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America’s 'first arts organizations were founded in simpicr times. When-
) . ‘ .
.

- chry Lee Higginson cstabhshed the Baston Symphony Orchestra xn 188!1

/

its business affax;s cou}d be: - handled by a smglc assxstant amply adv:sed

*
4

(on a volunteer basxs) by Hxsgmsan b:msclf, Approx:mstely one mile 'from N

:hc ‘orchestra’s offices, the new Beston Museum of - Fine Art .\n'ras also
managcd_ by a skcléton crew, with trustecs domg most of the work. Even .
in the 1950s, whén the . resident-theatre movement . bégan jo build force,
most thcatr::s_~ were administ‘cycd by 'tﬁeir charismatié founders, often during

momcnts stolcn from amsnc du)cs In all of these settings, the . key ‘ -

[

A ~pcrsonnci were* specxahsts in “Yhe "artistic work at the core of their

- e .

- {

. organizations’ missions. For many’ years, conductors ,curators, and artistic

< ) .
directors hcld undisputed sway as the most vxszble and mgst xmportam *

et mcmbcrs of the mst::unonai art wdrid E . , o -

During thg iaSt )two decades, -fui\l-tiinc administrati.vc- roles have . 3
become more common in am} more iméért‘a’nt tof;\mcrica’s arts organizations. . -
Two factors have led t? grcatcr formalization and sahcncc of the

) admmxstrauve Aunction: The fxrs:.ns growth, the-fsccond thc increaScd

’ '
complcxiiy of thc arts organization’s exten;al cnvironmcnt.

-
'

4

p It is a gtaple of' the managemc’nt htcraturc that growth leads to

. dxffcrcntganon and dxffcrcnuatxon incregses the demands on adm:mstra:ors*

" What this means is that, as ,organizations grow, they take on more tasks »
- . . . , .
. .

and need ' more employeces to ca;ry out thc‘task-s they .have already ftaken

Y R T . . ) )
I Pctcr M B!au and Richard A. Schocnherr 1971, The Structure .of ,
Organizations. N.Y.. Basic Books. 7 - N ‘ )

’ . . L. 3 1 ¢
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on. As  the number of tasks and the number of cmptoy.ccs increases,
v functions that had been carried out by a single person  are ‘delcgatcd to

" additional . personnel, who may eventually be designated as a discreet

. de;':anment. - (In - thcatres, for cxample. artistic directors begat ma\ag}ng' .

C e . e
directors who bcgat markctxng, dcvclopmcnt, and public relations staff.)

The more employees and dcpartments, the hardcr it is to coordinate their

-

* activities.  (The amst:c director of the 1950s may havc hadx 3 diffiéx:lt'.

¢ )

‘ time’ handling her thcatres admmxstranve chores, but at least her right

. -
. .
~ ' .

hand knew wha}  her lcft hand was domg.) Consequently, mansgement
] . . i R . - - =
becomes more essential. -

N In additiqn to such internal pressures for increased a_dministration,

e
- .

. ~ the growing complexity of many.'arts organizations’ exterpil environments

,_h:Valso increased .-the _amount and importance of managerial work. . The

E -~
. .

museum director of the - 1930s had only to manage -his curators and
‘ . '3 .. * - . ’ :

i

. o volunteers, pursue’ Sollectors, and, if his museum -’bénqﬁttcd from mynicipal

funds, coust an occa;ional po!itician. T%S muscum director of ‘the 1980s

. o -

L sceks support not just from. prn"‘gpatrons. but from’ corporations, private’

. * . -

foundauons, and state and federal government .as well. To maint{ain
. . . : | _ |
J)of these new : patrons, $i¢ or she must be more

. + . . ‘ -
concerned than his or her predecessors both with the museum’s "public

: . legitimacy in the ey

"image" and success jn attracting visitors, and with the ability of  the
- % ' ‘ . . ' S B . . _' .
museum to produce reasonably complete and auditable accounts that meet

. - “, T f- . '

~the fequirements that public and private agencies impose. . Gonsequently,

-

‘museums -today are more likely than in the past to have an ass‘xstant or

4 - ]
i J o assoc:ate\.’dxrector for administration, a contrnlier, and departments that fike

. .

marketing, public rélations, . dcvclopmcm and, in some cases, government
¢ . o *

relations, concérn themselves with the museum's relationships with its

.
. .
- ] *
. . - - .
N
. .
"
. .
.
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' _ environment, What is more, the director is likely to devote more time to
+_ administration and- public relations and léss .timg -to® scholarship than was.

- true of his prcdc::cssm-.‘s.2 ‘ o

-

¥

/
Thesc changcs hawe "been“ scknowlcdsed by arts organxzatxons. scrvxcc

Orgamzatxons. foundatxons, and pubhc ascnc:cs Intcrvxews thh thc chxcf

- ‘ cxccutwc md opcra:mg ofﬁccrs of arts organxzatxons suggest that most arts.

organizations’ boards have become ’mcreasingiy cdnccrncd with the quaiiry

of administration in recent  years. Seérvice organizations have established

i
- <

iptcrnships. ‘workshops, and other trammg programs to prcparc and assist
. 'adminisfrators. The Nanons‘ Endowment for the - Arts. through its "Services

. to the _Field” fundmg categories, has ,axd&:d many cfforts to improve

- , -
P e

.. ., administration, and many .state arts agencies sponsor extensive technical

assistance programs. Private founddtions have supported workshops, .
- " b .
g conferences, and arts-administration degree programs, as well. Co .

< , ¢ .~

Despite -this "activity, “however, we, know little about the mdwxduals

-

. \ who are currently occupymg the top admxmstrauve posts in our nations’

. .
T arts orgsmzatmns about their backgrounds and’ trammg, about thc nature

of' ‘managerial careers, and about thexr

WPV

s gg;;;ud:9~ on management 'and po{n‘fy

[ . 4 ' .l.
issues. Unddl now, research on’ A idm,nmstrators has been restricted

primdrily to salary studies. Such ,research is valuablc, but tc!is -us httl;

about executive labor markets m the ar)A/ nor nbout the mdxvxduals who

occupy executive positions. 3 " o .

»

-

-~ ¥
. , <
, The QOrganization of This Report .

It was the purpose of the research .that is the subject of -this report to

L . .
make available to practitioners, donors,” and policy makers information on

H

. ' \
2 W. Richard Scott and John Mcycr Orgam.zauonal Enwronmems 1983,
Beverly Hills, California: Sage Publications.

L4 * .
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the admxmstrators of four xmportant Kinds of arts orgamzatxons Tesident
. ‘ ]

_theatres art museums, symphony orchestras, and community arts agenc:es.3

',Ea'ch chapter of :hié ' }eport describes "r‘espbnses to Questions from surveys.

adnunmered to top managers in each of fhese fie!ds.v In each section, we

-

first compare the responses of admmxstrotors froﬁ: eaeh of the four. fields;

and then look at not’abic vanatxon in responses thhxn cach field assoc:ated

e . e

thh such factors as cohort, uorgamzauon ﬂxze and carker exoenence. "

-~

Chap:er 2 looks at the family backgrounds, edtncatxonal preparatxon,

., - ‘ *
and c:areer cxpenences of our respondents: how they were recruited into

N
- a ~
-

P
. the arts, wﬁat expenences led up to their - fu-st tap admm:stratwc posmon -

. A
and job movements occurnng af‘ter the fxrst top managersh:p .

.“ -~ -

N Chapter 3 exommes the rc\ggrds that arts admxmstratorr‘recexve from .

-

’ . LA
{ . LT a ey

their _;obs, partxcuiarly control over resources (as” measured bs{ o'rgamzanon e

~ -

bud’gct),-.salar«y. and a range of noneconomic satisfactions. ‘rhxs chapter also

looks .at rcspondents expeetatxons about future enp!oymcm in pamcula; at
[l \ '
those respondqnts wl\p do “not" expect to contmue to work ‘in the arts.

Chapter 4 unestxon_s concerned . with the preparatioo that arts .
L- » - ) 1 .

odministr,ators receive for their positions: where they get it, its. adequacy,

- . \ . ’ -
and their’” ecvaluation of several alternative training formats. Data are

analyzed both on global asscssments of specxt’:c Kinds. of training and on

evaluations by admxnxstrstors who have expenence with each form ot‘ . .

trammg for specific mahagement ?unctxons

-

3 -When this research was undertakcn commumty arts agency"™ was the
conventionally employed term for orgamzatxom that now réfer to themselves
as "local arts agencies." The service organization for this field, the
National Assembly of Local Arts Agencies (NALAA) was then .named the
National Assembly of Community Arts Agencses (NACAA).. Throughout this-
report, the term “"community arts agency" is used o refer to the agencies
at the time of the survey, while "local arts agency” is used as the generic
or contempdrary reference, S ' ) -
7 ) ]
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Chapter 5 addn:ss’_c's':hc issuc of "professionalism” in arts management.
After de&elopi)ng 2 'dcfinition: of ~ professionalism based on‘ studies of
prafessionals in  other - fi;ic;;, we - look, first, at the extont of arts

LY

Y, -orgamzatxons, and, scs:ond at rcsponses to qucst:ons tapmns attxtudcs that

»

. are’ tradmonauy assoquted thh professionalism.

N

Rcspondents were gsked a nngc of ﬁlcmons abou( ?ncu atmudcs
towards policy “and manasemcnt nssucs, many of whnch are related tq. thc:r

views of the missions of ‘thctr organizations, Results of analyscs of

responscs to these Qquestions ‘are feported in chapter 6. . Factor analyses

- -

B )

‘revealed, in each field, clusters of attitudes that can be characterized as

reflecting, respectively, managerial and social oricptations. The ‘determinants

-  of these .orientations ar¢ explored. _ ' ‘ S

The concludﬁng chapter disgfisses specific themes ~that emcrgc from

the prcvious chaptc.rs and Cm’:sid 'S thc :mphcatxons of thesc themes for

\ .- \

pr,oblcms Faemg practxtmncrs and policy makmvm the ﬂxeld mvcst:gatcd

v
- - ~ . . M
- ' . ; T ' ~
CI’C. ) ' . ¢ . s !
" i < -~ -
- < )

~ ” \ ~
o

~ .
Thc matcr:al in this report has been sclectcd to represent’ the major

administrators’ partncxpanon in profess:onai actxvmes puts;de of their own

fmdmgs of thc study “For »the sake of” brevity, reports of many analyscs '

. have bccn- ommcd A mu\ch- lonscr, more cxhaustxvc preliminary report of

the fmdmgs of the smdy, whxch mcludcs copncs of thc survey instruments,

is available for s:ud,y a(thc offices of the Nationa)' Endbwmcnt for the

[N

Arts, Research . Division.  Where statistics are cited in the text of. this
report but full .tables’ are not provided, such tables: are included in the

preliminary report,

t

.
. .
. * 5
~ . t
~
.
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Survcy xlstrumcnts ‘were: mailed to th¢ chxcf opcranns offxccrs of four

* _ #
( \ popu‘iatxons of arts organxzanons. w:th rcqucsts that they be completed and

6
é

retumed ' Each ~ survey xnstrument was reviewed by “at least one NEA

Program sm‘f member and &t least one starf pcrson at the apptopnate

4 - -~

i

service orsamzagon (Clmt‘ cpenung offncers wcre :dennf:e‘y initial
:elephonc ca!ls to t}\\e organizations whose mnsgers were to be surveyed.)

