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CHAPTER |

THE FULTON COUNTY ARTS COUNCIL

Misslon/Overview

The Fulton County Arts Council (FCAC) was established in 1979 under the auspices
of the Fulton County (FC) Board of Commissioners to enhance the quality of life for all citizens
through support of the arts. The FCAC, which functions as the county’s Department of Arts
and Cutture, assists the Commission in the development of policy for public support for the
arts and advises and makes recommendations on funding the arts. The FCAC also initiates
and responds to the continued demands of diversified arts programming and generally
oversees the development and implementation of publicly assisted arts programs that support
the mission of the Arts Council.

The FCAC is the largest source of public funding for the arts in the state and serves the
largest metropolitan area in the state. The population of Fulton County is 700,000 and spans
an area of over 70 miles from the residential areas in the north and south to the downtown
center of Atlanta. Although the Arts Council is mandated to serve Fulton County, the contact
of citizens in adjoining counties and visitors to Atlanta to FCAC's programs and supported.
organizations and individual artists far exceeds the county’s limits and often serves a population

much larger than the County itself.

Goals and Objectives

In 1993, the original goals of the FCAC were incorporated into a Six Year Strategic
Plan for the Arts, which will serve as a guide through 1999. The plan will help FCAC develop

programs and outreach activities that encourage access to artistic expression. The plan seeks



to recognize that art and culture and thought and expression are vital to any community’s
growth.
The goals of the FCAC are to":

l. Create an environment which is conducive to the growth and development

of arts organizations.

The objectives of this goal are to establish the development of cultural facilities and the
implementation of a long-range planning effort. First, in order to create this "arts friendly"
environment, the FCAC will establish a partnership program with local municipalities for
developing publicly owned cultural facilities in the county. Also, the FCAC will work with a
task force of non-profit organizations to plan a parallel program so that these organizations
may develop cultural facilities of their own. Second, the FCAC will continue to implement six-
year planning efforts to guide these programs with such things as needs assessment,
community progress reports, and annual reviews of goals and objectives. With these
objectives, the FCAC can support and encourage government and community arts
organizations to work together in creating environments that would help to provide a broad
range of arts programming essential to the lives of the citizens of Fulton County.

2. Promote a broad range of arts activities throughout Fulton County through

the support of artists and arts organizations of all disciplines.

The FCAC will adopt several key strategies to promote this broad range of arts

activities:

1
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° Two-year programs of operational support

Organizations that have been in existence for three or more years with an annual
budget of $1 million or more will create these programs in an effort to help stabilize their
operations, with second-year FCAC funding contingent on completion of first year's
objectives.

® Diversity planning

Beginning in 1995, organizations will be required to file a Diversity Plan that addresses
diversity of staff, audience, and board.

® Annual fellowships

The FCAC will provide fellowships to be awarded annually to individual artists of all
disciplines.

® New funding resources for the arts

The FCAC will identify new resources with which to fund the arts, such as new
hotel/motel or cultural district taxes or to have spaces provided on existent tax forms so that,
for instance, property owners can voluntarily check off wanting to contribute to a cuttural tax.

3. Promote audience development by introducing the arts to new audiences.

The FCAC will seek to develop strategies that will promote the cultural and

social value of the arts. Such strategies include marketing technical training offered to arts
organizations, the exploration of group marketing schemes, such as coop advertising and an
advisory committee made up of marketing experts.

In addition, the FCAC will provide technical assistance to emerging groups for

audience development such as subscriber sharing, gallery tours, and theme festivals. The



FCAC will explore options of bringing the arts to non-traditional audiences like arts in the
workplace, homeless shelters, and nursing centers.

4. Ensure that the arts are accessible to all citizens of Fulton County.

Beginning in 1994, FCAC applicants will be required to submit an American with
Disabilities Act (ADA) plan which addresses facilities, programs, staffing, and board
membership. The plan is to include steps for reaching full ADA compliance as a condition of
receiving annual funding. The FCAC will help identify the extent of upgrading necessary to
bring applicants into federal compliance and offer assistance for reaching this goal through the
type of cuftural facilities program referred to under Goal #1.

S. Stimulate projects which focus specifically on the elderly, the disabled, and

the economically disadvantaged.

Beginning also in 1994, FCAC will provide a special pool of funding to encourage
creative programs which serve targeted underserved communities with funding focused on a
particular group each year, for instance, incarcerated juveniles and adults. Through
community meetings, service providers and advocates for each group will be identified and
encouraged to apply for two-year contracts, with the second year funding based on progress
reports and funding availability.

To further accomplish this goal, a symposium will be hosted by FCAC to identify
barriers which prohibit disabled artists from accessing the opportunities that maximize their
fullest participation, artistically and professionally. The information from the symposium will in
tum be used to educate FCAC funded organizations on how to reach special populations.

6. Promote artistic development of programs that reflect the cultural diversity of



Fulton County.

The objectives are to help funded organizations find cufturally diverse board members
and staff and minority vendors to provide goods and services to these organizations. Such
approaches include working with minority access agencies to identify interested individuals and
Business Volunteers in the Arts to develop an administrative mentoring program for targeting
arts managers from underrepresented populations. The FCAC will also provide all funded
organizations with county female and minority vendor lists in order to increase the use of
these vendors by arts and cultural organizations, fostering an economic relationship between
diverse business groups and the arts in the County.

Ze Stimulate neighborhood development and encourage creativity within

community.

The FCAC will continue to encourage programs that support creative opportunities in
the community. Technical assistance for artists and arts administrators will be offered to
provide guidance in planning, management, board stewardship, contracting and negotiating,
staff supervision , and grant writing.

8. Foster partnerships between the public and private sectors, with other Fulton
County departments and other governmental entities.

The FCAC will develop a long-term strategy for maintaining an adequate public/private
funding stream.

9. Provide opportunities for children to develop their imaginations, experiment
with new ideas and concepts, and realize the integrity of cultural traditions.

To achieve this goal, FCAC developed long-term residencies as part of the Arts in
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Education program that began with a limited pilot program. The program allows the schools
and the artists to collaborate on long term artistic relationships, improving the dialog between
arts educators, local arts organizations, and individual artists. This increases the quality of
education, allowing children the ability to maximize their learning potential. Other options the
FCAC is exploring are a continuing training program for arts educators, expanding summer
arts programming, and a local long-range arts education plan with possible expansion to a
multi-county region.
10. Contribute to the economic well-being of the community, including the
ability to encourage new business, conventions, and tourism.
The FCAC will actively market the arts and culture in Futton County and serve as
liaison between the Convention Bureau and the Chamber of Commerce in developing

campaigns to tourists, Olympic visitors, and local patrons.
Programs and Services
The Fulton County Arts Council offers the following programs and services:

Coniraots For Services Program

This program is the equivalent of a granting program to most other funding agencies
similar to FCAC. However, it is FCAC's philosophy that the word "grant" implies a type of
entittement or privilege. The emphasis now is on contract, a relationship where arts
organizations are contracted to provide services--cuftural and artistic--to the citizens of Futton
County. The FCAC, as the "agent" for programming these types of services for the County,
engages these organizations to become providers of cultural experiences for the community.

