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ABSTRACT

This internship report contains a comprehensive analysis of the NORD/NOBA
Center For Dance, a community partnership between the New Orleans Recreation
Department and the New Orleans Ballet Association (NOBA). Included are
organizational histories and management analyses of the Center For Dance and NOBA, a
description of the intern’s duties as the Summer Programs Coordinator, management
challenges caused by a lack of human resources and planning time, and recommendations

for building a stronger manpower base and developing summer planning.



INTRODUCTION

The following is an analysis of a summer internship with the NORD/NOBA
Center for Dance. The New Orleans Ballet Association (NOBA) and the New Orleans
Recreation Department (NORD) formed this unique community partnership in 1992
based upon mutual desires to enhance the lives of youth living in New Orleans. NORD
provides facilities and faculty for the partnership while NOBA administrates the Center
and manages development needs to support programming.

A detailed history and organizational profile of the New Orleans Ballet
Association begins this report. Included in this profile is an examination of NOBA’s
management structure, mission and goals, funding sources, and programming. Next is a
similar analysis of the Center For Dance including a close look at the structure of the
NORD/NOBA partnership.

Focus then shifts to the summer internship, where duties of the intern are
considered in relation to the extensive summer programs offered at the Center For Dance.
A management challenge (insufficient planning) is identified as a primary deterrent to the
smooth administration of summer programs, and resources are examined to locate the
cause of the problem. Next, solutions to the management challenge are proposed along
with recommendations for their implementation.

Finally, the intern relates her short and long- term contributions to the Center for

Dance, and discusses how these contributions will impact future summer sessions.



CHAPTER ONE: ORGANIZATIONAL PROFILE

New Orleans Ballet Association

History

The New Orleans Ballet Association (NOBA) is a non-profit dance presenting
and service organization committed to enriching the New Orleans community through the
art of dance. During its annual Main Stage season, NOBA showcases world-class dance
companies from the United States and abroad at the Mahalia Jackson Theater of the
Performing Arts in New Orleans’ historic Faubourg Treme neighborhood. The October-
April season typically features a total of 4 presentations accompanied by guest company
master classes and workshops for the local dance community (Hirsch, 2004).
Community response to the NOBA Main Stage program is solid- in its 2003/2004 season,
the organization maintained approximately 800 season subscribers and averaged 70% of
house capacity for attendance per performance (Fulton, 2004). Performances
predominantly feature modern and ballet companies although styles such as tap, folk, and
Irish dance occasionally punctuate a season. NOBA has presented a variety of renowned
dance companies including Alvin Ailey American Dance Theater, the Joffrey Ballet of
Chicago, MOMIX, Dance Theater of Harlem, and Ballet Folklorico de Mexico (see
Appendix 1 for a listing of the past 12 seasons).

In its 35-year history, the organization has undergone several significant

transformations and reorganizations before finding success as a dance presenting and

service organization under its current moniker, The New Orleans Ballet Association. The




organization was originally formed as a civic ballet company under the name Ballet
Hysell (later to become the New Orleans Ballet) in 1969. Under the artistic direction of
Harvey Hysell, seasons featured traditional classical ballets with stellar guest artists such
as Suzanne Farrell, Margot Fonteyn, and Peter Martins. But in 1982, after 13 successful
seasons, the ballet company folded due to artistic difterences between its directors.

In 1983, the company reorganized as the New Orleans City Ballet, a unique
partnership with the Cincinnati Ballet. In this venture, the 2 cities were to share one
mutual ballet company and split all artistic expenses equally. Although a groundbreaking
idea, New Orleans never could financially support its end of the partnership. Original
grant proposals for seed money were denied, and the City Ballet began its venture with a
$65,000 deficit (Stack, 2). Debt accumulated to the point that New Orleans could not
even afford to host performances, and community support plunged. By the late 1980’s,
the New Orleans City Ballet, so overwhelmed in debt, faced 2 options: complete
reorganization, or shutting down altogether.

Key board members stepped in, and together with the organization, began a series
of drastic changes to reverse the nearly $1 million dollar deficit. The board’s size was
cut in half, while staff was scaled down to only 3 key players. In 1989, a new General
Manager was hired who proposed an entirely new purpose for the organization- rather
than continuing to create dance, simply produce it (Hirsch, 1). This, coupled with an
upgrading of the organization’s service component, led to a complete transformation of
the New Orleans City Ballet. In 1991, the revamped organization adopted the name New

Orleans Ballet Association to reflect a new image and purpose.



Throughout the 1990’s the organization continued to make positive changes to
reverse its debt. A strategic plan was developed to increase staff and board efficiency.
The organization’s focus shifted aWay from classical ballet and more towards
contemporary dance (which became more popular with New Orleans audiences). Staff
members were slowly added, and the NOBA Dance Institute was formed to develop and
house educational programs. By 1995 the massive debt was retired, and NOBA emerged
from the shadows of its tumultuous past (Hamilton, 2004). Today the organization is
thriving as the leading dance presenter in Louisiana with a nationally acclaimed

management structure and award-winning community outreach programming.

Mission and Goals

The mission of the New Orleans Ballet Association is “to cultivate understanding,
appreciation, and enjoyment of dance through performance, education, and community
service (New Orleans Ballet Association).” NOBA’s 2003 Strategic Plan enumerates the
following goals to accomplish the mission:

= Actas a catalyst for the presentation and the commissioning of national and
international dance in the region.

* Increase public awareness of NOBA’s programs and services.

= Increase and sustain support of financial resources for NOBA programs and
Sservices.

= Provide the community with programs that teach and allow opportunities for
learning throughout their lives.

= Encourage and support the professional development and training of local
dance artists and arts administrative students.

= Maintain and build the administrative structure and leadership necessary to
achieve the above goals.

As a nonprofit organization, NOBA strives to benefit a diverse cross-section of
the community through its activities. Goals are designed to make dance accessible to

anyone, regardless of age, race, or background. A variety of programming targets a range



of demographics such that any local citizen can benefit from dance. Outreach
programming gives youths and minorities exposure to the arts. Educational programming
for local dancers helps them advance their dance careers. Main Stage programming
brings high caliber performances to New Orleans audiences. Goals specify these
intentions, and include developing the financial and administrative capacity to continue a

multiplicity of quality programming.

Management Structure

NOBA maintains a small, full-time professional staff that includes an Executive
Director, Director of Finance, Development Associate, Box Office Manager,
Programming Manager, Marketing Manager, and Development Associate. The
organization also maintains a Technical Director and stage crew during performances,
and an Educational Consultant for outreach development as needed. Given the small
staff in comparison to the extent of programs, NOBA employees frequently assist in other
departments as needed. Programming, development, and box office are often a
collaborative effort, especially when Main Stage and educational programming overlap.
Teamwork is key at NOBA, and the employees do it well. Staff and production meetings
occur regularly to help keep all abreast of organizational needs.