The xnmal survey was fo!lowcd by a second maxling. ‘also mcludmg a

survcy form, and where necessary, by a follow-up postcard and by one or

L

X . more tclcphonc calls
- # ) . . Lo
. < An effort was made ' to survey . top = managers of the major

organimions x# each of the 'four ficlds studied, but the population
h
dchnmon differs somewhat among - #® four. Managmg dxrectors ot‘ the

f‘65 member rcsxéent thcatres hstcd Nbeatre Profiles 1V of ‘the Thcatre

- Commumcanons:} Group constituted ‘the resxdcnt-theatrc population. In a few

r
rd

i cases in which a resident theatre had 'both an "executive producer” aad a,

"gcncral managcr " the ‘formcr was survcyed‘ ' chcral artistxc dsrcctors
. . g » p; '
‘who aiso played the role ,6!‘ managmg ,erectors for thexr theatres were

i
{

mcludcd. In onc case of collective - managcmcnt by a. thcatrcs artistic

pchonnel no s rvey was admmist;red

. L4
-

.The 165 thcatres surveyed ;ncluded all or almost all of the largcst

-y

, resident theatrq in thp United States, RS well as most of the artistically

1. - !

prominent ones. lSuwcyed thcztrcs xnclud:d the mem&crshxp ot‘ the League

of Resident Th at(es, received approxxmatcly 80 percent of all National

’ . . | -Endowment for the ‘Arts grants to thegtrcs in 1979, and included all 29 of
£ ”flq * .. ‘ ‘} ’ - - . . . ' .
i —; — |
4 David J. Skal, Ed. Tkeatre Profiles 4.'1979. New York: Theatre
BN Communications Group. = / . , -
[ ' . R . *“ \ \ s I é . 9 . /
o . N ' ‘ . i . ‘ : i. { i L - . .
EMC " ) "L 1 :X ~ r} t# ( !
it poidos o enc [N 1 IR »

7
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the. theatres listed as having staff on the NEA Theatre Policy and ,Grants

*

. - Panels in 2977 through i979 Although .one study "of the nonproﬁt theatre
universe counted 620‘ nonprof:t theatres in’ the United States i 1980, only

» some of . these were resident theatres.s of the resident-theatre universe,

. ! . - . - . -
Y . N -

‘ )
the group surveyed is less likely %0 include very new, very smail, or very

poor theatres, or- theatres that aYe devoted im large -part to. social rather

-

. than to conventionally defined aesthetic'goals, /

« .In the case. of orchestras, /managers o'f all the US. member
orgamzanons of the Amer:can Symp&ony Orchestra League mair reg:onai

‘and metropohtan categones (156 m 1979) were surveyed6 In* a few eases
4

in which an orchestra had .both an executive drrectcr and a manager,. the
\ former was asked fo complete the survey. Inter.v_iews/éndicated that the.
American Symp’hony‘@rehestra League membershib included all orchestras in

the - major and regional categories a{nd 95 of 10§ ogchestras in the
i "metropolitan” budiﬂ range. C 4
/ ‘ ' X - “l LI b 4
Because the Americap Association of Museums ~ does not publish lists
v - ) . .

. of 4rt ‘(as disant from othSr) museums, ,identification of the_*largest ar{

‘. museums was a more complicated “matter than the xdent:f:catxon of n}apr

a - -

resrdey. theatres and orchestras. 'The pnmary source of names of larger

AN

a¥t muscums was the - Natignal Center for Educatio'nai Statistics (NCES) 1978

. - e .
Museum Universe Survey.7 Analysis of thst survey yxelded a hst of 137

: art museums with operating ‘budgets of Sl20000 or more. Also using~ the

-« e 4

5 Matrech I’nc Conditions and Needs of the Pro/‘essmnal American
Theatre. 1980, Washmgton D.C.. National EAdowment for the Arts, Research
-¥ Division,

6 Resource Guide. 1979. Vienna, Virginia: American. Symphoﬂ' Orchestra
League: ‘ .
. , PN
See Macro Systems, Ing., Contractor's Report: Museum Program Sur‘vey,
1979, 1981. Washington, [J.C.: National Center for Eduqational Statistics.

’ . ™ &
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NCES Univcrsc Survcy, we addcd‘ other art t#uscums reportmg attenq;mce

of ~60,000 or more or a total budge: of 5220 000 or more, that were not

1 -~

on .the original hst8 Thss list was checked s_gamst the: Museum D:rectary -

1980 to ‘s¢reen, out museums xncorrcctly classxfxcd as art muscums. yxcldmg .

a total of 175 mmtu.‘:wns.9 To this total were added thmeen art museums
reporpng budgets of’ 8500000 or more m the 1978 Amencan 'Art Directory,

but not :geluded xn the NCES list; and four muscums with directors who
were members of the Assocxat:on of Art Museum Dxrectors (AAMD). but

which did not appear on thc"'NCES-gencratc\d list. 10 "The total populagion

of large art museums derwcd \in this way numbered 192,
- -
' . In developing a list of commumty arts agenc:es, we benefx:tcd from

the hc}p and ,coopcratxon of thc ‘National Asscmbly of Commumty Arts

Agcncxcs (NACAA) (now the National Assembly of Local. Arts Agcnc:es), m‘

pgrtxcu_lar. its psrcctors, Chick_ Dombach ~and Gretchen - Weist, who kifidly
- - ‘. 1

made available t6 uds results . of their own survey of NACAA’'s

. \
m.:mbc:r_ship.l.l Directors of all agencies rcpi;rting“a full-time professional

¢

_ administrator' in response ~to that inquiry were includcd ‘in the current

study’s population, NACAR estimated the umverse of com}mumty arts
agencies to mimbcr appmx;matcly 2000. Although we cannot assess

rigorously the extent to which thc"abenc@cs in our population differ from

*

-
1 L -

8 Some responding museums provided only "total budget® figures rathcr than
"operating budget' information.- Where attendance <Teports appeared inflated,

ie. where they were inconsistent with dam on budset and hours, museums

were droppcd ' : .

- 9 The American Association of Musecums. T‘he Official Museum D:reczar.y‘

J980. 1979. Skokie, Iitinois: National Register Pubhshmg Co., .Inc. ,

10 Jacques Cattell Prcss, Amer:can Art Directory. 1980. New York Bowker.

i '
1 On the use of ™ cemmumty arts agency and *local arts agc_ncy,“ please
see note 2 to this chapter. - AN | . ' :

¢
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agencies that were not NACAA members and/or thosc.-withbut "t_';';li“-t'ixpc._'

.

paid administrators, it is likely that our agencies are largcr or more-

wealthy than most {bccausc they can afford to cmplox /t’uu-ume dxrcctors)

)‘

and are rclatxveiy cosmopohtan (bccause they partxcxpated in a natxonal-:

-3 RN

orgamzatxon) .Nonethclcss, sp:cxa! caution, is rcquxrcd xntcrprctsng a
, * :

fmdxngs of :hc survcy of comsfunity arts sscncy dxrcctors bcca&:se we!

I
Ca "

know so little about_the umverse of agencies. . PR ;
« ¥
Aftcr clxmmatxng orgamzatxons ‘that were dcfunc; or that dxd ‘mot, at‘

the time of the survey, have full-time cxccutwcs r,csponSc rates wcre 68. 67

percent for thc theatre managmg dxrcctors (N-loz) 7267 perccnt for the

[N

orchestra managcrs (N)-H3). 67.20 percent for the art muscum dxrcctoi’sﬁ&?'

(N=132); anfd 8654 pcrccnt for the commumty-arts agcncy dxrecmrs (N-l?l)

: ¥ |

(The lattcr survcy wW8&s Co- sponsorcd by, NACAA) ' ' o vgf o

1

Merging our data with mformanon from Theatre g Prejtles I*V

permitted a vancty €f response- bxas tests to bc undcnakcn for the rcsxdcm-
l [l ,'.\

theatre managmg dxrectors T):cse tests rcvqalcd that rés’pondcnts and

nonrcspondcms thcatres were sxmxlar across a wndc range of tcst war:ablcs,

h
v

.including rchon housc capacity and pcrccntagc of scats fxltod pcrccntasc‘

¢ . - ’
of income that is earned, and, mean income. ‘ ' : g

* .
Only museum region could be used to test for rcsponse bms among’

v

.the art museum dxrcctors. Among thxs group, responsc was somewhat
hxghcr for directors from the Grcat Lakes, de South, and Guu‘- rcgioﬁs

(74.19 percent) than among,dircctors from the Pacific, Nonhwcst. Southwest,

North Plains and South Plains regions (60.00), with the response rate of

directors, ‘from New Englang, the Middle Atlantic States, and New York
r' - - : Co.
close to the population mean. : |

: m
. R L -
' . .
- ' R [ "y . \ .
: " ' ' O h
. . .

K.
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' o odid by the other test category\ ASOL‘-budset clgssxfxcatxon. Almost all of

*

'S

,rcsponée bias. Coqseq'ixently, with the
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» -
- .

Response ratbs ‘of 'orchcstra mana’g\crs did, not vai'y by ;&gion. but

’*

the resxonal mnsger (96. 30 percent) respondcd to the survey, comparcd to .

only 63.83 percent of the mc:ropohtan managc_m . Rcspuqse {rom major
» ~ T )

managcrs was close to the populanh mean. - .
- Our survey was merged wnth data from NACAA's 1980 sirvey (from
.whxch our sampie was denved), provfdxng ~several tests of sample .bias;

Response * rates ‘were very' smu,lgr- by rcg:on. degree of urbanization of

-

commmenity served, and budget size. But directors of undesigna&éd private
nonprofit agencies 'we'tc less likely to" ‘rcspbnd (78.13 . percent) than ﬁerc‘

dxrectors ‘of either pubhcly designated nonprofxt (90.32° percent) or pubhc

percen communxty arts agéncies.
(92. H f) ! é

- - i

None of the survéys, then, aspcars' to be flawed by dramatic

»

the relatively hxgh rcsponsc rates. fmdmss ot‘ survcy armyscs can, for the

- (Y

most part, be gcnerahzed to thc populations survcycd

Nonetheless; certaift caveats should be observed in interpreting the
| [ o . : . ‘ I
data presented in th& following chapters.  First, the findings camnot be

' o B . <

gcn’créliz&d beyond the populations surveyed: in the case of the thca_trcs,-

orchcéb@? and art museums, e¢xecutives of the 150 to 200 major institutions

in each field; and, .id the case of the community arts agencies, those
. , p o

NACAA' members that indicated: that they had a full-time .paid director.

This is not a major, disability, however, since the organizations surveyed

-
- -

account for the grcat bnlk of cxpcnditurcs in their fi'clds. and many

N :
smaller orggmzanons may not have full-time paid ,;nanagers

In a few ca_scs, particularly . in :he' ‘surveyr of theatre managing

~ directors, substantial'-'ﬂitcm_n,onrcsponse ren!crs mtcrprctation of specific

Y

P
w13

\ :
ualifications cited above and givcn',

.
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amd are dcscrxbcd at length in the text of those chapters.

“Fesults are based; and the most striking instances of item -ﬂ'onrcsaonsc are

<« ' N '

- 'DiMwo: Chapter 1 -11-

- - ) . ‘ -
results difficult.  All" tables indicate the number of respondents upon which

1

Pl
P? -

mc‘mioncd‘in text or’ notes. 'Other caveats apply only to.specific chaptcx;s

- ¢ =

The author is obligated to many pcoplc an’d ofsanxzatmns for hclp m .

[}

»

4

'undcrtakmg and complc/mg .this  study.” In addmon to the Natxonal ¢
Endow_m_cnt_for th; 'Aris. Research Div}sion. the Yalc Umvcrsny Program
on Non-Profit Orgénizat}dns _Qrovidcd financial® support fog this research,
and da}a anaiys:s were _supp’drtcd»by Univcrsiﬂtydhr'oug};‘thc‘- Ingtitysion
f.or Social and Policy Studies, (00! of 'Orgaqiza'tio'n and Management, and
) . '/ .'.v/ * !