In 1993 alone, the FCAC invested $3.4 million--completely from public support--in



cultural activities throughout the county?. The distribution of funds is intended to be as
balanced as possible, providing contracts to |40 non-profit organizations and 39 independent
artists in a variety of disciplines. The applications for these contracts are reviewed by
professionals with a knowledge in each of the disciplines. The panel makes recommendations
that are reviewed by the Arts Council and then sent to the FC Board of Commissioners for
final award decision. Awards are based on artistic merit, the stability of the organization, and
the likely success of the project. Once awarded, these contractors provide progress reports

on the status of the projects for which they have received contracts.
The Sohool Arts Program

The Fufton County School Arts Program provides creative opportunities for grades
K-12 with 139 working artists and residencies in all 57 schools and sites in Futton County.
The School Arts Program, which provided the intemship experience, will be discussed in

greater detail later in this report.

Community Outreach Programs

Community outreach programs include the Abernathy Arts and Crafts Center, the
South Fufton Arts Center, and AUDIENCE, Inc., which provides services to the communities
of North and South Futton County with such programs as ceramics, pottery, and drawing
classes and a Children's Arts Festival. The Human Needs Initiative supports collaborative
programming with seniors and other institutions throughout the county.

Other activities are supported by the FCAC to promote creative expression and

2
Fulton County Arts Coundil, Fulton County Arts Council Annual Report (Atlanta, GA: 1993), 17.



access to arts. These include the Arts in the Atlanta Project, which provides creative
opportunities to each cluster in the Atlanta housing projects, and the Super Summer Arts
Camp, a summer-long camp with artistic programming for children in Fultton County. Also,

there is the newly adopted Art in Public Places Program, created from a "percent for the arts'

resolution to assure art as an integral part of new or renovated public buildings. Community
outreach in the north and south corners of the county is also achieved through the Eulton Arts

North and Fulton Arts South task forces, made up of community organizations that serve as

liaisons to the Arts Council to promote awareness of cultural activities in their areas.
Councll Initiated Programs

The FCAC also supports several cultural organizations which have grown from special
projects of the Arts Council; each is now incorporated as a 501 © (3) non-profit organization.
[he Hammond House Galleries and Resource Center is a national center for the collection
and exhibition of historic and contemporary African-American art. Catalyst Literary Magazine,
published twice a year, showcases local and regional writers. To date, over 700 writers have

been published by Catalyst. The National Black Arts Festival is a biennial summer festival

which celebrates the contributions of artists of African descent. Since its inception in 1988,
over 5,000 artists of African descent have shared their culture and art in all disciplines from

local, national, and international levels.

Management Structure

The Aris Councll

The Fulton County Arts Council is governed by a fifteen member council (see

Appendix |, Pg. 8-9) that is made up of artists, community leaders, and administrators



appointed by the FC Board of Commissioners for two-year terms as advisors on publicly
supported arts programs. The governing Council possesses, through the charter and by-laws
which created it, duties and responsibilities similar to the Board of Directors of other
non-profit organizations. Like these board members, they receive no salary or compensation
of benefits for contributing their time or expertise. The Council members are also not
expected to make any monetary contributions to the FCAC or the artists or organizations
which it supports.

The Arts Council also serves as an advisory panel between the FC Board of
Commissioners and the Executive Director and Council staff (see organizational chart,
Appendix |, Pg. 10). The Council makes and enforces policy for the county on arts programs
and services and approves any decisions in regards to policy implementation with information
that can be supplied by the Council's staff. All decisions of the Arts Council are subject to the

approval of the FC Board of Commissioners.
The Executlve Director

The Executive Director is appointed by the FC Board of Commissioners (as a
department head) and is the liaison person between the Arts Council and the staff. The
Executive Director is responsible for directing the operations of the Arts Council's programs
and projects, manages staff and budget, and develops policy recommendations for the FC
Commission. He/she is also responsible for long-range planning and evaluation and external
relations with local, regional, and national arts organizations. The Executive Director also
directly supervises the activities of the Program Development/Public Relations Administrator,

the Program Assistant, and the Administrative Secretary, who supervises the Office Clerk (see



chart, Appendix |, Pg. 10).
FCAC Statf

The FCAC has a professional staff of seven and an assistant staff of six. The Executive

Director supervises these positions already mentioned:
Program Development/Publio Relations Administrator

This position is primarily responsible for increasing public involvement in the arts. This
includes facilitating external communications with such things as a quarterly newsletter, and

producing annual and special reports by the FCAC to distribute to the citizens of
Fulton County. He/he is responsible for internal development of programs and coordinates
any fund raising activities as needed.

Program Asslistant

This position's primary responsibility is payroll and procurement of supplies and
equipment needed for the office. This person collects all information for payroll of the office
staff by the county's Finance Department, handles payment of all bills, and prepares invoices
and requests for purchase of goods and services. He/he also prepares the budget for

presentation and review as needed and is liaison for the Data Processing Department.
Administrative Secretary

The Administrative Secretary provides administrative support to the Executive
Director. He/She coordinates the Executive Director's calendar and schedule of
appointments and meetings and handles all correspondence. The secretary maintains the
database of mailing lists used by the FCAC and assists in general clerical tasks as needed. This

position also supervises the activities of the staffs Office Clerk.



Office Clerk

The Office Clerk is to serve as the office's receptionist and the duties related to that
task. The derk handles all incoming phone calls, enters data for mailing lists, and distributes
daily mail. He/She maintains the office supplies and equipment and assists in other clerical
tasks as needed.

The remainder of the staff positions were under the responsibility of the two FCAC's
Assistant Directors. One Assistant Director supervises the programming part of the FCAC's
activities, while the other manages the Contract For Services program and the responsibilities

often associated with a granting program.

Assistant Direotor/Contracts For Services (CFS) Manager

The CFS Manager is responsible for the process that awards and implements the
contracts to the applicant organizations and artists who are awarded contracts for providing
arts services for the FCAC. He/She coordinates technical assistance workshops and meetings,
particularly as they pertain to the CFS program and the implementation of the Public Art
Program. (At the time of the internship, the CFS Manager was responsible for carrying on the
tasks of this program; however, there were plans of hiring a contractor to coordinate this
program for the FCAC). This person also serves as liaison between the Council initiated
Programs and the FCAC. The CFS Manager also supervises two administrative assistants for
the CFS program.

CFS Administrative Assistants

These assistants monitor the CFS process through processing and tracking of contracts

and CFS payments, and track progress reports and evaluations. They assist with the CFS



panel process and grant writing workshops and perform clerical and receptionist duties as

needed.