NOBA'’s Board currently sustains 31 members (Foley, 2004) who actively
fundraise and govern the organization in order to further its mission (see Appendix 2 for
a list of board members and their positions). Suzanne Stack notes that given the
organization’s turbulent past, the board has a tendency to “become active in times of

difficulty (Stack, 10).” A nonprofit board should not interfere in the day-to day



management of an organization. As Jody Blazek confirms, a board should act only in the
capacity of “carrying out the organization’s mission and safeguarding its resources
(Blazek, 31).” One cannot discredit the role that NOBA’s board had in reshaping the
organization during its time of crisis. However, it is the Director’s responsibility to “lead
the organization, manage programs that accomplish the mission, and represent the
nonprofit organization in the community (Blazek, 31).” Stack acknowledges that the
board is more confident and hence, less aggressive, when strong leaders manage the
organization (Stack, 10). Jenny Hamilton, the current Executive Director, is one such
individual. At present, then, the board and staff have a supportive relationship that

strengthens the organization as a whole.

Budget and Funding

NOBA'’s yearly operating budget is approximately $1 million including in-kind
donations (Hirsch, 2004). Funding sources include corporations (i.e. Cox
Communications, BellSouth Communications, Chevron Texaco, Delta Airlines),
foundations (i.e. The J. Edgar Monroe Foundation, The Patrick F. Taylor Foundation,
Shell Oil Company Foundation, The Lupin Foundation) and government grants (i.e.
Louisiana Division of the Arts, Housing Authority of New Orleans, Arts Council of New
Orleans, Southern Arts Federation, Louisiana Endowment for the Humanities, National
Endowment for the Arts). A substantial portion of revenue is also generated from ticket
sales and fundraising performed by the Ballet Resource and Volunteer Organization

(BRAVO), NOBA’s volunteer and fundraising arm.



Programming

Programming falls under 2 major categories: NOBA Main Stage and the NOBA
Dance Institute. Main Stage houses the presenting season, as previously discussed;
NOBA Dance Institute houses the array of educational outreach initiatives. NOBA’s
outreach activities are substantial due to their commitment to building community
partnerships. These types of unions are an excellent way to enrich lives and communities
simultaneously, and have been proven to “[mitigate] social problems including drug
abuse, violence, teenage pregnancy, poverty, and lack of community pride (Aprill, et al.,
3).” Through numerous community partnerships (Appendix 3), NOBA’s key ongoing
educational programs include:

NOBA In Motion: NOBA artist-teachers are placed directly into selected New
Orleans Public Schools for 9-week residencies to teach dance/creative movement as an
academic class during the regular school day. These artist-teachers create curriculum-
specific study guides and course work in tandem with academic teachers to ensure that
the dance education component effectively relates to students’ academic work. In
Motion also brings Main Stage visiting companies into public schools for on-site
lecture/demonstrations and mini-performances.

Community Concerts: Part of the In-Motion Program, these deeply discounted,
condensed performances by NOBA Main Stage companies are available to students and
families and designed to increase community access to the arts.

Creative Communities: A national program created and funded by a partnership
between the National Guild of Community Schools of the Arts, the National Endowment

for the Arts, and Housing and Urban Development (Creative Communities,



creativecommunitiesonline.org). NOBA was one of 20 US cities awarded a 3-year,
$135,000 grant to implement this program, which links public housing communities with
their local schools to provide youth and community development. Through this program,
NOBA offers free movement classes and workshops at Lafitte, Iberville and CJ Peete
public housing communities.

St. Bernard After School Program: A 5-month, free after-school dance
program financed through a partnership with Chalmette Refining, LLC. The program
offers free dance classes and performance opportunities for children in St. Bernard
Parish.

NOBA Dance Network: Offers master classes, workshops, job referrals, and
professional development and networking opportunities to local dance artists.

Service Learning and Internships: Provides teaching and administrative
internships for undergraduate and graduate students at Tulane University and the
University of New Orleans.

The oldest and most extensive of NOBA’s educational programs is the
NORD/NOBA Center For Dance. The intern performed both her practicum and graduate
internship with this complex program. For the purposes of this Masters Report, it will be

analyzed separately.

NORD/NOBA Center For Dance

History
The late Wayne Soulant founded the New Orleans Recreation Department/New

Orleans Ballet Association Center For Dance (NORD/NOBA Center For Dance) in 1992,



inspired by his own experiences struggling through life as a recently orphaned young
teenager. During these turbulent years, Soulant discovered dance. Later in life, he
realized that this discovery enabled him to turn his life around.

The NORD/NOBA Center For Dance (heretofore referred to as CFD) partnership
emerged from talks between Soulant and the Director of the New Orleans Recreation
Department. At the time, Soulant was the Artistic Director of the New Orleans Ballet
Ensemble, a short-lived performing group sustained by NOBA. Given Soulant and
NOBA'’s interests in developing dance outreach programs for children, and NORD’s
commitment to serving the youth of New Orleans, a partnership between the 2
organizations seemed logical. The partnership was established with the mutual desire to
“empower children through the infusion of arts and humanities in their everyday lives
(Creative Communities, creativecommunitiesonline.org/partners),” by offering dance
instruction to youths at NORD centers throughout New Orleans (see Appendix 4 for
goals of the partnership). As the Amherst Wilder Foundation declares, a collaboration of
this kind must include “a commitment to mutual relationships and goals; a jointly
developed structure and shared responsibility; mutual authority and accountability for
success; and sharing resources and rewards (Mattesich, et al., 13). Now in its twelfth
year, the NORD/NOBA partnership clearly possesses all of these characteristics. The
CFD sustains dance programs at 5 NORD centers city wide (Appendix 5), and has
expanded into collaborations with Tulane University, Dillard University and the Housing
Authority of New Orleans (Hirsch, 2004). CFD students have been accepted into the

New Orleans Center for the Creative Arts as well as summer workshop programs with



Dayton Contemporary Dance Company, The Ailey School Summer Dance Program, and

Dance Theater of Harlem.

Mission

The mission statement of the NORD/NOBA Center for Dance is, “to make dance
accessible to culturally underserved inner city children and families of Orleans Parish
(Center for Dance, nobadance.com). Students in arts programs learn more than just a
craft; they also “learn to value effort and to get enjoyment and inspiration from the results
(Cortines, 6).” The CFD, as an arts program, endeavors not simply to teach students the
art of dance; rather, it also uses dance to impart life skills such as responsibility,
discipline, confidence, tolerance, and commitment. Through a variety of year-round
dance classes and summer programs, the Center For Dance strives to be “a place for
aspirations, self-expression, and positive role models (NORD/NOBA Center For Dance,

1992).”