Dcpartment of Sociology. . o

The largest dcbt' of. atpprcc;iation,is owed th_é many administvrators'
who took t.imc from .thcir usually oversaturated schedules, often with

. >y .
cx&ra(;rdinary .Agoodv hum‘(-)r. .t0 complete the 'sui'\icyvs. . Many arts / )
. g o

ad’minisxratolrs.' servicerorganization staff, and ‘staff of .public arts agencics,

some of whom would - prefer to remain  ugnamed, provided invaluable

'

critical reviews of draft ‘survey instruments. The good counsel- and

-

paticnce of Toni Bradshaw, Harold H’oiowitz. and John Shaf’ér of the

Nétional Endowment for the Arts, Research Division, is much appreciated,

¢

as is -advice on survcy draftmg from a number of prcscnt and former

-~

Yale collcagucs. bspccxally John Kimberly, Walter Powcn and Janc‘t Weiss.
EHa Sandor of the Yale Program on Non-Profit Orgamzatxons facilitated

thc admmistranom of the study throughout, and Barbafa Mulligan and-

3

arilyn Mandell provided superb clerical (and, at times, more than clerical)

'
- .

¥ assistance during the survey phase. Thanks is due Caroline Wat:é, Elizabeth

-

Huntiey, :md Naomi. Rutenberg - for dedicated research nssxstancc in

_ U

undcnakmg the survcy, Frank P. Romo, for advice. on data - ana!ysss and,

- R
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~extraordinary ' feats of ~ diligence, patiengce, and creativity in * damna

: ‘ . . . ”
» .
. ~
‘ * / . . ' . !
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csbccia‘ny, Kristen Stenberg, for superb assistance in data analysis and for-
. , # *
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CHAPIER 2. THE BACKGRet\mns.‘RECRmTMENLAND CAREERS OF

-

( . ' , P i .
b . h : . \\
S
. . RN . . .
Many qof the most critical mangagerial problems facing American arts .

institutjons \hawe to. do with the dareers of the individuals who manage

y o

them. An artisgic discipline must .ixf\:iuce*ca.gablc h;enagcrs to enter career
paths that lead tb executive positions. It must proxide ‘these individuals

‘with the cxpcriédcc and ﬁndwié&g'c"that‘ will cn:{blc them jto. %rfom}‘

,cffcctivcly‘_?as top executives. And if must reward ta!oﬁteg‘ cxccixtiycs

su!'ficicnt?y that they wi_uv remain in’ thc‘;;ficl;th;ou‘g.h,out thed "car_ecrs.

L A | ' In short. for a field to éttra‘cf and retain xai.cmcdl m;ﬁagér;_? it\muqt\
/ ' pl;OV'idc careers ‘ scq‘ucnc;:s' of jobs that’ic,ad to"dcsircd end points - to
motivate i’nd‘ividu‘als' to Rar’tic?p;tfc., O‘r’dsrly)-cargcrs allow individ:z;sls to

compare thcir‘pmgrcss' to that of thelr peers, to seck proximate Sgoals with

o ' o . - 4 ' ' )
sxomc' ccrtafnty. that they wiil/cad to za)ucd:long-rangc dutcomes, and fo
work from day to day with some confidcncchhatt competent performance

) el 3 \ . ‘ ° :
will -be rcwardgd. Where careers are é};ouc (where +the paths to higher
oo, 4 vt C - 3 .

;o positions are irregular and 'ug/pfcdict ble) or whére oppo
¥ : .

L. % 3
nities are’”ﬁ:wv it

nter a field;

»

will be difficulte to induc¢ to 'inA}!ucc talented managers to
' ’ ‘ P
and, if they do, it ‘may.be difficult to persuade them to stay),

¢ I3

»

. _ : , L —«

Individuals and servife. organizations in. t{e ‘Nrtistic - disciplines
- . . B . ?

~ / have expressed goncern about a‘dministratiyc rc;ruitmmt.i But, "as yet, we

t s

e

e . . / < - : *
| 9 & know [ittle™about "who - art managers are, where they come from, where

12

hd ! See, e.g., Judith Kurz, "Meeting the challgnge: Managcm_c‘nt fellows train
) for th® ecighties and beyond,” Symphony (August/September, 1982): 39-44,
Theatre Communicid Group, "Institutionalization: Bane or blessing to the
art of theatre? Pp. 51-52 in Repart of the 1980 National Conference. New
York: Theatre Communications Group; Alan Shestack, "The Director: Scholar
and businessman, educator and lobb ist,” Museum News 57, 2 ‘
(November/December, 1978), 27-31 t)f: and Ralph Burgard, "The elaborate \/
minuet and other hard lessons,” American Arts (March 1980). 18-19.

» i '

-
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they are schooled, what they stidy, and how they make (or fail to make)

careers in the fields: thwcr.z Where concern is great and ioformation
» ‘ ' ‘ ’

]
~

meager, stereotypes abound. Managerial careers in the arts are said to be

: % : | . C -
A . characterized by ins‘tabiiity and iob-hopping. .Ar(s ‘managers are sometimes
) . - ) . - e e . ¢
portrayed as failed- artists, frustratcdiy acccptmg cxccutxvc positions for .

1

whx;h they are)unquahfxcd as substxtutcs Ft’or artistic’ rolés they wouxd

\ - - N

1%

rather play. Or, altcrnanvcly. it is aucgcd that a:ts admxmstrators are
Lol "just® manage’&,\ knowlcdgcabtc about accountmg and markcﬂmg, but <

mscnsmvc to th:."ﬁ&mcuiar neceds and demands of their artistic dzscxp‘imes
gn this chap:cr,-_we shatl examine thc rcalmcs of managcmcm careers oo
- .. - % .“ R ‘ . .
. in four artistic disciplines and, in so doing, judge the adegquacy of sgmc of
» ) - - ] N . .- :

these stereotypes. . What we shall see ('ambn'g other thjn'gs)'is' that:

*Most managers are not failed- artistss While some have had bri
artistic experience,: most g0 into management at an early stage o
in their careers. - - (/ _ ¢

~
- R

*Nonetheless, even career managers are not artistically inexperienced:

o : Sybstantial proportions of managcrs'in each aftistic field have ~ B
undérgraduate degrees in the- art forms they manage. Those ‘
who dog-not are more kacly to have degrees in the. humanities

‘than in arts administration or general managémcnt

7
- "Semc changes can be secen among cohorts of arts managers in these
' o fields, particularly..”“an increase in the level of formal
‘ ' education and an increase in the number of women in top
. managerial ranks. : - . s

/
‘*Nonetheless, in the 'fields we studied, managerial careers - are, for
/. i the t part, relatively chaotic. In no field, is there one, or .
o, cven%, major sequences of jobs that are common to most
top managers. : ~ ‘. . $

In the scc_:tions that f'onow,'\:vc shall look, fi\rs’:.. at the 'backg.rounds of arts

. managers in }'four disciplines; second, at their recryitment; and, third, at

their idvancement and eareer experiences. In considering these findings,

: For a notable cxccptxon sec Susan Stitt ‘and Linda Stcm The Museum v\\ ‘
. Labor Market:. A Survey. of American Historical Agency Placement

" Opportunities. 1976, Sturbridge, Massachusetts: Old Sturbridge Vmagc.'

17 ;

-
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the reader shoutd\ kccp 'in mind iha: the cffects of background and‘

B

recruitment opportumucs are condxtmncd by such broadcr factors as ?:Rf‘hgcs

in labor-market co.nd:tx_ons n* thc ecoromy ‘as ., a wh_olc (eg., -thc scjicrs
Te, - . . - ' ) ’ ’ . . .

market- in the 1960s and . the buyer’s market of - the late 1970s and early

4 ]

LT S
Al

-

] g0

.- . &./ . L ) LI *
S Eﬂnnnnnﬂ-_mi_s.nﬂni_m;’.mm‘:
i

“The dxsc:p‘lmcs varxcd in" the prcpornon of * top managers who wcrey

mcn, f‘rom 45 pcrccnt in comm~umty ‘arts agcgcxcs"ﬂto 85 pcrccnt amcng art '

museum directors, with aboukt_ two thirds of .all top cx:cutx‘vcsgmalc in

:hcatrcs and orchcstras One quarfer to onc half of the managers in_each

-

ficld were born in the northeast. Museum directors, as a group, were the

oldest _respondents, with ?"mcan age of 48.. Theatre managing directors

-'and comm'unity, arts agency (CAA) dircc‘_tors were the youngest, .with a

4

-

-mean age of 40. AT .

L]

i

t

sbcial b'ackground‘. Museum directors and theatre managing gdirectors were

. / : R ".Q .
slightly higher on most mcasur,:s of famiiy status than were orchestra

-

managers who, in’turn camc from shghtty hxghcr status backgrounds than

r

‘CAA directors. Muscum dxrcctors wcrc somcwh&t more likely (59 pcrccnt)_

;

and CAA directors somewhat less Iiﬁcly,‘(BQ pcfce;&)-*o have college-

P
educated fathers, and to have attended pr:va:c«schools (26 and 14 pcrccnt)

" than were theatre or orchestra managcrs;’ More than one sixth of the CAA

directors -grcvlr up in bluc-collar fa'miii‘:':s. while f:wcr than one tenth of

museum or orchestra top executives did. . \

~
I .

c = . .
3 On -this point, see, cg, James E Roscnbaum "Organizational Career

Mobility: Promotion Chances in a  Corporatian During Periods of Growth and
Contractson Amenmn }mirnaf of Soc:ofogy 85,~1 (Ju!y 1979): '21-48.

»

N 3

N

- Manfagers in cach ficld were predominantly u'ppcr middie class in_

Y

-

1980s) or the massive increase in college -attendancé in“#ve 1960s. . ‘ .

L

\“.k

¢
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T)é vast majority of managers possessed a college degree, and more
than half. in each field (and almost all art-museum directors) reported
pursfning' their . formal ecducation heyond "thc baccalaurecate. Museum

. . ‘ . |
flirectors reported attending more selective colleges and CAA- directors less

selective . colleges -than 4

did- theatre and orchestra adm‘in’istratwﬁ.
. ) !

Tabigé I illustrates ?the subjects Vin ‘which respondents - majored while

»

they wcr_c'?.;in coljege.

-

fields relafcd to ;thcir‘ later employment (e.g., theatre studics: art history,

1

music, or visual arts) is striking: frgm' 39 percent of CAA directors to 58

'

'pcrcc}t/of art museum directors.. Of those who did not, the largest other

category was the humanities,’ iné!udin_g English literature,- history, or foreign -

languages. " Relatively f.c'w‘ managers in any Lategory majored in ecducation,
management, or arts administration as undergraduates.

-

A numbcr of administrators in the theatre, orch’cstra,w and community

arts fields pursued advanced degrees in . management; .but in no field did
. / S .

the percentage of wundergraduate or graduate managcwt-)d?grcc holders . -

_exceed 15 percent of all rcspon.dcms. (Oniy among the theatre maxiaging

-

dirccto?s did the number holding arts manasemcm_degrccs. abproach {0

percent.)  Since many of those who sought graduate arts management or

"
']

management degrees held B.A.s -ip their field’s art fbrm, these findings'

-

would tend to refute asscrtiohs.t_hat arts organizations have been taken
over by professional managers, at least in so far  as we define

"p‘rbfcssional" in terms of academic credentials (seec Table 2).

-

-
*

,,4 Respondents were asked to name the college that they had attended, and

their responses were coded according to the Astin Index of "College
Quality," a ‘measure used widely by researchers in the field of higher’
education. The Astin Index is as much a selectivity as a' quality index.
Almost 60 percent of the museum %'rectors but only 24 percent of the
CAA directors attended colleges in the highest or next to highest of the

‘Astin Index’s seven qategories.