Assistant Director/Neilghborhood Arts (NA) Manager

The NA Manager's primary job is to oversee the programs that support arts at the
neighborhood level. This includes the Schools Arts Program (as the schools are viewed as a
part of every neighborhood), summer camps, programming for special populations, the
Abernathy Arts and Crafts Center and South Fulton Arts Center and the management and
capital improvement of those facilities and research and development as needed. This person
supervises the Community Development/Special Populations Coordinator, the Facility
Managers of the arts centers who supervised staff for on-site activities, and the School Arts

Program Coordinator, who in turn supervises the School Arts Program Assistant.
Community Development/Specilal Populations Coordinator
This person is the liaison for community participation groups such as the Fufton North
and South task forces and organizes and plans any community outreach activities of the FCAC.
Faclility Managers
These managers are responsible for coordinating the programs at their perspective
facilities such as art classes and arts camps for youth. They also supervise the instructors and
counselors who are contracted to work at the facilities for these programs.

School Arts Program Coordinator and School Arts Program

Assistant

These two positions are responsible for coordinating all aspects of the School Arts

Program. Details of their job responsibilities are discussed in the next chapter of this paper.



Personnel Policlies

As part of the Fulton County personnel system, the FCAC follows the personnel
policies of the County. The County follows all the hiring and firing practices set forth by
federal regulations.* An employee handbook (see Appendix |, Pg 1-48) developed by the
FCAC identifies the terms of policies and procedures of the office with regards to
leave/attendance, holidays, public information, and general office procedures. FCAC
employees are either permanent employees of the county system and eligible for employee
benefits, or contract employees, hired for a specified time period designated by a contract and
are ineligible for employee benefits.

All employees of the FCAC are given quarterly evaluations by the Executive Director.
An evaluation interview takes place every quarter where performance, goals, and expectations

of the previous quarter are discussed and objectives set for the following quarter.

Financlal Highlights

The Fufton County Arts Council receives its funds from appropriations through the
Fulton County Board of Commissioners. It may also receive contributions from private,
non-governmental sources. The FCAC believes that most people and businesses in the
county feel that their tax money should support an agency for arts funding and programming
and that the money already committed is doing an adequate job.

From its annual appropriation of $4.1 million (less than one percent of the total county

budget), the FCAC uses nearly 20% for support of its operating expenses, programs, and

3
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special projects. The remaining 80%, or approximately $3.4 million in funds, are dedicated to
the Contracts For Services Program for supporting cultural organizations in the county. In
1993, the breakdown of these funds were as follows: 49 to individual artists, 239 to
Council Initiated Programs, like the National Black Arts Festival, 429 to on-going cultural
programs at local organizations, and 3 | 9% to other requests such as technical assistance and
service improvements at a variety of local arts facilities.*

The Executive Director submits a budget that reflects the amount of funds projected
to be needed for the next year. The amount needed for CFS funding is determined from the
projected budget needs stated by organizations on their previous year's application worksheet.
The budget is then approved by the Arts Council which submits it to the FC Board of
Commissioners. The amount appropriated is usually decided by a certain percentage over
the previous year's budget.

The fiscal year for the FCAC runs from July | through June 30. A computerized
system of accrual accounting is used, and the budget format is similar to the one used by the
County’s Finance Department and other departments in the county system.

Monthly expense budgets are prepared and reviewed and approved by the Executive

Director before being presented at monthly staff meetings for further planning and review.

4
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CHAPTER Il

THE SCHOOL ARTS PROGRAM

Background/Overview

The School Arts Program (SAP), jointly funded by the Futton County Board of
Education (FCBE) and the Fulton County Arts Council (FCAC), was first implemented in 1985
to bring performance and visual arts experiences to the schools of Futton County. In 1984,
two members of the FC Commission, Michael Lomax and Robert Eaves, and then FCBE
President Delores McGhee, initiated and promoted this idea for the FC school system.

The areas of the arts represented in the SAP include drama/theatre, dance, visual arts,
music, media, architecture, and literature. Field trips to local arts institutions are also included
in the program. Since the program's inception, over 5000 in-school visits by artists have
included performances, field trips, in-school activities, demonstrations, and workshops. The
SAP consists of 420 different arts programs representing 139 artists and companies and has
provided cuftural experiences to approximately 57,000 students in the system's 57 area
schools (53 schools and two “afternative/open campus® schools and two *teaching museums”
that are classified as “special category”). In the fall 1994, a residency program was
implemented which allows long-term artistic relationships between the SAP artists and
selected schools. The host school and the artists define these arts in education experiences,
increasing the contact between students and artists and enhancing the quality of classroom
instruction.

The School Arts Program Artists Directory (see Sample Page, Appendix I, Pg. 7-8),

which provides descriptions of the arts programs, are designed by artists for the students,



teachers, and administrators of the FC school system. Each school has an In-School
Coordinator (ISC), usually an art teacher within the school, who works with the individual
school's principal and teachers --and across interdisciplinary subject areas--to select program
offerings from the SAP to be integrated into the school's arts curriculum for the year. The ISC
contacts the artist/arts companies directly concerning all the specifics of the visit such as dates,
times, and supplies needed.

Each artist sends a study guide to the school (see Appendix II, Pg. 9-18), about two
weeks prior to the scheduled visit, for distribution to the teachers whose students are involved
in the arts experience. The guide is used by teachers to prepare students for the program and
sometimes contains background information and in-class activities. Follow-up activities are an
essential part of the guide; the SAP staff works with the artists to refine their study guides and
conducts workshops for that purpose. Although it is not the purpose of the SAP to solely
entertain the students, integrating the program's activities with the curriculum was a

preliminary goal which continues to be of prime importance.

Funding

Initial and continued funding for the SAP by the FC Board of Commissioners (through
the FCAC) and the FCBE has allowed the program to exist as the largest arts in education
program in the state. Funding is matched by each entity, but the FCAC deducts some
administrative expenses prior to transferring money to the FCBE. These include a portion of
the salaries to the SAP staff, annual expenses of producing the Showcase and Directory, and
other clerical and office expenses. The actual dollar value of these contributions far exceeds

the 50/50 match level by the FCAC. The amount transferred from the FCAC, combined with
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the total amount from the FCBE, is used to pay artists' fees only. This money is maintained

and accounted for at the FCBE, the fiscal agent.

Personnel and Operations

The Coordinator for the SAP is housed at the FCAC and is responsible for
administration of all artists/companies associated with the program, administrative
implementation of the program in schools, the tracking system of the program's records,
planning, evaluating, and general operation of the program. The SAP Assistant supports the
coordinator in these responsibilities, as well as performing clerical tasks as needed. As liaison
between the FCAC and the FCBE, the Board of Education's Coordinator of Art Education
monitors documentation of the SAP activities and operation of the program in the schools and
administers the SAP budget for artists' fees.

Since the program's inception, the SAP has sponsored a “Showcase" in which all artists
are invited to participate. Teachers, principals, students, and supporters of the SAP view
samples of the programs to be offered during the proceeding school year. Featured in
Showecase are visual and performing artists who demonstrate techniques, perform cameos
spots, and meet with people to begin negotiations for *booking" for the upcoming school year.

Prior to Showcase, each school is advised of its “allotment." The allotment is a dollar
amount that is assigned to each school from the SAP budget to use for paying the fees of
artists whenever they present or perform. The number of students enrolled in the school
determines the amount of the allotment. For example:

Medium 450-700 students $3,400 (16 schools)

Medium-large 700- 1000 students $4.000 (17 schools)



Large 1000+ students $4.900 (18 schools)

Special Category Open Campus/Tchg Museums $2,000 (4 schools/sites)

Each year “School Arts Orientation Meetings* are organized (one in North Fulton
County, the other in South Fulton County) at the beginning of the school year, in order to
brief the ISCs and the CACs about changes in procedures, forms, and new artists, and to
reinforce the goals of the program. The SAP Directory is also issued at to the ISCs at this
meeting.