Programming

The CFD maintains 2 “tracks” of programming, the Open Track and the Talent
Track. Open Track programming offers free, year-round after-school and Saturday dance
classes for local youths, regardless of age or ability, at NORD Centers in Uptown,
Gentilly, Lakeview, West Bank, and Ninth Ward. The Talent Track (or Step-Up)
program, is a special Saturday pre-professional dance program housed at Tulane
University for talented students with a demonstrated commitment to dance. This
program is a more intensive course of study that gives students exposure to modern

dance, folk dance, choreography and other dance styles and subjects in addition to the

10



core-curriculum of classical ballet. Step-Up students also have performance
opportunities in bi-annual concerts and the Moving Van Project, a multi-generational
ensemble that performs lecture/demonstrations in underserved areas of the community.

The CFD also offers a Mentor Program to assist students with personal
development needs (i.e. reviewing school grades or preparing college applications). The
program sponsors enriching field trips both in and out of state, and also matches students
with a local volunteer “mentor” who can offer professional guidance and support.

During the summer months, the CFD expands its programming by offering the
Footbridge Summer Intensive program, a 6-week dance workshop for serious young
students. The CFD also introduces a 3-week intensive version of the Moving Van Project

and continues free dance classes (Twilight Dance Camps) at all 5 NORD Centers.

Management Structure

The CFD maintains only one full time administrative staff member- Jenny
Thompson, the General Director. Ms. Thompson serves as the primary administrator and
development director for the entirety of CFD programs. In terms of the partnership, Ms.
Thompson communicates to the Cultural Programs Coordinator at NORD, who
subsequently reports to NORD’s director. Ms. Thompson has one part-time
administrative assistant who assists mostly in site coordination. CFD artistic staff
includes the artistic director, 6 full time dance instructors, and one part-time instructor.
The artistic director manages all artistic needs including curriculum content and
performance development. Instructors are responsible for creating and teaching their

classes, and communicating site needs with the General and Artistic Directors.
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During the summer, interns are hired to assist in the administration and
implementation of the increased programming. Intern positions include a Summer
Programs Coordinator, 2 On-Site Coordinators, and approximately 3 high-school
work/study interns. The CFD may also increase its teaching faculty as needed to
accommodate the needs of the Footbridge Summer Intensive and the Moving Van

Project.

Budgeting and Funding

In the NORD/NOBA partnership, each organization contributes approximately
$100,000 (Hirsch, 2004) per year. NORD provides the facilities (see appendix 5 for a
complete listing of centers and locations) and the funding to hire NORD Open Track and
Twilight faculty, while NOBA handles most of the administrative and development
needs. NOBA writes a series of grants to cover costs not shouldered by NORD including
costumes, equipment and supplies, guest artist residencies, and additional faculty. Grants
are typically submitted through Friends of NORD, NORD’s private 501(c)(3) fundraising
and volunteer group. Corporate and private foundations (i.e. The Patrick F. Taylor
Foundation, Jazz and Heritage Foundation, Harrah’s, and Wisner Foundation) and
governmental grants (i.e. National Endowment for the Arts, Southern Arts Federation,
and Louisiana Division of the Arts) provide a substantial source of funding for summer
programs when additional faculty, administrators and guest artists are hired. The CFD
also averages 4 or 5 individual donors per year; these individuals donate between $1000-
$5,000 each (Hirsch, 2004). BRAVO, NOBA’s fundraising arm, raises money to cover

tuition, room and board fees for CFD students selected for summer studies outside of
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New Orleans. The CFD also has a Booster Club for each CFD facility, where funds may
be donated to purchase any necessary supplies (i.e. sound equipment) for that particular

site.

Future Goals:

The organization has 3 primary future goals: to build a strategic plan, to increase
artistic capacity, and to standardize and update their dance curriculum (Hirsch, 2004).

Simply stated, a strategic plan enables an organization’s directors to “articulate
their vision about where they are going, and choose the best road to take the organization
there (Allison, et al., 185).” By creating a strategic plan, the CFD intends to unite all
staff and faculty behind clear goals and enable the organization to easier adapt to
“environmental changes.

By increasing artistic capacity, the organization can reach a larger underserved
population with its programming. Plans include targeting new sites in New Orleans East,
the lower Ninth Ward, and the Treme neighborhood. In defining a standardized core
curriculum (with multi-level training tiers), the CFD can create a bridge to NOBA’s other
educational programs (i.e. NOBA In Motion and Creative Communities) so that students
would have an easier transition moving from a more creative-movement curriculum into

a dance-based curriculum.
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CHAPTER TWO: THE INTERNSHIP

Description of Summer Programs

During the summer months, the CFD expands and diversifies its programming to
meet the increased needs of inner-city youths who, out of school on summer vacation,
need structured activities to sustain them until fall. The CFD offers the following five

programs to serve a variety of ages and abilities.

Footbridge Summer Intensive

A pre-professional, six-week dance intensive program for serious dance students
with demonstrated ability. The program is divided into 2 sessions (3 weeks each), both
of which culminate into public performances. Sessions are led by a hired guest artist or
dance company in residence who works daily with the students in technique and
choreography, all in preparation for the culminating performance. Students are divided
into 2 levels, Ensemble (advanced) and Senior Corps; both levels work 6 hours per day, 5
days per week. Students are selected by audition only, and must be between the ages of
10 and 18. Session 1 of summer 2004 featured an international dance workshop led by
local choreographers, performers, and CFD faculty skilled in folk dances. Students
worked in many styles of international dance including Brazilian and Afro-Caribbean,
Chinese Ribbon, French Can Can, and Spanish Flamenco. Their culminating
performance, Dances From Around the World, premiered at Tulane University’s

McWilliams Hall to a packed house (see Appendix 6 for the program).
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Session 2 featured a guest artist residency by Urban Ballet Theater, a ballet
company from New York City. During the workshop, students studied intensively in
classical ballet technique and salsa technique, Urban Ballet Theater’s 2 primary dance
styles. The session’s culminating performance, a ballet entitled The Kid From Elysian
Fields, incorporated an extensive cast that included live performances by local musicians
(Soul Rebels Brass Band and Bamboula 2000), student musicians from NORD music
camps, young rappers from Lafitte Housing Development, and stilt walkers from the Zulu
Connection. Public performances premiered to sold out houses at Dillard University’s

Cook Auditorium (see Appendix 7 for the program).

Footbridge Junior

An offshoot of the Footbridge Intensive program, Footbridge Junior is designed
for talented young dancers between the ages of 6 and 10. Junior students participate in
technique classes and rehearsals led by local CFD faculty and guest artists in residence
(whose level of involvement fluctuates depending on the artist), and usually perform a
small section in the Footbridge Intensive culminating performances. Junior Footbridge is
a six-week program coinciding with the Footbridge Intensive, however young Juniors
meet just 3 hours a day, 3 evenings per week. Junior dancers are also selected by

audition only.