4

19

f‘ . .. . N . ) ) ) ) X
The extent to which manager majored in artiltic I

«
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The most striking difference between men and women in the four fields

surveyed is that women tend to administcr smaller .orga'niiétions. For
~ .

cxamplc more than haif of all women art muscum dsrcc}érs surveyed wcrc

o

in the Yowest- budgct 25 pcrccnt of museums, while just !8 percent wcrc‘g

thc‘ largest -2§ percent; for orchcstras the comparahic proport:ons wcrc 46

and $ pcrccnt‘ va:dmg cach set of managers mto thxrds on the bas:s of

~

thc ycar in whxch thcy bcgan thcxr first fuﬂ-txmc JObS in their fields, we

fmd that women dxspropomonatcly were in- the "newcomer” thxrd in every’

discibh’nc except art museums. Althcugh ‘women had less scmonty, they

were not necessarily younger: Male theatre managers were more likely to

. . ~ e, .
be over, forty than their female counterparts (41 and 24 percent,
7o ’ \ ‘

4

respectively), but in art museums and community arts agencies the opposite

was true.  (Male and female orchestra managers were similar in age.)

In all fields but theatre, 'famil-}cs Qf women managers tended to be

-~ higher in social status thap  were those of male managers. Femile .

orchestrda managers were more likely than their male counterparts to have
» .. N [

had college-educated parents, cspccliany mothers, and fathers who. w‘crc

businessmen or professionals; and less likely: than men (3 percent compared

-~
L

to 17 percent) to have come from familics in which ‘the principal wage-
carner was a blue-collar worker. Similarly, female art museum ' directors

were more likely than men to have fathers who were top executives or

professionals; and women who directed CAAs - were more likely to have

* businessman fathers and 'Ics§ likely to come from blue-collar homes than

their male _coumc'rpa'rts:

RS

dxt‘fcnncc) ‘malc respondents were more highly cducétcd than‘womcn.

&

By -camrast in every field but theatre ™ (where there was little

~ -
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' Male orchestra managers, for cxamplc. Wcrc more than three times as likely

- as womcn to have gone bcyond their B.As, malc museum - directors almos’}

-

seven txmcs as likely to have reecwed doctorates, and ma!c CAA dzrectors*

one and a halt‘ t:mes as !xkcly to have had some graduate trammg Male

o and femaie manascrs dxff"ercd as wcll in thcxr coilege major in all fnclds

N - N :

but art mnscumS' Womcn theatre managmg d;rcctors were Tour tzmcs as
likely as mem to have majored in the humanities (35  and 8 percent,

L ' respectively); and while one in seven male managing directors majored in

business or arts management, no female managing director reported ' doing.

- ’ ~ ' N . . . [Y

- so. . In the orchestra field, fcihmagers were also more likely than

+

men to. have majored in the hymanities (41 and 24 percent) and less likély, Ry

i

to have majored inl\, musi¢c (54 and 38 pércent).. In the community arts, -2

third of‘the male managers, but just 19 peré:cnt of t‘hc womcn, had
| undergraduate majors in one of the performmg arts; -while fem.ale managers
were ~morg hkc!y than male to have ma_gorcd in edtx\qgtxonA(IQ‘ and 4 .
. . percent) or :hé ) social scxenccs (20‘ to 9 percent) than -t,cir male

counterparts.”

Rifferences bv Budget Size

- Each set of a‘dministra‘tqrs was dividéd ir}to four quartiles on the basis of

the dollar operating- budget of their iastitutions.‘ The range of budgcts in

each category in each art form is indicated in Tabkc 3.‘ In each discipline
~—~—— |

cxcept. art museums, more than half of the managers of the 'I;ast

prosperous ‘organizations were women, and their share of mdnagcrial

/1) positions declined with each in‘crc}sf/in budget quartile,

~Net\ surpfisi_néi-y, maﬁagérs in the largest i‘n‘stitution.s tended to have

= spent more years in their fields than administrators of small organizations.

This findings suggests that managers of~ the smallest organization's “have

Py o :‘l
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-
~

tended either t'oq ‘move to I‘argevr organizations or to leave the (field.
Managers of wealthy institutions also tended to - be slightly older than

managers of small organizations, a 1cnd¢ncy. that was strongcst among the

v‘v - N

_rcsxdcnt theatres and weakest agxong the comn\mpxty arfs agencies.

. } ) - :
- D:ffcrer&s by orgamzauonal bud‘ct sxzc in cducatxonai backg‘round

.wcrc strongest amo’ng the arf museum directors. Dxifccm;s of the largest

3

. . . N ) : a ’ ) . ' ‘ . .‘ " n
art museums were more . likely tham other directors to have attended private

- . e -
| . ; «

secondary schools, to have attended college in the northeast, and to. hilwe’
) . R . . ) . _ - )

4
‘u?

earmed Ph.D.s. - Most striking is the distribution of degregs from a single

- [

American . university.  Almost two of five directors of -the dargest art

museums rcccxvcd an  undergraduate or ¢ graduate . degreg frofm this
mstmmon as dxd more than a quagter of dxrcc:ors of /({c ncxt largest:

museums, but just 5 percent of the dircctors of smaller art muscums.

i

n \ . ‘ ‘. | -

[

.- Many of " the most imcrcStixig questions about - the backgrounds,

recruitment and careers of managers have to do with differences’ among
+

cohorts, iec. scts of ‘managers who entgred employment in  their fields

, N . '

during specified periods. Propositions asserfing that administrators have

changed in recent yca‘rs can be evaluated by looking at 1hc'“di[t'-'crcf.ncc

’

among managers who began 'thcir ~careers in ‘diffcrentl eras. In the

analyses that follow, each pépuianon of managers has bccn divided in':o
thirds, or cohorts, on the basis of the year in whxch thc\managcrs took
their first time jobs in their fields (see Table 4). w then compare
the experiences of these cohorts {o look at change over time. Such .cohon*

data must be ‘interpreted with caution. Because we¢ shall be using cohort

22
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analysis throﬁshoué ‘lthis report, it is important that the reader undesstand
* ‘ § ) ; ' / ' 3 ¥
why this 1s§¢casc5 f‘s oo ] S ‘_‘ ) :
Lo For onc {hmg, we"‘ know that some of the -individuals who entered
. “the field a!tmiS with ‘the plde cohorts have now ic& xt and that some of
- ‘ \ *‘ .

. T the m:mbcrs of our f?du é;t'cohorts will "soon be gone 0ur data cannot

dices- that exxst betwec%th: membcrsh;p of
Wb \‘ g 1

dxf&[crelﬁ cohorts” are prcs n¥ bccausc dxffcrcnt sets  of managcrs were.- -
A )

d\ Y

tell us whctheﬁ\ the d:ff &g

‘\, - , \ recruxtcd at dn!ferent txmqi‘ or because different kxnds of managcrs

cxpcnencc d:_fferem (ates\of ar:rmon over time,

~ Second, whcn we &ompgrg

i

cohorts we cannot aiways dxstinguxsh what

N

. ts (cff “{ : of the cra./j/n which a person entered 'th

"15 _( \g& e '::g:s. Forl ?xamplci w:-..havc seen tha; top executives

‘ }\ , oﬁ'; wealthy xpsmu:xons‘ ujz a‘ll\o‘t‘\o}xr fields are older than top cxccuuvcs of
3\‘.- ) tm‘;’ ones. A vxsxtor fr?m ?utp‘sxipacc mxght logically. attnbutc this finding
\*.\\ to ra pcnod cffec: ‘conclud that individuals who went into the arts

! \\i! | ' twen‘(y years ago cngerc \“majc\fr \:nstitutans, while people who go into arts
.;* \ . ‘ ;

\
! ".‘ -

managcmcn\\ today prc ; rismat% nes! Jut we dre more liké#ly to bchcvc
' 'ns \:ffép " xc 'as a man'ager makes a mark on a

that xt?rc.pncscnts ar

- -

;obs\,at \Iegrger Or more prestigious institutions

l ! [
. ‘l -
chd \ n%crs In distinguishing true cohort

xfferén!"l\

{xtm ution or agmg, we must go'

~and draw o

g

% \\ anany,\the reader ‘sho""_ SHote that thé years defined by the cohorts

‘ Y

)

\ cntry ycg;s in cach group ot‘ "ghus a member of the most

N \
( 5 For a usct‘ul mtroductxon sec

in «thc S! of Soc:al Ch*n
843< 6}\

r\ *The Cohort as a Cancept
n chm{agzml Revigw 30 6 (1965);

,\\

S
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-senior coimrt of CAA dxrcctors may hav&fcwcr years of cxpcncncc than a

mcmbcr of the middle cohort of art muscum directors, . In general,’

brief time span of,most CAA dxrcctors careers is rcsponsxblc for a paucxty

of notablc differences-among cohorts in that fxcld ) -

) DcSpitc these caveats, some s:riking findings erge  from the
| . . ‘

analysis of ‘;:ohort variation ambng' the four populations of arts

i

administrators. Not surprisingly, in cach field more senior managers were

’ s

more likely to command the largest ang less likely to manage the smaliest

- , , .
organizations- than Wore recent .entzants. More notable is the fact that in

o I

each dxscxplmc the pcrccmagc male was !owcr with each succcsswc cthrt

For example, 48 percent of orchcstra managers - entering the f:cld sxncc
"

1973 were women, compared to just 15 percent of those takmg thcxr f:rst

‘ 4

"orchestra .;ob bcfcrc 1964. Similarly, women represented 43 percent of the

~ <
"newcomer" cohort of resident-theatre managcrs compared to Just 21 pcrccnt

~of the old -timers. These findings are consxstent with an mcrcasc in

-

opportunmcs for women in the management "of arts organizations. But note

‘that they are also consistcnt with greater attrition of women managér§ over

"

" time. That i, the data would look as they do if women were doing

better (a. cohort cffcct) or if womcn simply drop out of these f’x_elds as
they get older (an attrition effect). B o

Except i;x the orchestra field, .the educational - attainment ‘of‘. top
minagc‘rs appéars to‘ be increasing over time. chcr than half of the most

senior cohort of theatre managers pursued their educations bc\ﬁand the B.A,

compared "to approximately 60 percent of cacl-[ subécqucnt cohort. More

than a quarter of community arts "old-timers” but fewer than 10 percent

of the most recént .entrants, lack the B.A.

24
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| | ol
Incrcgse in educational attainment is most dramatic among the art

-

museum  difectors: 17 percent of the most senior cohort earned Ph.Ds,
SR . f : w - ‘ SN
compared to 55 percent of cecent entrants. , Strikingly, th'e\c}ramatic

! H

3

.. -, ‘ . ‘ . o .
increase 'in formal education has been accompanied by a decline in

measures .of parental social status. Fewer of the most recent -cohort (less
. . . Fi
- R » :
than one quarter comparcd' to more than two fifths) had guardians who

were Qwners or chief executives of _largé businesses or pmfessironals; more

appear to com{c from ‘blue-coliar and, ,particularly, .middlc-c!ass business
. ’ - - ‘,

'families. ~ Fewer of the most recent cohort had grandparents born in North
America, and far fewer (!8"55 cox}tparq‘d to 47 percent) attended ‘privats

secondary schools.  Thus entry into the muscum field seems to have
become “less strongly related to family background "and more directly a
‘ # . &« - ¢ -

product of cducatiqnal aécomplis\h‘m::ts; A similar but moge modest trend

was apparent in the Thcatrc’ﬁeld.' as well., The. percentage of fathers.in

( V]
. r7
the top occupational group declined steadily from cohdrt to cohort as
educational attainmegt rosc.6 | ‘ ' A

.

r

. n -
L]
K4 -

A crucial concept in thinking about careers is that of “cntry port::l."7 In

order to develop a careerf in a field, an individual must {irst enter a .

r

career’ track. Thjc opportunities . for entry into a ficld will affect the

! \ . ¢ - .
kinds of individuals who build careers there. Ficlds with many entry.

portals will recruit diverse m;n; and women into top positions. Fields with

[

t

5 Note that these findings could result from attrition if directors from-
higher-status backgrounds stay in the field longer than those from more
modest homes. There is no obvious reason to believe that this'is the case,
however, '

7 See Seymour Spilerman, "Careers, Labor Market Structure. and

Socioeconomic Achievement,” Americar Journal of Sociology 83, 3 (1977):
551-93. : - - : ' )
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only one entry portal will tend to recruit 'siniiiar. often well socializeds

'pcrsons into, important jobs. * The wvirtu® of routine entry portals is thgt

-

- individuals entering” 2 ficl : ha,,ye a common past,,a common socializa on,

. , " and common values, and are hkcly to f:t easily mto the roles that, arc
) ' .
' -available to them.s Thc advangage of multiple entry portals :gﬂ, that talcnt .
t ’ » A )
«  can be rccruxtcd into the field from a wide vanety of sources, o

Each of our feur amstzc fxeids is charactenzed by a multxphcm. of

.