When the ISCs and artists work out the details of the in-school visit, the information is
transferred to the confirnation form (see Appendix I, Pg. 33). This form serves as an
agreement between the school and the artist. The SAP office is responsible for logging
information about the in-school visit, verifying all signatures, and maintaining the filing system
for the forms. Following each arts event within the school (or field trip), the artist and principal
sign a request for reimbursement form (see Appendix I, Pg. 38), allowing the artist/company to
collect the appropriate fees.

Evaluation of the program is both formal and informal. Informal evaluation takes place
naturally by voluntary communication between program participants and calls to the SAP -
office. Formal evaluation is accomplished by the artist/company and school personnel each
completing an evaluation form (see Appendix II, Pg. 36-37) and routing to the SAP office. All of
these forms are sent to the FCBE for processing and routing. The data is monitored and
evaluated by the FCBE Coordinator of Art Education and the SAP staff in targeting artists'
programs or policies and procedures in need of improvement. The artists and school

evaluations have played an increasingly important role in program development and are used



continuously as a valuable data resource.

Goals of The School Arts Program

The goals set forth in the original plan have proven to be an enduring focus for the
SAP. They have continued to guide comprehensive arts programming with little modification
in their intent. The original purpose of the program was as follows:*

PURPOSE: To increase the scope and quality of arts programs in our schools through
funding for the arts and comprehensive planning and coordination.

Goals:

I To promote the instructional value of the arts within the total school program.

As mentioned before, it is not the intent of the SAP to solely "entertain"

through the arts, but to also educate in and through the arts. This focus is continuously
encouraged by the integration of the program with general instructional skills as well as
increased contact between the student and the artists. The fulfillment of this goal is also
reflected in revision and refinement of study guides produced by artists and teachers together,
rather than artists and arts groups independently. The SAP has also developed Staff
Development Training, providing extensive training for artists and school personnel involved in
the program. Workshops are lead by artists and teachers in an effort to better address the
needs of arts education in the county’s school programs.

2 To emphasize qudlity in arts programming.

This goal is achieved through careful selection and screening of artists

5
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administered by the FCAC. At annual orientation meetings, ways to plan and schedule arts
programs with an emphasis on quality are discussed. Personal contact between artists and
children is encouraged through workshops and audience participation.

3. To recognize and welcome flexibility in scheduling.

Teachers and administrators are encouraged to plan and schedule programs
that meet the unique needs of each school and the unique needs of individual classes or
groups within a school. This includes a consideration of how and when the arts can be
integrated, when is it appropriate to integrate the arts with the curriculum, and how the value
of incorporating cuttural diversity is a ubiquitous theme throughout all of the arts. For instance,
a school may coordinate a “Georgia Heritage Day" for the school's eighth grade that will
coincide at a time when the Georgia History class is offered. The school can also recognize
the flexibility it needs to provide by having an alternative to lunch in cafeteria, such as a
cookout on the school's grounds, because the cafeteria is needed for demonstrations and
displays associated with the event.

4. To maintain effective coordination of the program at all levels.

The SAP has established effective coordination of the program at various
levels, all of which are essential to the program's survival. Since the program is administered
by two organizations, it is very important that there is a good flow of communication between
both groups. In order to achieve this, people were designated to coordinate in the following
areas:

At the schod level:

The In-School Coordinator - primary contact person
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The Cultural Arts Chair - secondary contact person

At the Fulton County Board of Education:

Art Education Coordinator - administrative and financial liaison at the FCBE;

primary contact for the FCBE and to the FCAC personnel; determines

allotments; available to schools

At the Fulton County Arts Council:

SAP Coordinator - primary contact for the FCAC, all artists and school

contacts

SAP Assistant - secondary contact for the FCAC, all artists and school contacts

FCAC Assistant Director - financial contact for the FCAC

FCAC Executive Director - oversees all programs

5. To sponsor equitably distributed arts programming.

It was intended from the beginning that all students would have equitable
access to the arts regardless of students' ability to pay. The SAP has maintained this totally.
No program events, whether in-school or at a field trip site, entail any additional money from
students or parents.

When the original goals of the program had been achieved and maintained, the SAP
redefined its mission, and new goals were created by the SAP staff and the FCBE to fulfill it.
The new goals for

the program are these®:

6
Fulton County Arts Counal, School Arts Program Artists Directory (Atlanta, GA: 1993) 1.
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MISSION: The School Arts Program provides a comprehensive and  high quality

Artists-In-The-Schools program for Fulton County Schools (K-12). The SAP seeks to raise
cultural awareness, encourage critical thinking, and provide educators with unique resources.
The program links artists and educators, utilizes resources, furthers educational goals, and
incorporates interdisciplinary approaches.
I To promote the fusion of core and artistic areas of study to achieve more
effective learning tools through an interdisciplinary approach to Arts In

Education.

This process integrates two or more disciplines to develop a basis for
continued exploration and growth. A discipline has history, skills, vocabulary, and its own form
of expression. In applying an interdisciplinary approach through the SAP, at least one discipline
must be an art form.

2. To develop artists' programs and to support long term artists' residences in the
schools in order to accomplish innovations in education.

Program development is very important to keeping the program a resource
for Arts In Education. And through long term residencies, artists can create new ways to
innovate learning techniques with more consistency in the schools.

3. To support input from and communication between artists, teachers, school
administrators, parents and the SAP staff.

SAP seeks to continually encourage communication from all persons involved

in order to maintain the high quality of programming the SAP provides to the schools.
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CHAPTER 111

THE INTERNSHIP

The intern worked as an assistant to the School Arts Program (SAP) Coordinator and
SAP Assistant of the Fulton County Arts Council (FCAC) for a |2 week period beginning
January 31, 1994, and ending April 30, 1994. In his position, he assisted in the preparation of
a study guide workshop between teachers in the Fulton County (FC) school system and the
participating SAP artists. He also assisted in the annual application and panel review process of
new artists applying to the program, as well as providing clerical support as needed.

In conjunction with the internship at the Fulton County Arts Council (FCAC), the
intern simultaneously served as the SAP Showcase Producer beginning March |, 1994, and
ending June 30, 1994. His assignments were to secure an event site, hire the necessary

personnel, develop a volunteer plan, and coordinate publicity and marketing for the event.
The Study-Guide Workshop

The Study-Guide Workshop was designed to give the SAP artists and the teachers an
opportunity to collectively find ways to improve the study-guide, a very vital and necessary
part of the program. Through program evaluation, the SAP staff determined a need to
improve the relationship between the content of the study-guides with the curriculum at the
schools. School evaluations indicated basic concepts were not understood by the artists,
stating that often artists would send study-guides too late (sometimes the day before) and that
some study-guides were too long and filled with too much extraneous information. Artists’
evaluations stated that teachers were not reviewing the study-guides with the students and not

receiving any support from the schools with distribution of the study-guides to students.
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The workshop was implemented through the collaborative partnership between the
FCAC, the Fufton County Board of Education (FCBE) and Young Audiences (YA). YAis a
private nonprofit arts education organization that often collaborates with the SAP on such
things as providing artists that are also included on the program’s artists roster available to the
schools. Young Audiences had developed for its artists a very successful format for writing
study-guides that is uniform and informative. The Executive Director and Director of
Education for YA lead discussions about study-guide format and content.