The Moving Van Project

A newer program for the CFD, the Moving Van Project is a unique performing

ensemble of multi-generational dancers that includes serious, talented Center For Dance
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students, university dancers, and local professional dancers and choreographers. The
ensemble creates, rehearses and performs on-site lecture demonstrations in underserved
communities (i.e. public housing developments). The Moving Van Project runs during
the hiatus between the first and second sessions of the Footbridge Intensive. Participating
students range in age from 12-17; they must have demonstrated talent and commitment to
the art of dance, and must be invited to participate. During the summer, Moving Van
rehearsals are typically 3 hours per day for 2 weeks with performances 2-3 times per day
during the final third week.

This summer’s repertoire featured choreography from the International Dance
workshop as well as works that bore a “New Orleans” or “southern” theme (see

Appendix 12.7 for a description of the works).

Twilight Summer Dance Camps

These camps are simply the summer version of the Open Track program. Over
the nine-week summer, free dance classes are offered to youths at all 5 NORD centers.
Classes can include beginning, intermediate and advanced levels of ballet, tap, modern,
and folk dance. Classes meet twice per week and unlike the Footbridge and Moving Van
programs, enrollment is open to any young person interested in dance, regardless of
ability. Guest artists in residence with the Footbridge Intensive often teach guest classes
at the Twilight Dance Camps, and Twilight dancers may even be incorporated into
Footbridge performances. This summer, these youths were integrated into the public
performance of Dances From Around the World and the Open Studio performance of The

Kid From Elysian Fields.
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Internship Duties

The intern served as the Summer Programs Coordinator for the NORD/NOBA
Center for Dance, working closely with General Director Jenny Thompson to plan,
implement, and supervise all of the above-mentioned summer programs. The following

were the intern’s key duties.

Planning

Planning began in May, the month preceding the commencement of activities,
although some preliminary communication and preparation occurred during the prior year
due to the anticipated large scale of the Footbridge summer session. During the first 2
weeks of the internship, the intern’s planning process included interviewing potential
interns for the Site Coordinator positions, determining policy, procedure and job
descriptions, creating program curriculum and activities, devising a master schedule for
the summer, and preparing registration and general information packets for students and
families. Once a general summer strategy was devised, more specific planning was

developed for each individual program.

Managing Logistics
As the immediate supervisor of all of the programs, the intern’s primary goal was
to ensure that each day was a smooth progression of events. Given the variety of

programs and the large number of participants (students, parents, faculty, guest artists in
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residence, CFD, NOBA, and NORD staff, and site hosts) in proportion to CFD’s small
administrative staff, day to day logistical issues abounded. Logistics management
included coordinating and revising schedules, arranging transportation, addressing site
and participant needs, monitoring the budget and maintaining communication between all

of the summer program participants.

Serving as the Key Liaison

Efficient communication is critical to the successful execution of summer
programs. The intern was the communication link between the sites of the programs and
the CFD, NOBA and NORD administrators as well as community partners, collaborators,
and key outreach beneficiaries including the Housing Authority of New Orleans, Essence
Festival, New Orleans Recreation Department, and New Orleans Public Schools.
Considering the scale of community partners and collaborators involved in the Urban
Ballet Theater residency, the intern spent a great deal of time addressing the needs of

these participants.

Generating Press and Media Coverage

Public relations are critical to sustaining and building a nonprofit organization:
“Public relations can affect an agency’s funding. It can make a difference in attracting
volunteers, educating the public, influencing decisions, providing recognition, generating
enthusiasm and stimulating client involvement (Martinez et al., 64). Throughout the
summer, the intern worked to create and secure media coverage in order to:

= (Generate attendance for CFD public performances (and hence, produce revenue).
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Broadcast the opportunity to see free or affordable dance to an underserved and
minority public.

Raise community awareness of the CFD and its free/affordable programming for
New Orleans youths.

Show the positive impact that programs such as the CFD have on youths in the
community.

The intern assisted in creating press releases to impart the above (Appendices 13.1-

13.2), and targeted specific medias depending on the program or performance being

promoted and the desired reach and demographic of the selected media. For example:

The CFD approached the West Bank arm of the Times Picayune newspaper for an
article about the Moving Van Project since several of the participants were West
Bank residents; the newspaper responded with an article about the program
(Appendix 8).

Information about the Moving Van Project was sent to local news station
WWLTV’s Eye on Education series, which highlights students continuing their
education during the summer; the station featured a news story on the program.
The CFD targeted local radio station WWOZ, a popular “New Orleans Roots
(wwoz.com)” music radio station, for press regarding The Kid From Elysian
Fields since the performance incorporated live and recorded music by local
musicians; the station granted 2 separate interviews with the musicians and
dancers in the production.

The CFD sent the Times Picayune’s Hispanic columnist Ana Gershanik a press
release about Urban Ballet Theater’s residency since the company has many
Latino dancers; Ms. Gershanik highlighted the company and upcoming
performance in her weekly column.

Coordinating Outreach Services

Because of their performance components, Footbridge and the Moving Van

Project were logical programs to focus on for incorporating outreach initiatives to benefit

the community. Culminating Footbridge performances were prefaced by Open Studios,

an outreach service for youths in summer programs and day camps throughout the city.

As a field trip, these students can observe a dress rehearsal and accompanying

lecture/demonstration by the Footbridge dancers and guest artists in residence. A

significant task of the intern’s was to seek out underserved audiences and coordinate their
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attendance. The intern also developed study guides to accompany the performances
(Appendix 12.7). Targeted programs included New Orleans Public Schools” ADEPT
camps, NORD, YWCA, HANO, Upward Bound, Volunteers of America, Urban League,
Ashe Cultural Center, and YMCA.

The Moving Van Project’s purpose, to (physically) bring dance and the arts into
communities that are underserved, is inherently outreach driven. Because the Project is
performed at the audience’s home base, a major task for the intern was seeking out camps
and community centers interested and able to host performances. Once host sites were
identified, the intern created a master schedule of performances and coordinated all
transportation and scheduling needs (see Appendix 9 for the performance schedule). The
ensemble performed 9 shows in 5 days at locations in Gentilly, New Orleans East, West
Bank, Treme, and Lakeview. Moving Van was also a featured performer at Essence

Festival’s student outreach concert.

Supervising Summer Interns

The intern supervised 5 paid interns including 2 On-Site Coordinators and 3
Center For Dance work-study interns. With the General Director, the intern interviewed
and hired the On-Site Coordinators, created their job description (Appendix 10.2), and
oversaw their performance of duties. The Site Coordinators, as the primary supervisors
of activities at the physical sites, were an integral part of the summer program and served
as the “right arm” of the intern. These individuals acted as liaisons to the intern by

communicating all student, parent, guest artist and site host needs, and executing any
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administrative needs on site for the CFD and NOBA administrators. They also served as
the immediate supervisors of the CFD Work/Study Step Up interns.

Step Up interns were high-school aged workshop participants who received
hourly pay for performing light administrative duties while participating as students in
the summer programs. Their key tasks included morning check-in, lunch monitoring,
afternoon checkout, light paperwork, and serving as role models to the younger program

participants (Appendix 10.3).