~entry  portals and an’ absence of . fixed crcdcntnavl requirements for.

employment, Bcw(thc experiences -of individuals entering’ the :theatre,
- e ™
r -orchestra, ‘art musgtém, and the community arts were so different, they .will

-~

' ~be discussed here in icj;ucncc.

First, 'however, .note the diﬁ'crencés amogg the! field§ in. the
. . " : ‘

Ve
experience of the managcrs survcycd (Table -5). " In the art museum and

orchestra fxrﬁds a!most half ‘of the .top admxmstrators took their. first _jobs -

- . ' .

in the field® before 1965. By comj{rast, ov‘:::; half of the thcatre mapaging
directors entered theatrical work after i971 And almost ghrcc quarters ol‘
the CAA dxrcctors began workmg in commu.mty “arts agcncxcs\ af‘tcr £975
(although many had worked in the "arts bcfot then). ms the or‘chcstra

b
™\ and art-museum ficlds have a Jarger core of veterans than do the resident

3

stage or, especially, the community arts.

f - - - . N ‘ Al -
. h

Almost half of the _theatre managmg direttors (43 pcrccnt) went directly

into theatre work from formal schoohng. in most ca!cs college. Almost one

"""f fifth- (18 percent) entered theatrical employment from work in other arts or

t 13 i

L ' . ‘
8 Sce, e.g., James C. March and James G. March, "Almost Random Careers:

The Wisconsin School Superintendency, *1940- 1972," Administrative: Science
; Qharierly 22, 3 (1977): 377- 409. O ' '

’ ’ ;
A ¢
. ] . .
. - o .
-
- . F
+ "
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‘ commumcagmns fields (cg journalism or art fcitwal managcmcnt) Another

iargc group (14 pcrccnt) taught in pnmary or sccondary schoo!s before

4 .» . ~
takms a theatre job; and abaut one in ten workcd in buw
More than a thxrd of the managmg dxrcctors were hired directly into

-

top adm:mstrat:vc posmons, “and almost haif were ‘promoted to such

. t pos:tmnsr wh'\c stm thh their fxrsx employcr\; Almost half entcrcd ‘the
fgeéw dvas subordxnatc adm:mstratwe staff (e.g., assxstant ‘managing director, -
) \
maﬂrkc%.mg _gxrcgtg@,pnbhc{r‘clanvons stg.ff')‘. E chcr than ten percent ’bc‘gan{v
their carcers  as artistic directors or actors, while a 'si-m%zhxr ‘proportion
,i, ' ,‘;é"fgfgmd; in technical positfgns like stage. manager or set dééig_ncr. o .
' _ Male ,*ma‘na-gihg di}eetors wcwj more likgly than women {21 ;ompar.cd
-"to 7 p;rcc:t) to" get thcir start in artistic or t‘cchnic‘al’ work; while more
“women -than men {37 and 27 pcrcon‘t; re§bcc‘:tiveiy)._‘wc‘x;c r‘ccruitcd as

+ ~ %

mtcrns, admxnxstratwe assjstants, or other n%a‘nagemcnt staff. Managcrs' of.

¢
the largest quartile of resxdcnt theatres were less hkcly to . have cntcrcd

*

thc field as actors or tpfhmcal staff (9 percent comparcd to from 14 to 26

- . ¢

percent in thc other size categories). o

v Members of the . more junior cohort}- were +less likely to have been -
. “ : ' . r S ' o . k ‘

recruited directly *fram school to their first theatre jobs (30 percent
. . . & L

»

compared to 44 and 56 percent, respectively, for the middle and senior
. : v - .

»
-

‘cohox:ts), and more likely “to  have apprenticed in  other arts or
» . - . @ . *
communicatiogs fields (30 percent ‘comparcd to 11 percent for the mgre
' ’ I J
senior cohorts).” Althéugh these fmdmgs suggest that it may havc becomc
- bv,- : ’ ~ :

- ,’.,,morc difficult to enter theatre work dxrcc:ly t'rom school., it is possxblc'
that staff entering from school are likely to stay in the field longer than

those with other backgmunds, in whxch.éasc the data would reflect

: ‘ ~ differential attrition. : “ : ’ N

.
. .
. .
. R . - o
' ot . v - .
. - . [
. : . , . . . ’ . 3 -
Y . ' ’ ' . ‘
. . . :? . .
. ! ) . N ;. . : -
. . i . ‘ - }
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Orchestra managcrs were morq" than theatre managmg dxrcctors 10

'havc cntcrcd orchestra work from other artistic, or commumcauons fields

(39 . pcrccn{) and less . likely (29 pcrccnt) ta havc movcd dxrcctly from‘
school to orchestra work.‘ They are also morc hkeiy {§9 pcrccm) to have

entcrcd orchestra managcmcnt fram a busmess career. Of those whose

-backsround was in the arts or communxcanons. ‘the largest categones of

c_mp!oymcnt were media or press, elementary or secondary .music teaching.

and other performing-arts inanagement. L ‘ Ve

-

© . Orchestra managers were less likely than theatre managing directogs . ,

to have entgred the field in artistic positioris (just 11 pcré’cntr began as

musicians or- cond ors) and more likc!y to bcgm as top mghagcrs (47

. L4
pcrccn:,' with 17 perccnt mond attammg that posxtxon.thh their first

'vcmployer) - Other common entry portals were as interns or assistants (10

percent), marketing or developing directors (9 percent), or’ other managerial
posts (15 percent). - = ° 4 , | © ,

N . " . . . ‘.. . n‘
Male and female orchestra managers were similar in their recruitment

battcms,‘ except that ‘'women were more likely than men (21 and 3 pcrceht,

N

respectively) to have entered as secretaries or special project staff. _Only

approximately one- third of the managers of ‘the two smallest-budget

-

-quartiles movcd dxrcctly into managerships comparcd to abou: three fxfths

-

of the managcrs oP the larger orchestras In contrast to thc pattern in thc

™~
resident stage, members of thc most jumor cohort were morp likely to havc

been relruited to orchcstra work from school (38 pcrcent compared to 23

percent in the' more senior cohons) and - less hkc!y “to havc worked as

mus:c tcachcrs ()ust 3 pcreent comparcd to 22 and 15 pcrg;nt) er in othcr

Kinds of arts managcmcm (9 percent comparcd to 19 and 27 pcrccnt); ‘

) | R DiMaggiq: Chapter 2 -13- _ ) o
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Art museum chrécmss had ‘more regu!ar entry” pattcrns than managcrs in ' T
other dxscxplmcs cntermg museum work through schoohng (43 pcrcent) or
after scrvxng college or umvermy art-hxstory tcachxng stmts (25 pcrcent)

\ . - The largest group of art muscum directors {3: pcrccnt) bcgan as cura:ors. ,' P ‘*

.' _ Almost one quarter started off s dxrectcrs. and aiéqst one flfth in such |

:

other admmxstrauvc positions as. assxstant or assomate girector. Morc than _ .

¢

shalf of the men and women rccrmted from profcssorxal pqsxtmns mto art T
'

museum work were first lurcd as directors; almost half of thosc ‘récruztcd .-
from school went mzo curatona! positions; and thc first positions of those

recruxtcd from othcr sources wese dxspcrsed among directorships, curatona! , r

. " '
> positions, educatxona! jobs, and other admm‘xymtwc posts.

t

Male and female art muscum directors were very similar ih the

N ]

occupations from which they were recruited. '_l‘hé same  was u-uc of

directors of art museums; in the four budget quartxlc_s' cxccpt that .dxrcctors

’of the smallcst museums Wcrc lcss likely (I? percent, comparcd to 40 to 60
percent) to have gone vdx‘rectiy from §5hoohng mto the art-muscum field.

'
Cohort data are consistent with 'a change in patterns of recruitment

to the art- -museum field. over txmc (scc Tablc 6). R;ce_nt entrants (Cohort
3) were less likely to havce\mbéd museum work directly from school than

were members of the other cohorts, the ‘proportion declining over, time
. R . '
from 61 percent of the most s;nior cohort to 21 percent gf the most

“« ~

junior, Newcomers are more likely "to have been hired .as directors 'to _ '

their first art-museum jobs (33 corﬁparcd to 24 and 14 percent) and less
likely to.havc been hired as 'curat.olrs (23 percent compared  to 33 percent
<

-

in"the earlier cohorts).

Al .
¢ . . ]
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"These findings must be in':crprctgd/wi&h caution. We would expect.
the observed propertion of the 'rece‘nt cohort moving dircctly into diicctoriai
jobs to be hxghcr than thc 'true pcrccntagc (i c.. the perccntagc of all
TN
. person?cntcrmg the hgld du rmg the most ‘recent pcnod who wm ever be

- directors), * because individuals who cntcrcd rcccntly as curators havc _had

!css !mc_ to move “into thc d:rectonal ranks. | Sxmxlarky. if pcrsons cntcrin_g

. muscum work directly from schooi take - longer to become dx;cctors than
pcrsons with' profcssorxai experience, this fact might- help account for thc

. o apparent change. . . . | )
Nonc_;hc!css, two factors} suggest that these findings a;é not entirely
2 . artifactuad mthc‘vmds towa.rds.'grcater previous work experience and

N-s' ‘I.

towards a grcates*hkehhéed of cntcnng the field as a dxrcctor appear
between the first a'nd ,se’cond cohorts, as well as bctwccn the second and
third. Second, a greater percentage of . the current cohort of dxrcctors have
Ph.D.s and have tau ht : tﬁc university level (53 percent comparcd to 31

percent of carhcr cohor ). Jdt seems likely that along with the ‘trend”

(O towards higher cducationaf attainments among museum directors we are also
witnessing‘a trend towards more university teaching experience and shorter
. ' ~ - ) ’- ‘
periods in the field before- attainment of a first directy'ship.
. . ' , l
* / °
W

"In comparison to:thc other fields, pre-entry positions and cﬁ:r& portafi were
most diverse among the CAA directors, with no cvidcncc'that m_utincforms
of recruitment hag developed. About one third of the CAA directors went
directly 'fr'o_m‘s'choo! into ‘artiStig or arts-ahdministrativ-c. work of .som'c kind;
of other sources of }ccruitm;nt into the arts, only nonprofit ‘management

accounts for 'more than 10 percent of the dxrecw; pre- rccruxtment

positions. The fxrst arts jobs of almost hﬁﬁ of the” directors were in the

< - Lo .

30
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community arts field, with another 13 percent employed . in performing arts _

organizations and just under a tenth ecach in museums Qr galleries, or state

| . o -~
*  or municipal arts agencies.

i . Only - 10 pcrccnt of ' the CAA dxrcctors far fewer than 'thc t‘op"

' managers in other f:clds. went directly from school to. thc commumty arts.