The workshop also included the SAP staff, the FCBE Art Education Coordinator, and
teachers from the schools, each representing the three school levels in the system:
elementary, middle, and high schools. The SAP artists were asked to participate based on
their responses to a survey that indicated interest in study-guides, lack of study-guides on file,
failure to send study-guides to the SAP office, or lack of school distribution of study-guides.

The teachers lead discussions indicating the importance of study-guides,
appropriateness of artistic material at the different school/grade levels, and the relevance of the
correlation between the material in the artists' presentations to the school's curriculum. The
teachers also explained how their own individual schools selected programming from the SAP
for the year. Choices were made based on such factors as equal distribution of allotments,
description of artists/company programs in the SAP Directory, and evaluation of the artistic
offerings with the most relevant information for the curriculum. For example, one teacher
presented the guidelines for the state's requirements for instructional time (referred to as
Standards of Service) (see Appendix Ill, Pg. 5), complete with weekly minute-by-minute

breakdown of subject areas to be taught.
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The SAP artists participated by discussing their method of research for the arts
programs and the study-guide format they presently used. Artists presented samples from
their programs so that the group as a whole could identify key concepts from the presentation
and determine appropriate ways to write them into a study-guide.

The SAP artists then formed groups (by discipline), in attempting to develop ways in
which to improve the formats they were presently using or create a new format in which to
use. The whole group reconvened and began to formulate a basic study-guide format and
outline minimum requirements by the SAP for the study-guides. The major points were
these:

° reinforcing the relationship between the study-guide and the in-school visit

The main idea here is to reinforce any information that the artists would be
presenting while at the school by providing better access to the program with the use of
study-guides. The study-guide will also give the artist an opportunity to prepare the teacher
on the content of the presentations, enabling the teacher to assist the artist in presenting
his/her work so that the best results from the students can be received.

° establishing the length of study-guides

Workshop participants determined that the study-guides should be brief--one
8.5"x | 1" page back and front--is the recommended length.

° determining the process of reproducing study guides and the quantity to be
distributed

Teachers informed the artists that study-guides should be easy to reproduce

because each school has a different system of allowing access to school personnel to
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photocopying equipment. During the artist's pre-visit to the school, he/she should discuss
with the ISC the process for copying study-guides and the procedures by which the school
will distribute them. The artist should also know if he/she will be providing all the copies to
the school personally.

° determining the audience for the study-guide
Artists were reminded that everyone at the schools may not be familiar with
their backgrounds, their art form, and specific activity and will rely heavily on the study-guide.
Study guides should be “user friendly* so that the average person who is not immersed in the
program (like the artists and the 1SCs) could easily understand the information contained in
them. This would increase the use of study-guides by more teachers and the schools.
° establishing the difference between the SAP Artists' Directory page and the
study-guide
The SAP Directory is used as a marketing tool to the teachers in the schools.
Information contained in the Directory is to “sell* an artists program and provide an
opportunity to be booked in the schools. The study-guide is an educational tool, allowing the
artist to relate directly to the teachers and the students. The guide clarifies the subject matter
and strengthens the in-school presentation.
° increasing audience participation through study-guides
Study-guides are the perfect place to say if audience participation is desired.
Artists can determine the level and type of participation from the students for the presentation
and establish this in the study-guide.

° creating linkages in the work presented in the schools to classroom curriculum
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Direct correlations between the school's curriculum and the presentations
should be natural and not forced. Artists should not make a particular work "fit* just to
get more bookings. Educating the students should be of the utmost importance, and any tools
used in enhancing classroom instruction (such as artists' presentations) need to be linked to the

core curriculum of the subject areas involved.

intern's Responslibllities

The intern's responsibilities for the workshop included:

This was accomplished by the intern and the SAP Assistant gathering data from the
SAP artists' files. Review of the artists' files determined if the artist had a study-guide on file for
each presentation/workshop offered in the schools. Also, each school file was reviewed, using
school evaluations of the artists' programs for indications of any problems that arose with the
artists' study guides during the engagements.

2. Assisting the SAP Coordinator with creating the agenda and the distribution of
information regarding the workshop.

The SAP Coordinator secured the workshop site (main branch of the Atlanta-Fulton
Public Library) and worked with the FCBE Art Education Coordinator and Young Audiences in
formulating an agenda. She also conferred with the intern and the SAP Assistant in selecting
participating artists to present excerpts of their programs during the workshop. Time lines
were informally set, and the intern and the SAP Assistant used the SAP database mailing lists to
disseminate documents regarding the workshop to participating artists, school principals, and

teachers.
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3. Maintaining system of registering workshop participants.

The intern and the SAP Assistant were responsible for maintaining the lists of
individuals participating in the workshop and monitored by the SAP Coordinator. Individuals
were asked to respond by phone or in writing, about participating in the workshop. Lists
were updated daily, and the SAP Coordinator was apprised of all information relating to the
registration process

4, Assisting with facilitation of workshop and set-up and breakdown of workshop

The intern and SAP staff were responsible for the set-up of the workshop site. This
included double-checking such things as the placement of chairs, microphones, and podiums
(provided by the library), and providing a space for serving refreshments (courtesy of Young
Audiences).

Dunng the workshop, the intern was responsible for checking-in registered
participants and assisting in facilitating the workshop agenda, such as distributing handouts from
discussion leaders to workshop participants. The intern also assisted those artists who were
presenting in the set-up of their performance.

At the end of the workshop, the intern assisted the SAP staff in the breakdown of the
workshop space with the customary straightening of the area and returning equipment to the

proper departments in the library.
Intern's Comments on the Study-Gulde Workshop

Owverall, the intern felt that the initiative of the SAP for implementing this first

Study-Guide Workshop was a success. Workshop participants affirmed this also and believed
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it was a good idea to bring the teachers and artists together to talk about what they expect
from each other and for the students. Participants were able to identify what elements are
significant to a study-guide and how to effectively incorporate these elements into a clearly
written and concise manner that is easy to understand.

The teachers impressed upon the artists the importance of including study-guides with
school engagements and curriculum tie-ins to artistic presentations. Artists expressed a
willingness to increase the use of study-guides during their in-school visits and stressed the
need for more support from the schools in the distribution of the guides to the students
before the engagement.