Implementing a National Endowment for the Arts Grant
In 2004, the CFD was one of 10 sites in the nation selected to receive a $25,000
pilot grant from the National Endowment for the Arts (NEA). The grant funded the
development and implementation of evaluation tools that would gage student progress in
the CFD Footbridge Summer Intensive program (Appendix 16). The intern collaborated
closely with the General Director and NOBA Programming Manager to:
= Determine skills to measure
* (Create measurement tools
= Devise a logical measurement schedule
In collaboration with the General Director and NOBA Programming Manager, the
intern helped to develop a series of surveys and an evaluation forms for measurement
purposes (Appendices 11.7-11.11). Throughout the summer, the CFD administrators
communicated with West Ed, the nonprofit research, development, and service agency
hired by the NEA to assist all pilot sites with the implementation of the grant. The

administrators also collaborated with Susan Koff, Ed.D., a local expert in dance

education, dance curriculum and data assessment.
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CHAPTER 3: MANAGEMENT CHALLENGE

The primary deterrent to the smooth administration of the CFD summer programs
is that planning is insufficient for the range and intensity of programs offered. Since the
CFD can financially support only one year-round, full-time administrative employee (the
General Director, who also doubles as the Development Director), there is simply not
enough manpower or time for thorough planning before summer programs begin. Lack
of planning creates a plague of unanticipated logistical issues throughout the run of
summer programming, and paid summer interns end up spending most of their time
handling them. Interns, then, are not used to their fullest potential, nor are the funds that
were budgeted to hire them. This chain reaction caused by insufficient planning will
inevitably create a status quo situation from year to year, thus hindering organizational
and programming growth.

The General Director of the CFD, Jenny Thompson, is a remarkable woman who
spends inordinate amounts of time developing and administrating CFD programs and
securing funding for them. That the Center was one of only 10 sites in the nation
awarded an NEA pilot grant speaks of her expertise and dedication. However, she is only
one person, and one person alone cannot run the Center if programming continues to
steadily increase. In the summer of 2004, for instance, the introduction of the Moving
Van Project as a new program added 3 extra weeks on to the summer schedule. This,
combined with the demands of implementing the new NEA grant, created a great deal
more planning and effort than in summers past. Ms. Thompson, as one person, is limited

by the amount of summer planning she can perform during the year; administrative and
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development needs for year-round programming must take precedence during that time.
But unfortunately, budget constraints prohibit the Center from hiring additional year-
round paid staff. Relief for Ms. Thompson only arrives in late spring, when
programming and participants are about to double and interns are hired to assist with
increased administrative demands. Assistance, though, is needed much earlier so that
adequate planning for summer can occur. But at present, lack of funding prevents the
hiring of extra staff during the year. As a result, the CFD is behind schedule in mid
May, when the start date for summer programs looms large.

The two-week period in mid to late May before summer programs begin, also
when key interns (Summer Programs Coordinator and On-Site Coordinators) start their
internships, is precisely where summer planning starts off on the wrong foot. During
this time summer plans are unfortunately just beginning to take shape. Interns, then, do
not have a “big picture” to use as a reference point before jumping into the start of
activities. Since no summer plans are concrete, their orientations consist only of a series
of meetings with the General Director to discuss job descriptions and a general summer
outline. These conversations, though helpful, do not adequately prepare the interns to
handle their jobs; they are not given fools (i.e. general forms, procedural instructions,
policy information) or a set plan to guide them through their tasks. Once programs start,
logistical problems obviously pile up due to a lack of planning, and interns spend most of
their time trying to manage them. Had they been given a clear plan and the
corresponding tools to implement it earlier, interns could have handled logistics easily

and efficiently, thus freeing up their time for more important tasks.
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Another problem caused by insufficient planning is a general lack of
understanding between the artistic staff and the administrative staff. Due to time
constraints, CFD administrators and teaching faculty rarely meet to discuss summer
programs until the first day of activities, the most inopportune time to do so considering
all that happens on that day (registration, orientation, and placement classes). Without a
proper meeting ahead of time, the artistic staff can hardly be well informed about summer
plans much less understand the administrative efforts behind summer programs or the
reasons for certain administrative procedures. As a result of being uniformed, the faculty
may perform administrative tasks hastily or carelessly, which can have negative
consequences on the outcome of summer programs. For instance, CFD faculty had the
responsibility of performing the student evaluations for the NEA grant based on scoring
criteria developed by CFD administrators. However, CFD administrators did not clearly
communicate the purposes of the grant or the importance of the evaluations to the faculty.
Due to the miscommunication, some faculty carelessly filled out evaluation forms. Some
forms were incomplete or blank. Others were modified to include different criteria. All
of these actions caused a discrepancy in the scores reported to the NEA and worse,
decreased the validity of the data collected from the summer programs. This situation
could have been avoided had CFD administrators had time to plan a meeting with faculty
to discuss summer programs and the importance of the NEA grant.

Inadequate planning also affected the productivity of summer work/study interns.
These 16-17 year old students received an hourly wage for 20 hours of work per week to
assist with check in/check out, lunch duty, distributing forms, and acting as role models

to the students (Appendix 10.3). Like CFD teaching faculty, these interns also did not
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have an opportunity to meet with administrative staff about their summer duties until the
first day of Footbridge; again, a most inopportune time. Since they were also students in
the program, these interns were already distracted by the excitement of the first day.
Coupled with the fact that CFD administrators were preoccupied by registration and
orientation demands, the first day meeting was certainly rushed and ineffective. Asa
result, the interns never did understand the importance of their positions nor the effort
expected from them. Throughout the summer, the interns poorly executed their duties.
They were excessively absent and perpetually tardy, and at times even had to be
disciplined for bad behavior during class. Surprisingly, their substandard performance,
though noticed, went largely uncorrected. The Site Coordinators, bogged down with
handling logistics (caused by a lack of planning) were too overwhelmed to be able to
constantly monitor them. And anyway, there was no planned procedure for excusing a
work/study intern for nonperformance of duties. Therefore, the CFD wasted budgeted
money paying interns for a summer of second-rate work. And sadly, the work/study
interns never gained any sense of responsibility or accomplishment from their work.
Until comprehensive planning can occur, the progress of summer programs will
continue to be hindered by a variety of logistical problems that arise as a consequence of
poor preparation. Summer planning should create a “big picture” that all employees,
whether administrators or artists, can understand. A solid plan improves employees’
understanding of an organization’s purpose, which leads to “an increased level of
commitment to the organization and its goals (Allison, et al., 7).” When a common
understanding of goals is reached, employees can start on the same page. Productivity

will increase because employees will spend less time questioning each other and more
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time acting. Planning empowers employees; it provides them with a sense of direction
that will guide them toward acting in the best interests of the program. At present, there
1s simply no time for adequate summer planning, and hence no “big picture” to unite
CFD summer artists and administrators toward a common goal. Consequently, precious
time and resources are wasted mucking through day-to day tasks, while communication
barriers between artistic and administrative staff further complicate matters. The end
product adversely affects the stability of the Center; inefficient use of employees means
inefficient use of funding. The Center simply cannot sustain its free programming for
New Orleans youths unless it allocates its limited funding wisely.