.

" Just over 40 percent cntered cmnmumty arts work from othcr arts or

-

mcdxa orgamzanons with thc {est scattcrcd among a w:dc rangé ot‘
pursuits. For ovcr 80 percent of the CAA duactors, thpxr fxrst job in the

. . community arts was 12 dxkctorshxp, Qnd ncar!y au.'bccam'c directors while
. (\ ‘ “ . v"

7, still with their first community-arts employer.

Male diFectors ‘were more likely to-have taked a job in the arts

& dircctly after graduatio‘n ‘than were their fema’lc éoun:crparts (46 to 27

pcrccm), morc likely to have been recruited from thcatrc managcment (21

»

Vel to,lz perc:‘m) amd less likely to have  served as volunteers (5

pcrccnt) ~(vc)ri»u:ci in thc presss or media (11 to 24 pcrccnt), as teachers, (14

to 27 pcrccnt) "or in secretarial or clcncal jObS (4 to 22 _percent). -
Managenal backgroundi dxffcred ni,xthcr by budget’ category “nor by cohort
F_}'lhus the artistic fxc!ds studied heee are more hkcly to enjoy the

A . ..

benefits of diversity of backgx;ound than of consistent preparation aﬁd
sociaiizgtien. Each draws many eventual mnnagcr“s direcﬂy_ '_from §choél. and
few from busincss ‘managcmcnt. In each Qf these fxclds. ,individuals with
little or no. expencnce in the field commonly become top managers, usually
of small orgahizations. |

C , oy
In some fields (e.g., medicine, government service, uniyersity teaching)

recruits are awa‘e of a number of conventional, sometimes mandatory, steps

that, if taken, will lead to positions of power and prestige. In other

31,
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T fic‘ld# the. pa(hs of achievement are less apparent and chl tro&dcn. As
arts )aqixﬁinistrz;tors vary in the manner in whi.ch .they are recruited- into
~ their fields, so’ they -vary in their carccrslsubs'cqucnt to recruitment,

- In cach o'f" thé fohr- Sield5, approximatcly 1Q percem of thc‘.top

exccunvcs have workcd for more than four emp!oyers dur:ng their carccr59

» 8

. \ ‘Between onc hah‘ and two thirds in cach field have workcd for only one

C or two -employers. . 'Art museum dxrcctors and theatre _managing directors
tended to have the Iongcst sbens o!’ emp!oymcnt 30’ pcrcent of the drt
museum -duccmrs and more than a fxfth of the theatre managing dxrectms-

had been thh “their currcn: :mploycrs for Qver tcn ycars (see Table 7).

é

Orch\cstra managers are comparable to thcatrc admxms:rators in thcsr tenure,

b -

while just § percent of CAA directors had worked for for more than fen

years for their current employers, Most .respondents . were hired’ intp - their

-~

current administrative - pgsitions= ‘only about a quarter of the thcatré,

" orchestra, -and art-musecum ' executives, and just !4 percent of the CAA

~

dxrcctors had bccn promotcd itemalxy to their current jOb -
- Carccrs culminated in top managerial positions most quickly in the

co‘mmunity" arts fieid, where 82 ‘percent  of  dircctors ~served no
5 L
apptcmxccshxp in thc commumty arts before” takmg on a d:rcctorshxp, and

least rapidly dmong the orchestras, whetre almost half waited fonger than
X. ) .. - ‘
fiye years and almost a quarter for more than ten years before becoming

a manager.

. Theatre ma'nag"ing dircctofs were proinoted youngcst, with- 43 percent

v

bccommg executives -before turning thirty, and an but 10 pcreent were
’ ~
. f:rst cmploycd as managing . directors beforp their fo&.gicth birthday.
: » : :
Prde ‘ -\ .
. 9 Unicss- otherwise specified, in this section carccrs refers to the. carcer
of a manager in his or her field, and does not inctudc unrciated jobs
prior to rccruxtmen:

&)

32
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L.
)

. | :
. “(Although CAA dircctors served shorter, if any, apprenticeships, they tended

/

{0 have 'longer work experience outside the field than their counterparts in

the _rcside‘nf stage.) :.By cqntra‘st,'ljust 24 ﬁcrcqnt of the orchestra managers .
-.a.nd.‘id percent’ of the drt-museum ‘dircctoﬁ«';eport‘ed 'an - executive position
bcfo:;é age tjirty, wh%le' gimésr a third‘ of the former, and more . than ‘2
. ) _quarter of the latter assumed théir firﬁt top managership aftér tuming.

forty. Few managers ia any ficld had held more than two cxcéutivc»
positions, suggesting that job-hopping is uncommon among those who. havg

e . - ) .
. -
-

attained top managerships.

- i $

Managers’ work experience before attaining their, position at the .time

- - e
of the survey varicd from field to ficld, and was di‘ve‘ge even within'
lficlds - In thcatrcs substantzal mmontxcs had cxpcncncc as_ actors, artistic
‘directars l,tcchxes,i commercm!, theatre or summer . stock ad‘ministrators,

. ? : * . o & i
cancge, university, primary or scconda:y teachers, or public arts agency

- e ’ employec’sﬂ But none of thcse categories included even a third Of all of
‘ )
. thc managing dxrcctors survcyed Relatwcly few managmg directors h

'

diroct cxpcricnce in theatre marketing, dcvempment énd pubii"rciations‘
nor had many managed other pcrformmg arts crgamzatxons or~ workcd
non-arts-related b{usmcssc&'_/" | I
Female mén;ging‘ directors W§rc more likely 'k"than their male

v ., 'countcrparts to have had experience in theatre puI':Hc relations (20 percent
to 9 pcrccn:).' marketing or at;dicncc development (13 to 3 percent), and

, . fund- -raising or dcvclopmcnt (23 to 3 peréent); to have taught prxmary' Ok
secondary school (23 to 12 percent) and to have workcd in commercial.
theatre (33 to 15 percent).. By contrast, mc.n were  more likely to have

worked in a public arts agency (2i to 7 percent),
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Managing directors of the two smallest budget quartiles were méFe

.likely than those of larger theatres to have workéd in theatre public

4

relations, . méri‘ccting,v or development (23 and 38 ’pc.rccnt, rcspccti;vcly,

compared to 7 and 9 percent). Managing directors in ‘the smallest quartiles
were more hkcly than thoéc ‘in. larger ‘oncs‘ to have WOrked as actors,

dxrcc!ors or tcchmcal staf!‘ (‘?‘L—percent compared to 38 to 44 perccn:‘m

®
the other quamlcs). Man’agcrs in the largcst-budget quam!e wcrc‘ more

likely than their peers to have worked in pubhc arts agencies (24 to 9

J
pcrccm) and summer stock (39 pcrcent compared to 8 to 18 pcrccnt)

Analysxs of inter-cohort vanatxon sugscsts smkmg apparent. changes‘
in managcnal work cxpcncncc over mnc (Table 8). The pc.rccntage of
'managing dircctors wi'th experience in public relations, development or

markc:ing - thrcc kcy mnnagcmcnt functions® involving the thcatrcs extcrnai

N ”

cnwronmcnt mcrcascd steadily with cagh cohort, from 7 percent of the

most senior managing directors to 33 percent of thc_ most: junior. By

H. ’ - . ‘. ) ‘ .
contrast, the percentage involved in artistic or production work declined

- modestly but steadily (from 57 to ‘40 pércc‘m),'as did the percentages with

exXpeérience in 'comm'crcial :hest‘ (29 ‘téIIO percent), ‘gummcr stock (29 to 7
percent), and college tgaching (25 to 7 pércent). | It xs p'ossib.!c th'at fhcs‘c
last th'rce findings represent age ef‘fcc:s (because managing directors ’may
gain _commércial-gh;a:rc, summersstock, or collcgeftcaching ex'pcricnce after
they have alrea&y‘ bccomc_ involved wim the resident s:age) By contrast
it is unlikely that administrators become actors or- devclopmcnt ‘directors

1 . . .
after havmg' been managing directors.

e i

© - The same diversity in experience was apparcnt among -orchestra-
manager respondents. Merc than one fifth had worked as musxcx:ms ‘almost

a3 fifth had experience in non-arts businesses, and more than 40 percent

%4
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had worked as cicmcntary/scccndary tcachcrs, for artists agencies; or .in v

othcr performxng»arts managcment pos:txons Male managers were more

v s

likeiy than fcmal'e ‘mnagers‘ to have been musicians (25 to 10 percent) or

)

to have managcd 8 for-profxt business (20 to 6 pcrccnt) Managers of the

[N

largcst-budgc: quamlc were  less hkcly than others to have worked as
. clcmcntary or secondary ‘school teachers (7 bcrécnt compércd to 24 percent

‘of managers of the sg;auest'-orchest_rds)' and less likely to have worked as

. +

orchestra musicians. By contrast, the perccntagc of managcrs havmg‘ ‘

worked in opera, dance or thcatrc managcmcnt asccndcd with sxze from 4

-

. pcrccnt among managers of the smallest orchcs:ras to 22 pcrccnt among
’ ¥

"managcrs of the largest. The pcrccntagc of managers wi'th “work
experience in orchestra development, public .relations, or marketing rose as

well, from 4 percesit in the smallest orchestras td 22 percent in the largcst.

: ‘ ' . ‘

Co . . Like the. rcsidcnt thcatrcs the orchestras appear to have expcnenccd

\ H

a decline in the pcrccntagc of managers with amsnc experience and an

mcrcase. albeit modest, in the perccmagc ~with Qusiness and managcriai

g

experience from cohort to cohort. More than ofie fifth of the most senior

managers compared to less than one ‘tenth of the members of the most r

-

junior cohort had been orchestra musicians, while from {8 percent of . the

senior cohort to just 3 percent of the “newcomers" had taught mgsic “in
B ‘ wr

elementary or secondary schools. By contrast almost one quarter of the
most _;umor managers, «compared to 15 percent of their more senior

countcrpans, reported non-arts business expcnencc and 15 percent of the

_;umor, ‘but just 9 percent of the senior cohort had worked in orchestra

€

pdblic relations, development, or markct&ng..lo .

rs

10 In all cases, the percentage of thc middlc-cohort managers. lies bctwccn
that for the most and Ecast senior.
¥

*
-
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1

Compared to theatre and orchestra careers, art-museum - directors’

cipvcricnccs were rc!at‘xvqiy routinc; et ~even, 'hcr’c, no kind of work

cxpcr:cnf leadmg to. a dsrectorshxp was shared by even half of the

\

rcspondcms The most c¢ommon prior experxcncc was curatorshxp, reported -

by 44 percent of thc dircctors. Almost a8s many (38 percent) had taught

art af the college or university level. Smaller ‘gron'ps had worked as

A .
associate or assistant directors, in art muscum education departments, or as

clemcntéry or 'secondary school téachcrs. Surprisingly, fully 20 pcréent
fcpoftcd "being employed, at some..point during ‘their work careers, in .a

“ ) +
business unrelated to the arts.

-

A

The rcla:wciy few women directors were more lxkcly than men to

-

have worked for nonproht o:gamzauons outside the arts, as elcmentary or

high school tcachcrs, or in clerical museum positions, and less hkc}y (17 v
P . ‘ +.’—-—-"

37 percent) 1o have worked in. nom-arts businesses. Directors of the

smallest” muscums were more likely to have served as professors before
entering museum work (45 percent compared to 27 percent for directors of )

the largcst museums), to have been elementary or secondary teachers (21

and I3 pcrccnt for the two smaﬂcst-budgct qurtiles, about 4 percent for

the ’ Iargcst two); or to have wwmuscum educators (10 and 27
percent in the two smallest quartiles compared to 7 percent for directors of

the larger museums). :

l

Table 9 displays inter-cohort variation in director work c;pcricnéc
Strikingly, 48 bae«u.gf the mwunmt cohort but only 6 percent of the
most senior dxrcc:ors had raught at"‘ﬁ:ﬂmcrsny level before going - into

museum works.:  Also striking was the decline in the percentage of

- directors with “lkatorial experience, from 58 to 35 percent, suggesting that
B . g .

acquisition of a Ph.D. may have come to replace curatorial service as
~

B



N .

