ordinaryaishother jobs, etc.

Type of contracts

All teachers have a contract for the scholastitop@; as self employed teachers, based on
the number of teaching hours. The hourly rate & ¢hme for every teacher, apart from
teachers of specialization courses, who receivagrer rate.

Teachers have the implicit ridfit if the previous year was satisfactory, with ntevant
problems, to be a teacher in the same School thenviog year. Current teachers are, of
course, also favoured in case of a teaching pfistrgoty in a CEPAM School.

No union defend self employed teachers’ rightdaty!

Autonomy in methods and contents

CEPAM leaves a great space of autonomy and trusgachers in terms of methods and
contents of the lessons. The main goal to purstleeisatisfaction of the pupils, therefore the
lessons are and must be adapted to his/her ledelimbitions. The type of lessdistheir
prices and the general “teaching philosophy” (se@3 are set, but within those frames,
teachers can choose their own methods and contents.

Selection

No official qualification is required for teachdwmsbe selected by CEPAM. The selection is
based on the curriculum and skills, on referenaed,on job interviews. Teachers are then, at
first, proposed in smaller Schools of the provitwéest their skills “on the field”.

80 «And for all persons working in the art and cuéiLifield, where their first passion becomes theb.j.” (see
“Kulturskolan Staff” in § 3.7)

8 October-June. Some teachers involved in extralastio activities during the summer have longertcmnts.

82 Mentioned in the “Memorandum for CEPAM teachet®if not on the contract. The goal is also to guaen
the educational continuity to pupils.

8 The most common are the individual lesson for 4futes or one hour, or the lesson in pairs.
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Training
The School does not provide any training coursat$aeachers.

Advancements

There is no advancement system at CEPAM in ternsalafries and responsibilities. All
teachers are at the same level and receive the kauorly rate. The only progression is in
terms of Schools where they teach, and it comds tmite. As mentioned before, teachers are
tested in smaller Schools and then, if they havagesults, proposed in others where there is
the need for a new teacher, until they become &#acgh the main School of Reggio Emilia.

Teachers have a great amount of freedom and tast the School in their activity, even
so the satisfaction of pupils remains the firsgéar and it is evaluated on the basis of the
expressed opinions, final year concerts and aetsyitomplaints and with the Performance &
Satisfaction Analysis. (see “Performance Analysis8i6.9)

Turnover

Due to the difficult economic situation of musicuedtion in private Schools in Italy, the
turnover of teachers has become an important ssdgroblem for the School. A percentage
that vary form 5 to 10% of teachers, mainly the n@wne&* that do not see a satisfying
economic future in this profession, leave every ylea School.

No solution to this problem seems possible to ladian the short term.

6.8 Skills

Skillsand Background of the M anagement
An historical analysis of the characteristics of FA# Management cannot avoid to
describe the two Directors that have shaped amhaeinéed its evolution.

GIUSEPPE CODELUPPI (Director from 1981 to 1992)

Giuseppe Codeluppi, together with a small groupeather®, created CEPAM some 25
years ago. His vision was surprisingly clear frdma very beginning of the Sch8bdlto create
“a school for everybody”, independent but with gupport of the Institutions, with the main
centre in the city of Reggio for the specializatcmurses and with a network of Schools in the
province for the basic music education.

8 And unfortunately too often very good potentialdiers.
8 He was a computer music teacher.
8 See “Mission” in § 6.3
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The structure of cours&sand their teaching philosophy have remained eisdignthe
same over time and the memory of the thrilling atichulating atmosphere of the birth and
first developments of the School is still alivetlre memory of the teachers.

The main elements of his CEPAM vision and managé¢isezm to be:

r—Philosophy”: “a school for everybody”, no mattdretr age, music genre, level and

ambitions and committed to offer those coursepaptilar” prices;

r—INetwork of Schools (since 1982): CEPAM has been fiftg Italian Music School

organized in a system of separated Schools, caguhégta centralized management;
r—@rganization of seminars, masterclasses and wopkshih the most important Italian
jazz musicians;

r—RRelations with the media: attested by the numbeartfles about CEPAM written in

that period and by the consideration of the Cemixpressed by important local
journalists such as Alberto Bonafihi

—Relations with the Public Administration: both withe City Council of Reggf§ and

with the Town Councils in the province;

r—Relations with Music Institutions: CEPAM establidheontacts and relations with the

most important local, Italian and international musstitutions(ist.”A.Peri”, SIEM, AISM,
AMJ, AIMI, SISMA, CMA, etc.);

—International relations: lead the School to organiisits to twin Schools abroad, such
as the Jugend Musik Schule of Pforzh&ifGermany).