Meanwhile, despite a lack of paid administrative staff members, the Center For
Dance summer programs surprisingly continue to develop and expand; truthfully, though,
there is little to suggest that the current administrative team of one individual can
administrate these new programs alone. The following chapter proposes several solutions
to alleviating conflicts caused by a lack of manpower and a lack of planning through
developing the organization’s current resources. However, the CFD may also benefit
from looking to resources within the New Orleans community that are specifically geared
toward fostering the growth of local nonprofit arts organizations (see Appendix 17 for a

discussion of the Entergy Arts Business Center incubator).
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CHAPTER 4: SOULTIONS TO THE MANAGEMENT CHALLENGE

Building Manpower

The CFD needs more administrative manpower, especially if the organization
intends to increase its programs. Yet, funds are simply unavailable to hire more
employees. A simple step to mitigate the effects of this problem is to develop the current
CFD parent volunteer base. A dedicated group of volunteers can assist administratively
to prepare for summer and alleviate a degree of paid employees’ workload. Volunteers
“...perform jobs that contribute substantially not only to the internal operations of the
agency but also the delivery of goods and services to clients and constituents. Although
these citizens are not compensated monetarily, their donations of time and talents can
drastically affect the efficiency and effectiveness of the organization...(Brudney, 329).”
The end result of establishing a strong volunteer group is that Ms. Thompson has a

greater support network and a stronger base from which to begin summer planning.

Developing the Parent Volunteer Base

CFD parents are an excellent resource to develop into active volunteers.
Programs already demand parental involvement. For example, program registration
forms contain a detailed contract for both parent and child to read, discuss and sign
together (Appendix 11.5). In it, parents agree to assist their child in carrying out their
dance responsibilities to the best of their ability; they also agree to demonstrate

commitment and support to the CFD. The CFD considers itself a “family,” and new
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parents are quick to understand that their involvement improves the quality of
programming and, hence, the experiences their children have in dance. Parents have
proven to be an invaluable resource over the years. Several dedicated mothers act as
“Ambassador Moms” on behalf of the CFD by monitoring students when needed,
assisting with transportation needs, ushering at CFD performances, assisting with cast
parties and personally supplying food and beverages, and even stocking refrigc;rators for
guest artists living in dormitories during summer residencies. Their dedication is
undeniable, and certainly reliable. These indications imply that parents are an excellent
source from which to create a strong, active volunteer base.

In the summer of 2004, CFD administrators made a first attempt to strengthen and
upgrade the parent volunteer base (beyond the 2-3 regular volunteer mothers) by
including a parent volunteer sign-up sheet (Appendix 11.6) with registration packets.
The form listed 6 different tasks with varying levels of work involved, and parents could
check off tasks that they were able to perform. The response was strong, and virtually
every parent signed up for at least one volunteer activity because there was such a range
of simple duties. The CFD clearly has a wealth of volunteer potential to develop from its
parent base; it is here that efforts should be focused to build administrative manpower in
a cost efficient manner.

The key to developing a more effective parent volunteer group is to structure it.
The first step is to establish a leader, or Parent Volunteer Coordinator, whose primary
duties would be coordinating volunteer tasks, generating volunteers, delegating
responsibility, and serving as the liaison between the CFD administrators and the parent

volunteers. The CFD should look to its Ambassador Moms to supply a candidate for this
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position. These women typically have had children in the CFD for years; they are very
familiar with programs and procedures as well as staff, faculty, and even returning guest
artists in residence. Ambassador Moms are also active with the CFD during the year;
therefore, they can begin summer preparations early.

The key duties of the Parent Volunteer Coordinator should be to identify summer
tasks and needs, generate volunteers, and delegate duties. A proposed list of tasks
includes:

= Assisting with transportation needs

= Monitoring students on site as needed

= Chaperoning (new task)

* Scheduling and coordinating student/parent/teacher conferences (new task)

* Compiling student t-shirt sizes and placing t-shirt orders (new task)

= Ushering, backstage and boutique assistance during performances

* Planning cast parties and securing food and beverages

= Researching price quotes (for supplies, equipment, etc.) (new task)

The Parent Volunteer Coordinator can begin generating parent volunteers at the
Footbridge Intensive auditions during the year. Parent Ambassador Volunteer Forms can
be included with audition registration forms, and the parent of any child accepted can be
contacted accordingly. By the time Footbridge Orientation and Registration occurs (the
first day of Footbridge), the Coordinator should already have a strong volunteer group
formed.

The Coordinator can then use Footbridge Orientation to recruit any new parents and
hold a Volunteer Group meeting, since parents are present anyway to attend the
orientation. At this meeting, the Coordinator can gather all contact information,
distribute lists of duties, and begin delegating jobs to the volunteers.

By creating the parent volunteer group early and establishing a clear leader, the

CFD will have a stronger, more capable base of manpower to assist in administrating
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summer programs. The volunteer group can also alleviate some of the more mundane

duties of summer interns, thus freeing them to concentrate on more weighing tasks.

Summer Planning

The 2 week period in mid-May just prior to the beginning of summer programs is

a critical opportunity for intensive planning, and should be maximized to its fullest. The
best way that the General Director can mitigate the problems caused by insufficient
planning is to hold a series of intensive meetings/orientations with key summer interns,
CFD teaching faculty, and summer work/study interns over the course of these 2 weeks
to:

* Discuss summer programs and the timeline of activities

= (Clarify the CFD mission and objectives for summer programs

= Identify key administrative procedures and explain their importance

= Review job descriptions

These meetings will ensure that all active administrators and faculty start on the same
page, and have a clear idea of what to anticipate when summer programs begin. This

should drastically reduce the inefficiencies caused by rushed meetings on the first day of

programming, and misunderstandings caused by poor communication.

Summer Programs Coordinator/Site Coordinators Orientation

As the fundamental administrators of the summer programs, this group of interns
must have a clear vision of the summer programs before the activities actually begin, and
receive the basic tools to perform the duties expected of them. In the intern’s 2 years of

experience working with the CFD (2003 Site Coordinator, 2004 Summer Programs
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Coordinator), the most basic tool she needed on both occasions but never had was simply,
a Summer Intern Handbook. This handbook should be designed as a reference and
source book for all new interns, who should be given a copy to review after being hired.
At the orientation, the General Director can then go through the handbook with the
interns to explain the integrated information and clarify any procedural or administrative
tasks, using forms and related paperwork from the manual as a reference. The interns,
then, can glean an immediate sense of what their job duties entail and be more productive
as a result. The handbook should be divided into the following sections, and contain the
following information.