. 'E . @ ¢ . .t\‘ \\ , ‘

preparat on,\' for art-museum djffctorships. . Fi%a*ﬂ'@, in contrast to -the
b B ' ! " ! \\\ T .

X § \ | ) "p\ B | . . R h '
he p_crceniiagc @f dxrcc:or& w:tkgusmcss N
) e . { . .

. ' . . : - S . . , o
\ ) experiencé’ outside the arts appearsjto uhw‘wc declined. -, : : » S

r

.\‘findﬂm'gs for the performing arts;

The experience of community arts agpcy -diredtors was the most \;'

A}

. | 3 ' ' ) ooR e b .
.~ diverse " of all of the respondents.  Becgbse mbst of them took on

\
¥

. - . . x '*. . . s .
directorships as their first positions in -tl\“e field, n \mtcrnal position

1

\ Hoos B . . e Y "".:‘ . ’
K} 4 ] x . Y My o )
prepared a 'large share of directors for their workd~Nor, {s we‘i\havc seen, -
\ A . i . . . A . ‘

! N \“ . ' ," . .\- ! ‘ " '
are there regular) recryitment channeis. Bx\.\twccn 8 and 20\percent of - the
. - . ‘.' N . \ ' . ‘\2\ i u',\ ‘ h \ )
CAA directors \r:ﬁ\orted experience in ‘each .of t\h,é following) work' spheres:
\ i \

primary and scé‘onéary teaching (21 pergent), unisgcrsity arts nagefn_cm (16

I/glerical work B
\\ y N

‘percent), arts sgrvicc_ organization" cmplo‘y'mc,nt‘ MGE 'secretarija
(14 b'c.rccnt"cach),. ﬁ;ac_hing in a school of thc arts (13 \‘Perc‘:‘e;n‘:), theatre =~ .
- man.a‘gcmcnt or work as a performing art“ist ‘(12 pcrccnt,' each), ‘gmploymém
' . ‘ ‘ o . R U L
- - . ina 'commcrcial arts venture (11} pcrccnt),‘ ‘e‘xpcficnc% as a v}spai\‘artis% of
| in orchcstfg_\ managﬂrlcnt (10 pcrc;nt). work \in_ an arts\,‘ c‘cnfcr (9 P ‘ccm) or_'

in a non-arts business (8 percent). No major differences between enders,

. among directors of agencies in different budget categories, c;%‘ ‘among

members of different cohorts were visible. . =~ L *'\ PSR

) : ‘ ‘ -

The carcers we have described in this chapter l\rc reiativ%ly unroutinized

1

L]

and idiosyncratic. Yet some general conclusions can be drawp.-
. ¢ ! ~N

First, the managers of our larger resident \theatres, orchestras, art
‘ . 1 } . ~
* ‘'museums, gnd local arts agencies were, as 'a group, men and women from t

4

families of relatively high social status. Women were prcs’c‘\nt in . large

numbers in every field but the art museums. But in ‘sach field they were
. . , - \ :
more likely than men to be located in smaller, less prestigious institutions. . 1

o

; ' a
” 1Y
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: ‘ v ' N : \ -
& | | | . e’
Educaticnal levels of these managers were high - more than half
~ ' : - N J
. .« havc pursued their formal :ducqt:ans past collcgc - and seem 1o havc been -
I gmng up, dramatically among art-museum dxrcctors, and more graduauy

-

among others. If formal educational crcdcn“:iais and prior experience are a

. guide, the managers’  arts§ t;ackgrounds ‘were. rather strong ' while their
. . . - ’ .

- managcmcnt cxpericncc was meager., Noncthc!ess there were fumerots s

t

exceptions to both of these assertions, and some cvxdcncc that managcmcnt ‘

s

tramxng and experience are becommg more common and amsnc cxpcncncc
i
somewhat rarer among pcrformxng~§’hs managers, cspcczal!y theatre managmg

L4

. . ‘
. . { . . .
directors. . '

’ Cohm.t anaiysis suggestéds that each ficld had been chénging in
distinctivc ways, with the~ cxccptidn of commumty arts (agcn‘cies the'
! , dxrcctors o{' which werc, for the. most part,’ such recent entrants into the
field that few conclusions could be, drawn about change.

Art museums have undcrgonc prpf&s’sionaiizatiqn, in the ,_anse that
their difc_ctors. cspcci;lly i.hosc. of the  largest i‘nstituti‘ons, havc-in‘crcasingly
impressive éducétional credentials  and in‘cr'easinglyv“commonplacc social
Backgrounds. University teaching experience "was more common in the )
recent cohori than‘,'among‘ prcvious‘ entrants to the ficlc;,' and éuramrship'
appc‘érs to"havc undergone a con’commitax{t decline as a stepping-stone to
the directorship. -
/ : Among thc. resident theatres, artistic cxpcr:is‘c fras become somewhat

leds common and")managerial traini'ng more COmMmMON among managing
directors. Similar, although less not'ablc,‘ trends wefc apparent an;ong

: orchestra managers.

L, Careers, that is, ordered sequences of jobs leading from conventional
. e .

- .

entry portals to predictable destinations, do n#} exist in these fields

N \T‘ . .
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(Indeed, carcers,’ in practice, are far less common than most people

T ypelieve)t!

Arts managers arc recruited from many sources and bring with
b -

them a panoply of experiences. Many entrants moved directly into’ top

p . executive positions. _Mobiii:y' within organizations is limited by size:

-

relatively few arts institutions have ecnough ‘levels of 'managcmcnt to

[

. ‘.' . ‘ o . ‘ ‘ ‘
promote routinely all competent personnel. And movement among:

4 ) . : b . . * o » .
'« organizations, at the executive level, would secem to be lcss\ common than
widespread perceptions of  *job-hopping® would suggest.

-

& The disorderly ‘nature of managerial careers in these artistic fields

. & . *
may provide opportunities for organizations to hire talented individuals-

from unusual ‘backgrounds and for individuals "willing to take risks to build
successful careers. -But many people find it stressful to work in
environments in which promotion opportunities” are few and career strategies

. obscure and poorly understood. ° Such individuals, if they face  career

stagnation or :uncertainty, may. choose to leave arts administration for other

ar

.. F . i .
pursuits. In the chapter that fql;ows, we  shall consider the rewards that

-

arts administrators receive,” the satisfactions they - express, and their
' . . (3

»

expectations about the future.

A

¥

I Seymour Spﬂe-rman, 'Carccr&, Labor_ Market Structure, and &;{iocconomié
Achievement," American Journal of Sociolegy 83, 3 }SQ‘?T}‘. 55193\
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. TABLE 1 : COLLEGE MAJORS oL .
 THEATRE ~  MUSEUM  ORCHESTRA - CAA |
¢ Art Form* | 49.45%- . . 57.98 . 47.37 3892 -
" Humanities 29.67 " 30.25° . 26.32 g 25.93 ¢4 -
. Msnagement 5.49 & . .. 000 . 10.53 5.5 <
) Arts Management ‘.,,;3;30 _ 0.00 . -+ 1,08 : - 0.93
L Scfial Science** “3;39 S 7.56 11.58 25.93 -
_ ScTence_ B 2.20 . 4.20 , o316 T 278 , ]
! N 91 9 T 308 L - B
;( *Theatre, Art, Music, and any‘irt'form, rebpectively' L o : :
#*Includes pre-prpfessional majors (excluding pre-med) - . ‘ -
* ‘ A s |
i - .
* A
v . ( |
b, \ 3
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| R |
‘é 4\ ———
] -
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L ... TABLE 2: MASTERS DEGREE PAJORS
BRI v . THEATRE MUSEUM =~ - - ORCHESTRA = - CAA
" Agt Form® . . Se,767 - 8211 - 43.18 44,4

. Humanities . ' 9.52 ¢ ‘10.53 » 18.18 - 9.26, ..
; o ' . : ‘e ‘ B . .

Manageaent T e.s2 2.11 18,18 1nar -
+.%"  Arts Mapagement . < .23.81 - 2.1l / 9.09 . 1481 .
- ° Social Scienced* - 2,38 - 3,16 9.09 . - - 18,52 .
 Selence - 0.00 . - 0.00 EEE Y
N . 2. 95 4 . 5
";.t‘ | v-“;m§a€re,"Ar:', ’msic, and any art form, uspccti_ﬁly . |
a0+ wiIncludes pre~-professional majors Sae.xc;uding.pu-nod)f
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PIABLE 3: BUDGET RANGES BY CATEGORY AND DISCIPLINE (in thousands T

" Discipline lovest quartile 2nd Aﬁlrtile - 3rd guﬁrtilc 'l‘og. gﬁar’:ilé -

Theatres '~ " less than $260 . $260-§500  $501-$1200 more than $1200
Orchestras less than $320 1$320-$700 +§701-§1699 . mote than $1699

Art Museums ~ less than $501 §501-5999 $1000-$1999 more than $1999

CAAs “less than $50° $51-$100 $101-5299 more than $300

€ » ) -
. ‘ * '
4
. Q 42
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‘Discipline
Thiatrc:
Orchestras
Art Mussums

CAAs*

faes !

Befors 1967

Before f?ﬁé
Bafore 1963
Before 1976

*First full-time job in the arts.

: ’i.b.'

DiMaggio, chapter 2: Tables -4~

© 1967~1974

19641973

11963-1968

1976~1978

After 1973

»

Cohort 3

After 1974

After 1868

 After 1578
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TABLE 5 FIRS"P YEAR OF FIRST FULL-TIME JOB IN FIELD BY DISCIPLINE*

Year JThestre ‘Museum - Orchestra. CAALI* CAA2#
Pre-1960  11.96%7 . 24.57 23.00 0.80  7.46 '
. 1960-65 1630 2036 - 19.00 242 7.4
1966-70 . 16.30»  33.90 20.00 3.23 18.18
1971-75 34.80  16.95 | 19.00 ‘2177 25.62
Post-1975  20.65 .26 15.00 7177 4132
¥ o 92 us 10 - 124 1m;
*CAAl refers to first CAA joﬁ; CAA2 refers to f'i‘i"st job in arts.¥®
:
‘ | \
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TABLE 6: PERCENTAGE IN EACH COHORT OF ART-MUSEUM DIRECTORS

*

§

DiMaggio, chapter 2: Tables -6~

~
< -

1

1) ENTERING MUSEUM

WORK DIRECTLY FROM SCHOOLING; (2) ENTERING INTO DIRECTORIAL POSITION; (3).ENTERING

INTO CURATORIAL POSITION (l=Most senfor, 3=Most junior)