The SAP staff recognized the needs of the participants, adopting the study-guide
outline established at the workshop as the basic requirements for this component of the
program. The SAP demonstrated its commitment to the program's participants by presenting
this workshop and working with its participants with formulating new policies that would

improve the program for everyone involved.
Annual Application and Panel Review Process of New Artists

In 1994, the SAP began a new application process and panel review of artists. Up
until that point, artists who had already been accepted into the program acquired sort of a
“tenure” and were not required to reapply. The artists were monitored through school
evaluations and feedback to the SAP office from school personnel and parents who had an
interest in the program. These artists had to consistently do things that were in direct conflict
with the program 's guidelines and the FCAC's purpose in order to be removed from the

program. And while the SAP staff was firm in its commitment to coordinating the program in
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which it was intended, the fact that the SAP was jointly administered by two organizations
often belabored the process of effectively enforcing the program's guidelines. Some SAP
artists who had not demonstrated a real commitment to the program sometimes slipped
through the cracks or found loopholes in the bureaucracy. This often hindered the
management of the program and ultimately the students sometimes received presentations in
the schools that were not always totally aligned with the core curriculum.

In an effort to achieve the highest quality programming in the schools, SAP staff revised
the requirements of the program so that current SAP artists could be reviewed. Current
artists are now required to reapply every three years for continued participation in SAP. The
new application process provided SAP with the opportunity to evaluate the artists' total
offerings to the schools and re-determine eligibility in the program.

The process of selecting new artists continues to be an annual procedure, and
coupled with the new application process for current artists, the increase of quality artistic
programs possible in the schools can be maintained. The new process weeds out some of
the "undesirables* who no longer keep SAP goals in mind.

During the period of the internship, the intern was involved in the SAP annual
application and panel review process of new artists. The application for new the SAP artists
(see Appendix IV, Pg. 8-20) was included in the FCAC Contracts For Services (CFS) Guidelines
Handbook. As acceptance into the SAP was seen also as a “contract for services," it was
included in the handbook with the other CFS programs. The application included information
on the purpose of the program, eligible applicants and activities, and the criteria for evaluating

the SAP applicants.
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The applicants assembled the required materials for the application and submitted
them to the SAP office by the deadline, March |, 1994. The applications were screened by
the SAP staff for thoroughness of materials, and applicants were notified accordingly (see
Appendix Ill, Pg. 1-2).

The SAP Coordinator, with the help of the FCBE Art Education Coordinator, put
together a five-member panel to review applicants for recommendation of acceptance or
denial into the SAP to the FCAC. The panel included a cross section of people who were
familiar to arts administration and the arts in education in the school system (one current SAP
artist, one arts administrator, two school administrators, and one arts in education
professional). Panel members were given packets of information regarding their
responsibilities and the procedure in which the panel review process would be conducted
(see Appendix IV, Pg. 3-29). The information included the following:

® Introductory and Panel Preparation Materials

General information about the panel review process and the purpose of the
panel review system.

® 1994 Guidelines

This included the FCAC's funding criteria for artists and organizations and the
guidelines for the SAP application both from the CFS Handbook.

® Conflict of Interest Rule and Statement

As stipulated in FCAC's rules of the panel review system, all panelists must
disclose any connection with an applicant, whether direct or indirect. For example, during the

panel, a panel member stated that one of the applicants had worked as her assistant in her
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present capacity at the organization in which she is employed. While the panel reviewed the
artist's application, she left the room and did not vote on it.
® Panel List and Panelists' Primary Reader Assignments
The members of the panel were listed and were assigned specific applications
in which a panelist would serve as the primary reader. Although panelists were given all
applications for review, only those in which the panelist was designated as the *primary*
reader were the ones that he/she was required to do an in-depth review and subsequent
presentation to the full panel.
° Panelist Request for Reimbursement
Panelists were paid an honorarium of $50 for their services.
° List of Applicants and Applications with Preliminary Evaluation Forms
The applicants were listed alphabetically with their prospective disciplines.
Also, the actual completed applications were included with the preliminary evaluation forms.
The preliminary evaluation forms were the same forms used during the paneling process.
The panelists were given the forms prior to the panel in order to determine what to look for
in evaluating the applications. Panelists completed the form again during the panel process.
The forms included the scoring (see Panel Procedure) used in determining which artists or

organizations moved to the personal interview, the next step of the panel process.
The Panel Proocedure

During the paneling process, each panelist presented the applications in which she served
as the primary reader (there were 2| applications being considered). The primary reader

made a preliminary recommmendation to accept or reject the application. The panel chair
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called for a second of the moation. If an applicant was accepted, support material was seen or
heard. Ifthe material presented supported the motion to accept, then panelists rated
applicants with the application's score sheets. The results from the score sheets determined
whether an applicant received a personal interview. Applicants had to score a minimum of 23
of 25 points to be eligible for the interview.

If at the end of the primary reader's presentation she made a motion to reject and was
seconded, the application was eliminated from further panel discussion. When an applicant's
support material was viewed or heard and then the motion to reject was seconded, these
applications were also removed from any further consideration. All applications that were
rejected were not rated, and a synopsis of comments was prepared by the SAP staff to
provide an applicant with information on the nature of his/her rejection (see Appendix IV, Pg.
33-35).

All applicants were notified in writing about the status of their application (see
Appendix IV, Pg. 31-32). Those applicants selected for a personal interview were contacted
by the SAP Coordinator as to the time of their appointment. The panel members
interviewed the artist or company representative and scored the interview with the personal
interview form from the application. Applicants were required to score a minimum of 32 of
35 possible points in order to pass the personal interview. The SAP Coordinator personally
phoned all applicants regarding the results of the personal interviews (only one artist of the
eight applicants selected for the personal interview did not pass his interview). All applicants

passing the personal interview were admitted to the SAP.
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Intern's Responslibliities

The intern's responsibilities for the application and panel review process included:

l. Receiving and documenting artists' applications and support materials.

The intern was assigned to help the SAP Assistant to collect applications (from the
FCAC's daily mail or personal delivery) and to document the date in which the SAP received
them. The intern assisted in identifying which applications were missing materials and notifying
artists of the application's completeness or incompleteness (see Appendix IV, Pg. [-2). The
intern documented support materials (i.e., videotapes, audio cassettes, books, slides) and filed
them for future use during the panel.

2. Assisting in the set-up and facilitation of panel meeting and personal interviews

f arti mpany representatives.

The intern assisted in setting up the meeting area for the panel and provided support
to the SAP staff in facilitating the meeting (i.e., removing rejected applications, collecting score
sheets to tally at the end of each discussion). The intern and the SAP Assistant were
responsible for organizing the system of presenting applicants' support materials. For example,
prior to the panel meeting, the intern and the SAP Assistant collected slides of visual artists'
work and alphabetized and arranged thern for projection at the panel meeting. The intern
and the SAP Assistant were also to clarify any issues pertaining to the screening process since
this had been primarily their responsibility.

The intern was also responsible for drafting the notices to applicants about their status
at the end of the panel process and the subsequent mailing of these letters. The letters

informed applicants whether they were rejected or accepted for a personal interview by the
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panel. Atthe personal interviews, the intern was responsible for the set-up of the interview
room and the reception of artists who were to be interviewed (the SAP Assistant was out of
town at a professional development training experience).