GIULIANO GIOVANELLI (Director from 1996)

Giuliano Giovanelli, guitar teacher of the Schoobnh its very beginning, took over
CEPAM management in 1996, after a troubled period the School. Pragmatic and
methodical, he can be considered an example afadhereteness typical of this province. His
first commitment, that brought immediate resuligs fbeen to regain economic balance and
solidity, necessary to the life and future develepts of the Centre.

An important strategic choice and direction hashltbée development and strengthening of
the relations with Arct, always fundamental in the history and for théititst of the Centre,
with the creation and utilization of synergies amhnections among the two entifiegsee
“Structure” in § 6.4)

8" Teaching calendar of 24 weekly lessons from Ogttddune, even if at the beginning they were myagibup
lessons, while now they are individual or in pair.

8 Former Director of “la Gazzetta di Reggio”, thesnomportant local newspaper.

8 That provided funds and premises for the firsrgea

% Together with the Music Institute (Conservator§) Peri” of Reggio Emilia in 1991.

°! As underlined in the “Conclusions” (§ 8.1), thesnsuccessful and stable over time Music Scho@stte
one that developed relations and connections wikieroorganizations and institutions, both intemnaihd
externally. As mentioned, there is an ongoing deloat the consequences of this relations, bothenaidi and
CEPAM, but it is not a goal of this thesis to intigate more this issue.

92 Juridically united, but historically distinguished
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After 10 years, results explain more than wordsetiectiveness of his management: the
Centre has always recorded positive economic stterand the School has almost doubled
its number of enrolments (from about 500 to 900ye@r) and its organization.

But it is important to underline that this desaopt as all other description of managers in
this research, does not want to give the idea d?AME as an organization created by one or
two persons. It is instead the final, exceptiomal arecious result of the work of a group of
people working together toward the same goals éoades. In this sense, it would be correct
to mention the work of Massimo Giuberti, drum andsin theory teacher of the School from
its establishment, fundamental for the constructibthe network of Schools in the province,
Tiziano Bellelli, who gave an essential contribife the creation and development of the
School’s extra-scholastic activities, and then lslaBrazia Lazzarini, Valentina Brindani,
Giorgio Aristi, Pierpaolo Curti, lvano Borgazzi, M@ Magnani, Claudio Incerti, Sandro
Animini, Paola Bandini, Sara Dieci, Federica Fortnthe Sgavetti Brothers... and all the
others® that, over the years, contributed to create CEPW#ad it is today and formed a
nucleus of expert and qualified teachers that pettmai School to introduce every year new
teachers, without losing its identity and style.

6.9 Systems

I nfor mative System

The strengthening of the secretary’s sfatias permitted to manage the increased amount
of work of the ever growing School and to dedicatare time and human resources to the
creation of a computerized students’ data banlcormmunicatiof® and to a more detailed
and methodical management control.

Periodic written reports are provided to the Dioeci{monthly), Arci and public
administrators of the towns with CEPAM Schools.

Meetings: The Cultural Litmus Test
According to Pascale and Athos, “Meetings are thkural litmus test. Culture asserts its
invisible presence on patterns of day-to-day comaoations. Meetings are the best known
mechanism for efficient information sharing, forcamplishing collective problem solving
and coordinated action.®

% My excuses go to each of them.

% Even if it still seems under-sized. Until 2002rthevas only one employee.

% Both internal and external, with the School’s niettsr and the updated website.
% R.T.Pascale, A.G.AthoShe Art of Japanese Managemet81, p.130
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As it has been mentioned (see § 6.6), teacherpasditipate to meetings and bring their
suggestions about any aspect of the School’s @#esviThe agenda is set by the Director, who
also conducts the meeting.