Intern Job Descriptions: ‘“Job descriptions can be straightjackets, or they can
be the building blocks of an efficient organization, encouraging appropriate creativity
(Lord, 2).” Due to the size of CFD summer programs and the number of administrative
needs that arise on daily basis, summer interns must have a clear job description to stay
on top of their tasks. They should also know their supervisors’ tasks to understand and
work efficiently in the chain of command. Therefore, the intern summer handbook
should first contain a complete listing of the job descriptions of the Summer Programs
Coordinator, Site Coordinator and Step Up intern (appendices 10.1-10.3).

Standard Forms: Many standard forms are used from year to year, and even
multiple times throughout the summer. The intern should have all of these forms
consolidated and easily available for copying and distributing at the site. They include:

* Telephone Reply Form (Appendix 11.1)

* Footbridge Orientation & Registration Instruction Form (Appendlx 11.2)

* Student Registration Form (Appendix 11.3)

* NORD/NOBA Center For Dance Rules & Regulations (Appendix 11.4)

= Student/Parent Contract (Appendix 11.5)
= Parent Volunteer Form (Appendix 11.6)
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= Surveys, Evaluation Forms, and Scoring Definitions (Appendices 11.7-11.12)
* Basic Dance Terminology and History Forms (Appendices 11.13-11.14)

* Performance Attendance Confirmation Form (Appendix 11.15)

* Fee Payment Memo (Appendix 11.16)

= Time Sheet (Appendix 11.17)

Sample Forms: So much of a CFD summer intern’s job is creating forms, schedules,
surveys, and informational materials. The handbook should contain the following sample
forms for the intern to use as a compositional reference:

* General Footbridge Information and Schedule Form (Appendix 12.1)

* Footbridge First Day Form (Appendix 12.2)

* Photo Release and Permission Slip for Transportation (Appendix 12.3)

* Master Schedule (Appendix 12.4)

* Individual Session Schedule (Appendix 12.5)

= Correspondence regarding theater needs (Appendix 12.6)

* Study Guide (for lec/dem performances and Open Studios) (Appendix 12.7)
= Student Reflections and Insights Form (Appendix 12.8)

Media Kit: CFD interns are responsible for generating press and media for programs
and performances. The handbook should contain the information below to facilitate the
composition and distribution of press materials:

* Sample Press Release (Appendix 13.1)
* Sample Media Advisory (Appendix 13.2)

General Contact Lists: Communication is key in summer programs. Therefore,
consolidated, comprehensive lists of common CFD contacts would be an invaluable
addition to the handbook. Contact lists should include:

= CFD Administrative Staff, CFD Faculty, NOBA and NORD Staff

* Common Community Partners (i.e. HANO, Tulane and Dillard Universities)

* Host Facilities

* Common Outreach Initiative Recipients (i.e. New Orleans Public Schools,
Upward Bound, Urban League, YWCA)

= Press Contact List (listing all press contact names, fax numbers, phone numbers
and addresses)

* Vendors (i.e. transportation providers, boxed lunch caterers, silk screeners,
printers)
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Summer Timeline: A general timeline of activities will enable the interns to execute
appropriate administrative measures in a timely fashion to prepare for any upcoming
activities and events. The timeline should be delineated by month and include:

= All ongoing programs, including registration and performance dates

= Arrival of guest artists

* Dormitory set up and break down

= Cast parties and Student/Parent/Teacher Conferences

= Student Evaluations

®=  Community Master Classes with Guest Artists in Residence

®= Deadlines for press releases, fee payments, gathering concert program

information, placing t-shirt orders

Diskette and Pre-paid Copy Card: The handbook should include a diskette
containing soft copies of all of the above-mentioned documents so that the intern can
adapt documents or make editions as needed. Since the Site Coordinators will need to
make frequent copies, the CFD should purchase a pre-paid copy card for them.

The handbook will enable the interns to work much more independently. By merging
all of the information into one place, an intern can gather information quickly and
efficiently. This will allow them to begin a step ahead of the start of summer activities.
As the Summer Programs Coordinator, the intern frequently wasted time tracking down
sample compositional material from the General Director, or asking her to proofread
distributional materials. As a Site Coordinator the previous year, she was dependent
upon a NOBA administrative assistant to provide her with standard forms from the
downtown office because there was no collection of forms on site. The above handbook
should eliminate these types of problems and increase intern productivity.

Also pivotal to the summer intern orientation is a discussion of the CFD mission

statement and objectives of summer programs, to be elaborated upon in the discussion of

faculty orientations below.
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Faculty Orientation

A faculty orientation with CFD administration is crucial to ensuring that both
sides’ needs are communicated so that a mutual understanding is reached before
programs start. A faculty orientation should have a communication focus, and the
following should be thoroughly discussed:

Description and Objectives of Summer Programs: CFD programs emphasize
teaching students life skills in addition to teaching them dance technique. From the
intern’s own experience as a dance instructor, it is easy to overemphasize dance
technique in a dance program. Instructors would benefit from an overview of the CFD
mission and its objectives for students in the summer programs. They will have a
refreshed sense of their responsibilities as an instructor and can adopt a broader approach
to teaching that is more in line with the CFD mission.

Discussion of Grant Implementation: Grants funds are critical to the financial
stability of the CFD. As result, grant implementation must be executed carefully and
systematically in order to ensure future funding from the source. Faculty can directly and
indirectly affect grant implementation because they have direct contact with students, the
grant’s ultimate beneficiaries. Hence, faculty need to be made aware of any summer
grants, the purpose and goals of the grant, and the importance of any administrative
procedures that will be performed to implement the grant. This will reduce any potential
errors or inefficiency caused by a lack of understanding.

Anticipated Administrative Needs: The Footbridge Intensive is the most

elaborate program of the summer. As a result, the needs of the Twilight Sites, and even
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the smaller Footbridge Junior program, are overlooked in its shadow. CFD faculty
should have an opportunity to convey their anticipated needs for the summer before the
start of programs. The administration should also report anticipated administrative
procedures to the faculty so that they are prepared to make any necessary schedule
adjustments. Faculty and administration can then begin on the same page, and
accommodate one another’s needs with a shared sense of understanding.

Student Evaluations: Student evaluations are a valuable tool to measure student
progress in programs. However, as mentioned in chapter 3, if not performed carefully,
they produce inaccurate data. Faculty and administrative staff should discuss at length
the process, scoring system, and criteria used to evaluate students (Appendix 11.11).
And, most importantly, CFD faculty must impart that evaluations are valuable measures
of mission fulfillment. Communicating this information early on will reduce errors on
evaluation forms and authenticate results.

With faculty and administration on the same page, efforts can focus on defining

the role of the Work/Study Step Up Intern.