3 sisting in the close-out of nel process

At the end of the panel process, the intern and the SAP Assistant were responsible for
creating the filing system for the documentation of panel materials. The intern also assisted in
the return of artists’ support materials and thank you letters to panel members through the

mail.
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CHAPTER IV

THE ARTISTS SHOWCASE

An Overview

The School Arts Program (SAP) Artists Showcase is an annual event that serves as a
*booking fair* for the SAP artists where they perform and present samples from their school
programs to teachers, principals, parents, and other interested parties who are invited to
attend Showcase. The event also provides artists an opportunity to speak face to face with the
teachers (ISCs) who are often responsible for engaging artists at the schools. In effect,
teachers view the offerings of the artists and meet to discuss "booking" them for the upcoming
school year.

For several years, Showcase was presented on a Saturday at the Fulton
County Government Center. Comments from the teachers indicated that they preferred
Showcase to be scheduled during a weekday so that they would not have to involve
themselves on a Saturday with the event. Since teachers who serve as ISCs do not receive
any extra compensation from the school board, the SAP wanted very much to work with the
teachers so as not to exhaust this viable resource to the program When the teachers also said
that coming downtown to the govemment building was inconvenient, the SAP sought to
identify a new venue for the event. The SAP staff decided to hold the event at a school during
the weekday. This allowed for the teachers to participate during a day that they were already
in the "*work mode” and in an environment that was familiar to them: the schools.

In the fall of 1993, Showcase was held at two schools during a weekday. The

producers of that year's event (there were two producers) elected to present Showcase that
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way because of the geography of the population served by the school board’. Futton County
is the largest county in Georgia, with the city of Atlanta located at its center. The schools in
the city’s limits are administered by a different system, leaving the schools of the northern and
southern parts of the county to be administered by the Fulton County Board of Education
(FCBE). In an attempt to better serve the population involved, Showcase was staged on two
consecutive days; one event at a school in the northern part of the county, the other at a
school in the southern part of the county.

Following that year's Showcase, the SAP discovered through evaluation forms (given
out at the event) and speaking with teachers that they really liked the idea of Showcase being
presented in the schools. What they did not seem to like was that the event ended rather late
for them on a weekday evening (some presentations ran until 8:30 p.m.).

Another suggestion from the teachers was to schedule Showcase in the spring and not
the fall. The teachers believed that this would give thermn more time to plan and they would
not have to contend with the Showecase in the early fall when everything is still not settled with
the students and class scheduling, etc. The teachers said that they could discuss bookings with
artists in the late spring, come back during the period before students returned, meet with
their principals and/or their cultural arts committees, and do most of the programming with
the SAP then.

At the time of the internship, the SAP staff was examining the possibility of

7

Genie Barringer and Brenda Porter, Fulton County Arts Council School Arts Program 1993 S e Producers' Final
Report (Atlanta, GA: 1993) 4.
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rescheduling the event to the spring as teachers suggested. With this concept in mind, the
SAP Coordinator discussed with the intern the idea of serving as the SAP Showcase Producer.
She contended that the experience would be one of great value to the intern and one that
should be considered. The Fulton County Arts Council (FCAC) always contracted the job of
the SAP Showcase Producer to someone from outside the office, and the coordinator
believed that to have the producer “in-house" would help improve the work relationship
between the producer and the FCAC personnel. Having Showcase produced this way would
increase the producer's presence at the office and decrease problems that may delay the
production schedule. For example, since the producer would be working in the SAP office,
he could immediately consult with the SAP staff with such thing as routing requests for
budgetary approvals, etc.

To decide whether to produce Showcase, the intern was granted access to files of
Showcases from previous years. After reviewing the files, however, the intern believed that it
was not feasible to stage two separate events in such a short time. He was not approached
with this idea until late February and the target date for Showcase was in May, and he
concluded that this would not be enough time to produce the event in two separate venues.
For example, research from the files showed that when more than twenty copies were
needed, the job had to be done by the county's printing department. This procedure could
require up to 3 weeks' lead time. The intern found this to be somewhat challenging since
some of work involved, such as the scheduling of performances, can often change at the last
minute. The duplication of work to produce a two-day event would be difficult at this point.

Suggestions from the artists were also considered, who basically deferred to the
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teachers’ requests. The only concern they had was the duplication of programming on two
consecutive nights. Some of the artists worked other *regular* or full-time jobs and would
have to take time off to do these events. They also said that performing/presenting two days
in a row and carrying equipment, costumes, etc., were just plain hard.

When the intern shared his concerns with the SAP staff, the decision was made to
hold only a one day event. To accommodate the teachers, the SAP staff decided to keep
Showcase on a weekday but on a Friday. This meant that the event would still be held on a
weekday and allow for any late scheduling that may occur because the next day was not a
workday.

Once the intern and the SAP staff came to this consensus, he accepted the position of
the SAP Showcase Producer (and shall thereafter be referred to as the producer). The SAP
Coordinator and the producer and defined his responsibilities and placed them in an
agreement (see Appendix VI, Pg. 6). At this point the producer set out to coordinating all
aspects of the 1994 SAP Artists Showcase.

The producer’s duties basically were defined in these areas:

l. Secure a site for the event

2. Arrange scheduling of the SAP artists

3. Provide technical support and additional personnel for the event

4. Monitor event budget (including determining line items and routing invoices

and requests for payment)

5 Coordinate publicity and marketing for the event

6. Produce printed materials and signage for the event
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7. Direct event on-site

8. Provide final report to the FCAC

These responsibilities were outlined in preliminary meetings between the producer
and the SAP Coordinator and the SAP Assistant. The SAP staff had participated in Showcases
from the previous two years and were very helpful in identifying all the aspects for producing
the event. This helped to determine time lines for various tasks and the ways in which to
incorporate these deadlines during the planning stages. For example, when deadlines were
determined, the producer would cornmunicate this in correspondence to the artists, school
staff, and the FCAC personnel.

The details of the producer's responsibilities are as follows:
Site for the Event

During the early planning stages for the event, the SAP staff suggested that the schools
that served as the site from the preceding year's Showcase would probably be the best place
to host the event. The school was the magnet school for the FCBE's art curriculum and had
just opened its new auditorium. And besides that, the SAP staff indicated that the school's
faculty and staff were very cooperative and really supported the SAP. The school's ISC was
dedicated to the program and would prove to be an asset to producing the event. This was
very helpful indeed, because this ISC would be the primary contact person at the school for
the producer.

The producer sent a letter to the school's principal stating the FCAC's desire to use
the school as the event site. The producer gave a deadline for responding to the request

indicating that sufficient lead time was needed for the producer and the SAP staff to coordinate
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the event (see Appendix V, Pg. |). The principal consented to the use of the school as the
event site and (formally) established the ISC as the primary contact person. Also, the spaces
that would be used as the event's venues were secured and any specific requirements for
each were identified.

Scheduling of the SAP Artists

The producer drafted a letter to the SAP artists which included information on the
date and location of Showcase and a registration form for artists to indicate whether they
would participate. The form also required information on the nature of their presentations,
some technical requirements for these presentations, and if the artist wanted an
information/display booth. Artists were to send the form back to the SAP office by a specified
deadline. The producer used this information from the form in coordinating the schedule of
performances and the set-up of the information/display area. Note: Those SAP artists that
were represented by Young Audiences (as opposed to being their own representative) were allowed
only an information/display booth. Young Audiences had its own separate showcase, and the SAP
allowed only the “independent” artists to present at this Showcase.