The most important meetings in the CEPAM agenda are

—Twice a yeat’' (Assembly) with the Director and all teachers;

—©Once every 2 or 3 montifs(College) with the Director and the Teaching Body

Representatives;
—®nce a yedr- the Director with each teacher in individual niegs;
r—®Once a week: Arci Board of Directors.

As it is possible to notice at first sight, the riaen of meetings and their frequency are
considerably lower than those reported by KultulskoStockholm and ACM Guildford.
Culture probably plays its part, but it is impottém consider that meetings (as well as P&C
systems) are costly in terms of time and, thereforeney, and CEPAM does not receive
support from Public Administrations for its cours&s

Planning, Budgeting and Controlling Systems

Hofstede’s Findings: Planning and Controlling Systes in Latin Countries®*
In countries with high Uncertainty Avoidance (UAHd Power Distance (PDI) scores, as
in Latin Countries like Spain and Italy, needs guver require a more detailed planning
and controlling system, with more short-term feeutisa
The information flow is centralized and plannisdeft to superiors and specialists. Trust
on subordinates is lacking. Norms support “politicéhinking.

The planning and budgeting system has been defsedppropriate for the needs, the
goals (non-profit) and the limited resources of @uhool.
The School’'s budgeting and controlling system casuoimmarized as follows:
—July-Sept: determination of School’'s fees and Ingats with direct costing methodology and
projections of revenues and costs on the basiseefqus year composition of courses;
—S$ept: definition of Town Councils’ contributionsdaapening of the enrolments;

—MNov: budget of current year;
—PPeriodic (monthly) reports and monitoring on actuadl projected revenues;

%7 Before the beginning of the courses and beforditiaé concerts.
% The date and frequency is set by the Director.

% At the end of the year.
19 This is true also for the Spanish case analyseHdrprevious chapter, and it influences the resssiftime

and people) that the organization can put alsdharcsystems and procedures.
101 Geert HofstedeCulture’s Consequence®™ ed., 2001, pp.372-421
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—March-April: final balance of previous year andsifig of enrolments of current yeatr;
—May: opening of enrolments for summer courses;

—June: first draft of final statement for the cutrgear;

—June-July: individual meetings with teachers angirféfmance and Satisfaction Analysis”.

The non-profit nature of CEPAM is visible in theodtes to continue offering its
educational services to municipal Schools in thavipice, even where the local School is so
small that the managerial efforts are in no watifjed by its small revenues.

With regards to control, the School aims to givgreat amount of freedom and trust to
teachers in terms of autonomy of contents and nisth&ee 8§ 6.7) and therefore, also for the
non-profit soul of the organization, it has neveeb developed an extremely deep control
system. The main control td8f to guarantee the satisfaction of pupils, besilazessed
opinions, complains and final year concerts, is“Performance and Satisfaction Analysis”,
in which the statistics of withdrawals, re-enroliteeand new enrolments for every teachers,
as well as for every School are calculated. (sém\)e

The teaching calendar goes from October to May-Antkincludes 24 weekly lessons.
Enrolments are always op@hfrom September to March. In June-July summer @suese
offered. Fees are subdivided into 3 instalments {Beices” in § 6.4)

Economic Valuations'®

TOTAL REVENUES
Total revenues of CEPAM in 2005 accounted for al85f.000 of the total 1,6 million
euros of the Arci Committee of Reggio Emilia.

COMPOSITION OF CEPAM REVENUES

O Extra-
scholastic

O Sponsor 0,2% activities
12,5%

@ Contributions
from Town
Councils 3,8%

OFees 83,5%

102 Recently introduced.
193 subjected to availability.
104 Al figures are referred to the scholastic yead2@005
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PRICING DECISIONS
Pricing decisions are described above in “Budgefir@ontrolling System”.

COMPOSITION OF CEPAM COSTS

B Administration
Salaries
15,5%

O other costs
5,4%

O Accomodation
4,8%

@ Advertising
&Marketing
1,5%

O Teaching
Salaries
72,8%

“Teaching salaries” includes salaries to teachar&€hool’s lessons (62,5%)
and for extra-scholastic activities (10,3%)

As it is evident in the figure above, the extremlely fixed costs and the teaching salaries
related to the amount of actual teaching hours noakeof the most important CEPAM point
of strengtf® flexibility to changes in the market.