Work/Study Step Up Intern Orientation

The Step Up intern orientation with the General Director, Summer Programs
Coordinator and On-Site Coordinators, will focus on communicating job descriptions,
staff expectations, a rewards/consequences system (based upon intern performance), and
developing goals. As mentioned in chapter 3, these individuals need time before the start
of programs to learn their job descriptions and understand the performance standard

expected of them. The position can be a chance for personal growth and enrichment, and
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an opportunity to find self-confidence and pride in one’s abilities. The goal of this
meeting is to lay the foundation for both the CFD and the intern to derive a substantial
benefit from the internship experience. Their orientation should address the following:

Job Descriptions and Expectations: A thorough, duty-by-duty discussion of the
intern’s job description with heavy emphasis on acting as a role model to other students
(see attachment 01.3 for Step Up Intern job description). It is important to impart that the
position is one of privilege awarded only through hard work, dedication and
responsibility, and one that all students should aspire to.

Description of CFD Objectives and Summer Programs: Work/study interns
should also understand the mission of the Center For Dance and the goals of the summer
programs. This will give them guidance, insight and a sense of greater responsibility as
they perform their summer duties.

Reward/Penalty System: As mentioned in chapter 3, current procedures do not
exist to reward interns for their hard work or penalize them for poor performance.
Reward options should be dance-based, and mesh with the objectives of summer
programs. One such reward could be the opportunity to develop a piece of choreography
for the Moving Van Project. A simple penalty system, and one that the Center employs
for students with behavioral problems, is the “3 Strikes” system. After 3 instances of
poor performance, a student is simply dismissed from his/her internship. Step Up interns
should be clearly informed of the existence of both systems, and encouraged to find the
right path.

Goals of the Intern: During the orientation, each intern should develop a set of

goals based upon what they aspire to gain from their internship. Interns should be
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instructed to create weekly journal entries detailing experiences that relate to goal
fulfillment. By creating a personal mission and revisiting it each week, the interns should
have a clearer focus, which should enable them to be more productive and helpful in their
positions as administrators, role models, and students in the CFD summer programs.

By giving shape to their roles, Step Up interns should feel empowered by a
greater sense of responsibility in the summer programs. Their productivity should
increase, and the CFD will be using budgeted funds wisely by supporting these interns’

efforts.

Program Wrap-Up

A current practice, and one that deserves more development, is a wrap-up meeting
between the General Director, Summer Programs Coordinator, and the Site Coordinators
at the close of summer activities. The administration of the summer programs should be
discussed at length including all successes, conflicts, inefficiencies, strengths and
weaknesses. A brainstorming session should focus on developing assets, providing
solutions for conflicts, and identifying missed opportunities to delegate tasks along the
chain of command. The close of summer is an ideal time to plan for the next;
experiences are still fresh, tasks are finished, and attitudes are generally positive after a

summer of hard, gratifying work.
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CHAPTER 5: INTERN CONTRIBUTIONS TO THE NORD/NOBA CENTER
FOR DANCE

Short Term Contributions

Over the course of Footbridge, the intern made concentrated efforts to increase
and strengthen communication with faculty and parents by distributing informative
memos (Appendix 14) over the course of activities. From her experiences in the
previous summer, the intern compiled the most common questions and subjects of
confusion into a series of brief memos that addressed scheduling, contact information,
general policies, directions to sites, performance and ticket information, cast parties, and
student/parent/teacher conferences. The memos also served as reminders of important
upcoming dates, deadlines and schedule changes. As a result of being well informed,
parents and faculty were prepared and timely throughout the summer. Abrupt schedule
and site changes were managed easily, and procedures were followed willingly. Simple
memos are an easy way to maintain communication with participants in programs as
large as Footbridge. The system should be applied in future summers.

Another communication device implemented by the intern (in collaboration with
the Site Coordinators) was a daily, 5-10 minute “company meeting” for students in the
Footbridge Program. These developed into opportunities to distribute and discuss any
memos and program needs, announce any scheduling changes or upcoming events,
elaborate on journal assignments, and communicate any questions or conflicts. In the
past, company meetings were only held as needed to communicate information. By

establishing the meeting as part of each day’s activities, students became more aware of

38




the “big picture.” They could better communicate upcoming events to their families, and
were more prepared over the course of activities. Student efficiency leads to program
efficiency; therefore, daily company meetings are beneficial to both students and the
Center For Dance.

One contribution made by the intern that deserves further development is the
advanced ticket system she devised for public performances (Appendix 15). The CFD
anticipated an enormous audience for its public performances of The Kid From Elysian
Fields. This performance was created through Urban Ballet Theater’s (UBT) residency
with the students, and featured performances by both UBT and the students. The
performances had been marketed on television, radio, and in newspapers, and the
complimentary ticket list was extensive (public officials, granting agencies, etc). The
concern however, was that given the small capacity of the theater, families of students
would have difficulty securing seats. Additionally, since the performance featured a
professional dance company, ticket prices were charged for the event (to help cover the
expenses of hiring the guest artists). Another concern, then, was that large families
would be unable afford the cost of tickets. Although the CFD is designed to benefit
underserved students and their families, these were exactly the individuals being shut out
by programming demands. In collaboration with the General Director and the NOBA
Box Office Manager, the intern created a discounted, advanced ticket order system
especially for Center for Dance students, where families could purchase tickets until a
specified deadline. The intern gave families ample notice and encouraged them to use
the system. By performance time, the effort proved very successful. However, the

system should be restructured for greater efficiency. For instance, the incorporation of
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student complimentary tickets into the advanced ticket system was cumbersome and
inefficient. The Box Office Manager and Summer Programs Coordinator need to

develop a simpler method.

Long Term Contribution

The intern’s most significant contribution to the NORD/NOBA Center For Dance
was defining and developing the roles of the Summer Programs Coordinator and On Site
Coordinators.

As the 2003 On-Site Coordinator for the Center For Dance (to fulfill an Arts
Administration Practicum requirement), the intern was given a very general job
description on the first day of activities. Although a useful reference, the intern spent
most of her summer addressing tasks as they arose. Although not the most efficient
method of working, as emphasized throughout this report, no other option existed. In
early spring of the following year, the intern, in preparation for her upcoming supervisory
role as the 2004 Summer Programs Coordinator, created a comprehensive job description
for the Footbridge On-Site Coordinator position (Appendix 10.2). This was used to
advertise the internship locally and nationally, and served as the basis for interviewing
potential interns for the position. Two interns were hired to share the single position, and
their duties were expanded over the course of the summer to include assisting in dance
instruction. Although the job description should be updated to include this portion of the
internship, the administrative duties created and developed by the intern are still

applicable, and should continue to define the position for years to come.
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As the first Summer Programs Coordinator in the organization’s history the
following year, the intern again lacked a clearly defined job description. To identify her
role, the intern reflected on her experiences as a Site Coordinator, and on her
understanding o<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>