As artists sent the registration materials to the SAP office, the producer maintained lists
of these participating artists. Lists were updated according to who would perform and/or if
the artists wanted an information/display booth (see Appendix V, Pg. 18-31). At the end of
the deadline, the producer began scheduling artists in the events venues according to such
factors as type of performance/presentation, number of performers, and technical
requirements for the performance. For example, visual arts presentations were held in the

visual arts classrooms. The visual artists needed the large flat tables in the those classrooms as
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well as access to sinks for clean-up after the presentation. Dance companies were scheduled
in the auditorium because of the space needed for their performances and the large number
of company members.

The producer mailed another letter to the artists confirming their registration and the
work to be performed/presented with the time and venue for the presentation. If the artist
specified having a booth, that was confirmed in the letter also. During this process, conflicts
arose and the producer had to rearrange the schedule to meet the needs of the artists (see
Appendix V, Pg. 32-33).

The producer arranged the "master schedule” for the event when the number of
performers and display booths were determined. Besides specific times for personnel, artists,
and the ISCs and school representatives to arrive, the producer event was scheduled from
4:00-8:00 p.m. The year before, teachers complained about the late time schedule for the
performances. So this year, performances ran from 4:15-7:00 p.m. with information/display
booths open from 4:00-7:45 p.m. This allowed for some “down time" when there were not
any performances going on. Teachers could spend time talking to artists without having to
*run of and see a performance. Likewise, artists did not have to perform and could spend

time talking to teachers.

Technical Support and Additional Personnel for the Event

Technical support, which included technical and production staff, was also provided for
the event. In hiring the technical personnel the producer had to secure bids between two
technical companies and selected the most competitive bid (see Appendix V, Pg. 34-39).

Production staff was needed to assist the artists with their presentations and to be responsible
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for managing each venue. The SAP Coordinator referred the producer to a production
manager who also provided the site/stage managers for the event.

The technical and production staff were given all the particulars of the artists'
presentations during a production meeting (with the SAP staff and the producer) before the
event. They also did independent on-site visits of the school before Showcase. The
producer kept in contact with the technical director and the production manager as needed
with such things as changes in schedule, etc.

During the planning phase of the event, the SAP staff suggested that a "hospitality”
room be established for the artists. Food was sold from the school snack bar the previous
year, but it was usual snack food fare: chips, hot dogs, nachos. Some artists complained of not
having an afternative to this as some of them were not meat eaters. The producer sought the
services of the school's cafeteria manager to cater and set-up food for the artists in the
hospitality room (see Appendix V, Pg. 3) and placed it near the display area for easy access to
the artists.

The producer also arranged security for the event through the school's security
counselor. The producer sent a letter to the security counselor (see Appendix V, Pg. 4) -
requesting his services (along with his assistant's) and asked to reply within a specified
time-frame (which he complied with). The producer met with the security counselor before
the event to discuss any security issues and other needs that pertained to Showcase.

Coordinating volunteers was also an important effort. The producer determined the
responsibilities for a volunteer coordinator (VC) and upon further review with the SAP staff,

formulated the agreement/contract that was used in contracting the VC (see Appendix VI, Pg.
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30-31). The SAP staff and the producer identified various tasks that would need to be
performed for the event, and with assistance from the VC, developed the volunteers' jobs and
responsibilities.

The jobs and responsibilities of the volunteers included such things as assisting with the
registration process of Showcase participants, technical/production crew and the SAP artists,
and decorating the event site. The volunteer base was largely the students from the school's
arts magnet program. The ISC (who is also the mghet program's coordinator) identified
prospective student volunteers that could be recruited. The VC held an orientation meeting

with these students and assigned them to duties for the event.

Budgetary Matters

Establishing the budget for the event, the producer and the SAP staff used such
information as reviewing the previous years' budgets and estimating such costs as professional
services, printing, supplies and equipment rental. The producer drafted a budget that was
presented to the FCAC Executive Director for further revisions and approval. The budget
underwent several revisions before a final budget was reached (see Appendix V, Pg. 46-50).

The producer was also to get bids and prices from vendors for the event and collect
all information that was needed in order to pay these vendors (i.e., social security numbers,
employer ID#s). All requests for purchases of goods and services were submitted on a
*pre-approval form and routed to the executive director for approval before being submitted
to the county’s finance department for payment to the vendors.

The producer also maintained ledger sheets to track the spending of money from the

accounts for the budget (see Appendix V, Pg. 51-53). Budget codes in the county’s financial
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system designated which account was for each line item. Different codes for professional
services, food/provisions, equipment rental, and printing held the money for event
expenditures, and the producer had to monitor these accounts as they pertained to

Showcase.

Publicity and Marketing for the Event

The producer was responsible for coordinating publicity and marketing for the event.
The production of all printed materials such as the press release, fact sheet, registration packet
materials, signs, banners, flyers, and performance schedule was done in consultation with the
FCAC Program Development/Public Relations Administrator. All materials to be released to
the media had to be routed the county's Department of Information and Public Affairs for final
approval. The publicity materials did create some coverage in local newspapers (see
Appendix V, Pg. 81-83).

At the suggestion of the Public Relations Administrator, the producer sent a letter to
the county’s public library requesting to have the event videotaped at no cost to the SAP (see
Appendix V, Pg. 70). Since there was not any money in the budget for videotaping Showcase,
this proved to be very cost efficient to say the least. This tape could be used as
documentation for the event and in future publicity campaigns for the SAP and Showcase and
fundraising purposes for the FCAC. Additional efforts to market the event were made with
memos distributed to the schools' principals, teachers, and the PTA presidents. Copies of the
fiyer were sent with these memos for the schools to distribute. Also, the producer solicited
raffled prizes from the SAP artists and community arts organizations for the event. These

prizes were raffled off to the ISCs and school representatives as a 'thank you" for working with
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the program all year long. (When these people registered at Showcase, their names were

entered for drawings during different intervals at the event.)
Printed Materials and Signage for the Event

The production of printed materials for the event was primarily from the county's
Department of Central Services. Documents that did not require more than twenty copies
were made in the office. Most of the bulk copying such as the flyers and registration packet
materials--informational letter, evaluation form, information/display booth area diagram, list of
raffle prizes, map of event site--was done by Central Services. The schedule of performances
and the signage were produced at a local printer. The SAP staff had lobbied for these things to
be printed at a outside printer in order to have greater flexibility with changes at the last
minute with these things.

The signs were produced on a computer and enlarged in order to be displayed at the
event. The signs primarily gave directions and were displayed in the sign holders rented for
the event. The schedule of performances was distributed to the ISCs and artists in the
registration packet and given to other Showcase participants. Producing these materials at the
outside printer helped improve the accuracy of event information and the general appearance

of Showcase.

Supervision of Event

On the day of the event, the producer coordinated all personnel with their job
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