Non-economic Valuations

AGEDIETRIBUTION OF 3TUDENTS

0% 4
435%%
40%%
5% A
0% A
255%
20% A
15% A
10%
2% 1
0% T T T T s
0-12 1317 18-25 26-35 3o+

AGE

HEMROLMENTS

(the lighter colour is for the main School, theldarfor the municipal Schools)

195 Unfortunately to the detriment of teachers, wht) ave their teaching hours and salaries redutdtie is
a loss in the demand of music courses.
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DISTRIBUTION BETWEEN SEXES

main School

municipal Schools

B Females
45% O Males
o
0

@ Females
35%

DISTRIBUTION AMONG INSTRUMENTS

O PlayMusic O DJ&Productor

(for children) 5%
2%

O Guitar 35%
EPiano 20%

B Vocals 11%

OSax 3%

Trumpet 2%
| P ° W Bass Guitar 6%

O Accordion 1% ODrums 9%

B other instru -
0,
206 r& Violin 2%

AVERAGE LENGTH OF ATTENDANCE
The average length of attendance has been estiimate years

STUDENTS’ SATISFACTION AND PERFORMANCE ANALYSIS OFEACHERS & SCHOOLS

Besides complaints, expressed opinions and the fi@ar concerts and activities, the
satisfaction of pupils and the performance of tesstare evaluatéd at the end of the year
analyzing their percentages of withdrawals beftwe énd of the scholastic year and re-
enrolments from the year before. The effectiveresommunication and marketing for each
School is measured by the percentage of new enntdfie Of course these results are
approximations and can only give general trends) because, for a more complete analysis,
evaluations about all elements (prices, premides, & the service provided should be made.
The results are only for internal use of the Dive@nd the Management and are not usually

1% | this regard, an interesting point is expressgdulturskolan managers in “Average length of rd@nce”
in83.9

97 Since a couple of years ago.

1% Over the total of enrolments of the previous year.
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communicated to teaché?$ no special economic reward is given to the bestilts, no
“punishment” to the worst one. The underlying ide# give more opportunities to the best
teachers on the base of merit, but not forgettimg non-profit values and goals of the
association.

EFFECTIVENESS OF COMMUNICATION

See “Performance Analysis” above.

Hits and trends of visits on the website are pecalty monitored (see “Promotion” in
86.4). Furthermore, new persons enrolled in thenrBahool of Reggio are asked about where
they heard about CEPAM. These are the results:

WHERE NEW STUDENTS HEARD FROM CEPAM

O word of mouth
DOalways known 349%

31%

0,
B other 13% W website 8%

) Oguide 3%
Owhite&yellow

pages 9%

(results referred to the main School)

I ncentive System

All teachers get the same hourly rate (see § §7gre are no economic incentives based
on results.

FINAL ASSESSMENT

6.10 Overall S-Consistency of the School

All 7 S’'s of CEPAM and the external environmentalyt and Reggio Emilia) appear
aligned, connected together in a consistent waycanttibute to the School’s success.
The following figure is a graphic representatiortted S-Consistency of the School.

19 To avoid competition among them and the feelingaavatched and controlled.
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Wealthy area,

Great music tradition associationism,
] but low attention to education, childhood education,
~ Customized courses, funds to conservatories, humus rich of lovers,
i e e S incomplete legislation, amateurs and professionals.

complete service package for Popular Music Schools.
small municipal Schools,

extra-scholastic activities,
relations with Arci.

Classic hierarchical
structure (divisional),
synergies with Arci’s

entralized functions.

Surrounding A /

Reggio Emilia
—
onthly reports,
Performance
Analysis
no ec.incentives,

ahe
NVoam

practical-minded, Informal,
short-term horizon, straightforward,
effective. often top-down
Nucleus of teachers. (for fast solutions)
but with dialogue
50 teachers with different & understanding,
“A school for everybody”, experiences and competences, written regulations.
music = catalyst of positive values. autonomy in methods,
flexible one-year contracts,
no training.
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