Cohort (D) (2 T3 N
| ) ‘ |

1 | L.l ., 13.89 33.33 - 6
2 - .40.48 23.81 33.33 42
3 20.51% 32.50 22..50 40
*N=39 ,a’/’ :

o L

-”
¥
} Vs



Theatre
Mus qun
Orchestrs
e , CAA
!
~
, K
]

| nmggio, chapte_r 28 Tab‘le's ~fe

| 6=10

21.512 32.26 23.65
13.68 - 21.37 ' '35.04
22,77 35.64 23.76
30.65  36.23 28.23

o

AN

i -

46
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-22.58
- 29.91
17.82
4.84
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- TABLE 8:. HANAGERIAL PXPERIENCES DY COHORT - THEATRES . . \
.Varitgch . goherrl  Cohore 2 Cohort 3
A  Theatré public relatioas . 7.14% . 5.8 - 26.67 ..
Thestre development 0.00 5.8 . 20,00 L
Theatre markating ' 0.00 : - 2.94 . 16.67 o ‘ -
Any of the above - o 7.1 LN 33.33 -
.Actor, artistic director or : o ' : | , S ‘
technical worker 57.14 - 47.06 - 40,00 -y
Commercisl thestre 28. 57 T 23,83 -, 10,00 - )
Summer stock . - 28.57 ' 26,47 . 6.67 T
College or' qpivcrsity tusching Co 25.00 f " 23.53 6.67. C
N | S 28 : 34 | I
' * ' < &
« .
-~ ) ¢ , >“O/( ) -~ .
. ‘
. ‘ ,: >
> ' R
\‘ | _ B
‘ ’ s :
o [
8 ‘ 47
) ‘ﬂ
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. ) ) , . ‘
- ‘IABLE  9: MANAGERIAL EXPERIENCES BY COHORT ~ ART MUSELMS A
Variable . C Cohort 1 . Cohort 2 Cohort 3 : :
College or university tesching . S o
before Ruseum - : - 5.54% 23.81 - 47.50 ) (
Ever taught college or university 30.56 30.95 52.50
Associate Director | 19.44 14,29 S 2.5
" Curatorial experience . . 58.337 . 40.48 35.
Non-Arts business . 22,22 23.81 12.50
N o 3% T a2 40
13 - . . . * ' - .
' S \
- \
* / .
) ) -
- A - M
. . s
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altogether. . | -

I

-

We focui .on three kinds of rewards in the psges that follow. " ~The first is

mcbme. whxch u 1 powerfql incentive for continued pamc:pauon in any

[ s, T

t‘xeki Second. we eumme the resources thﬁt our respondents commanded,

as represented. by the budgets of their institutions. Third, we shall
consider, as well, satisfactions the administrators reported deriﬁng from a

range of - other “sources: autonomy,; relationships with' subordinates, colleagues

at other institutions/ artists, trustees, government agencies, donars, and works

of art; the role t‘hey played in their ecmmunities; aﬁd.opportunities for

2

career, development,” Finally, we shall look st responscs to questwns about

career expeetations. how likely respondents beheved they were to take a

similar job in a larser institution or in one like thexr own; to work as

amsts, in govcrnment. or in the commercial. media; or to 1 ' " the arts

. .

MRS _' ‘smu and Resources | g.

We shall “consider ’sa!gry and'reeourceetogether. Salary was related tlo the

-~

emptoying'organization’s operating budget in every field, very highly in the

performing arts (correlation of approximately .70) and ‘more modestly

(approximate!y 30) in art muscums and comm'unity arts agencies (C}As).!
Table 1 indicates the dist.ribution of administrators’ 'anawal salaries in

cach of the four fields. Over half of. the orchestra managers and 86

i

The lower correlation of salary with budget size in the arf -museum
population is partly an artifact of the restricted upper category of the
saiary scale on the survey, which requested respondents to check the range

in which their salary fell. K may also result from the inclusion of '

dircctors of university art museums, whose salaries, in some cases, were tied
to university-teaching scales. - Sxmxlarty. the salaries of directors of
municipal CAAs may have been constrained by municipal salary scales.

49 "
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percent of the art museum directors arned more than $27,500, compared to
fewcr than on¢ third of the ‘theatre managmg dxrcctors and just 21 pcrcent
of the CAA directors. Similarly, lrt museum and -orchcstra administrators

commanded - inore resourccs:-(mesn budgets of 519 tnd $1.8 m:mon,

T respe.cuvcly) than theatre mnagmg dxrcctofs (wsth an svenge budgct of,

$954,000) and CAA directors (sverage’ budget $354,00002 ,

Male managers administered larger organizations and were better paid

than women managers in every field. Among the. resident-theatre

respondents, for example, 45 percent of t&men but just 3 percent of the

women carned more thas $27,500 annually, ,Distributions. were : similar,

\Ralthough less extreme, in othc}, fields. We shall consider the extent to’

which these dxffcrcnces can be -explained by ' differences in the -

backgrounds, educational attainments, or career experiences of male and

female a'dministrators_ below.

Similarly, manégcrs in more scnior’ cohorts  dirceted larger

'orga\mzanons- and camed more than more recent entrants in every fxeld~

As we have _seen, admmxstrators of larger orgamzanons also carned more

-
¢

generous ‘salaries,

Thus in cach of these fi?.lds, cllirectorsv of iarg‘e..mganization:; earn
more than managers- of small ones; '_ women earn less' than men; - and
experienced managers carn more than inexperienced ones. In addition,‘.
-the'atrc' managing directors with degrees in management and without
experience in  theatre markctin‘s',' development, or bublis relations

departments; art ‘museum directors with PhD.s in art history and any

degree from one mamr American university; and CAA directors with arts'

2 In all cases, means are inflated by the presence of a few atypical
orgamzauons with exceptmnally high budgets.. ' :

o0 %
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/£

; degrees and p;ior arts experience are all bett::r paid than thei? counterparts
A , withom these attributes. ‘

Nofe that these 6bserv;ticns dcsq&ibc associations? not capsgl | \
re!a'tions_hips. . ..They tell us nothing lbont';“ how one might alter 'these-"-"‘ C |
associitioh:; Take, for énmpte. the findins' .A that women ésrn‘ less mon;.:y
| tba'n men, H‘ this is =2 c,onsequenee 4<‘>f the fsét that women managers \‘a‘re
fess well cducatéd than men-,‘it. could be: changed by .pmviding training to
female arts administrators. If it re:ﬁ!ts from the fact tbat‘ women are léssi‘ '
experienced, than the difference should modent.eg'w'ith- time, at least if
male and female recruits are equa.l!y likcfy' to reméin in their fields. If\

-~

the difference ’cxistsy bccausé women work fof smallcr eﬁ:pieyers‘ than do
. men, then  the brobigm lics_in the 'nature of woﬁch's careers and !;réc
E " organizations’ hiring pattérx.x.s. If similar organizations pay women lcs';s than ‘\ SN
. .fhc‘y \wouid pay men with the same talents and credcntia}s, then the legal |
remedies évailablc to womén" in any field might be cmpl'oy"'cd. '
’ / To begin 'to digtinguish the causes of the ‘variation we observe, we h
.employ a statistical technique known as muitiple regression ana.lysis. | This . \\
* technique allows us ‘to invcs:igaic the effgcts of gacﬁ indcpcnd\e\pt v}ariabi_c
.on an outcome while simu}!‘taneoﬁsly controlling for each one. For example, %,
a multiple regression analysis of«'thc' impac; ‘of rainfa!l..v sunshine,- and
. {_fertilizef on the hbight of ,t‘omata plants would permit us to estimate the 5
e‘ff'ect of each factor over and above that of all ihc others. \
Let us first consider the predictors of budget size. The budget that

3 manager commands is an important source of reward in its own right

and is related, as well, to salary, especially in the performing arts. Results




'administer smaller . organizations than men of Edmpanbk. backgrdund,

training, and cxpcricncc was particixhrly ‘strons - in the resident-theatre

DiMaggio: Chapter 3 -4- -

.

of multiple iesrcssion analyses of the predictors of operating budget size

in dollars are displayed in Table 33 ; / o

In sall but the art museum .ficld, being a womang (GEN) was.

negatively associated with budget size, even after controlling for 'fami_iy

, background, education, and carcer- experience. ~This feadéncy Tor “women to = — - .

i

field, but notabie as well :mons orchestns and commumty arts agencxes

.

The -effects of fanuly background .were are small in il ‘fields,

although parent's educauonai attainfient has a modest positive effect’ on

'budgct]size for orchestra managers and a modest but surprising negative

-

net association ‘with the budgets that art-museum dircctory Icomm:mc!.‘s ‘
Managers who attended private secondary schools (a measure of t‘amif}

social status) administer larger budgets, other things equal, in 2all four

t

. | ‘ ,
3 The left hagd Aolugn of Table 3 includes a list of independent

variables used t} predict the outcome in question. These are defined in

Table 2. Resulfs for each field are summarized in twg columns under the

name of that field. For each field the right-hand column contains the |
standardized beta coefficient for each of the variables included in the _ NG
cquation presented in the table. This coefficient is a number ranging ‘
from -] to +1 that indicates the extent to which the independent variable
is associated with the dcpendcnt variable after controlling for the effects

of all other variables in the cquation. For- purposes of the comparison, the
simple correlation (also ranging from -1 to +1) is displayed in the column
headed "r" to ‘the left of the regrcmon-coefﬁcxent column, This' statistic
indicates the degree of association between independent and dependent A
variables when other variables are not held constant. Not all variables are
included in all the ecquations for ecach field. Variables are excluded when
they proved (in analyses not reported “here) to have no important effects

on the dependent variable or other results in the analyses; when they were L
too closely associated with other independent variables to disentangic their .
effects (e.g., age and seniority for some ficlds), or when measures were

only applicable to certain fields (c.g., curatoriat*pcriencc).

-

4 Note that the term "cffect” refers to “statistical effect” rather than to
causality. Although such findings are consistent with the existence of real’ ,

effects, tifey do not in themselves prove their existence.

59 L
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fictds.s ; Ofcﬁcs;ra mgn‘aﬁers §vho :attended* " more selective ‘cotg;s

adn\:hstcr'- larger '6tganization‘s{ By contrast, yecars of c'ducétion\ bears a

‘-surpn’sing' negstivé relitiq;n_h‘ip to thé budget size of CAA c‘i"irectors'

agencics, c¢ven controiling for ye:n ih thc‘ field. Noubty,. the major

"iﬁi“iucﬁce“‘an'.*thd budget commanded by :r‘t""ni'u:seuin‘ directors ig' haviag — """ T

attended a Asingle mijor American énivcnity. .‘ R o
Apséeis of sge and senmiority _have ‘strong positive net effects on

budget size in every field except the .im‘ museums. . Years worked before

‘ cntering the field has an .important inf_iuence on budget sizes of CAA

. i T. . . . ] R .
. o directors’ agenaeigs, as does years of work experience. For orchestra and

theatre administrators, years of experience in the field is a powerful nét .

Y
-

predictor of organization budget. o L e—ed
‘ . . ] .

Table 4 displays results of regression analyses of managers’ salaries
in our four fields. Budget size is by &g the most important predictar of

salary among the theatre and orchestra managers, exerts an improtant
] ) i

influence on the salaries’ of CAA directors, and a more modest, but still

notable, net effect on art museum diregtors’ salaries as well. '

.

*

Salaries are als&inrluc'nccd‘ by the experience of administrators in

the arts and in their f‘\u:!ds.~ Years' of work experience is a very powerful

less! so among

L5 | et

predictor of salary in the performing arts And Pnly slightly
"the CAA directors. A closely related - measure, years of experience in the

arts, is an important predictor of art-muscum directors’ salaries as -well, -

Surprisingly, holding experience constant, managers of orchestras {(but "not. in

Ad

5 For the sake of brevity, the phrases “other things equal,” "net effects,”

: and “controlling for other factors® will not be included in every sentence
' in the report of regression results. The reader should note, however, that
unless otherwise indicated, descriptions. of regression-analysis results all refer

10 net associations, i.e., controlling for the influences of other measured
factors. '

. - s3

w
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~ other fictds) who reported long tenures with thcir current employers earned

4! :
substantially less than managers with briefer ‘tenures. - S

’

The impact of educational experience. varies in importance from the |

‘art museum field, w.herc. it is crucial, to the orchestra field, where no

indicstors of educational experiencc have 8 notabie influence on saifary.
Attendmg 3 ssngle American unwemty has & notable snﬁuence on thc

saiary of art-museum dircctors, though somewhat less of an mfluencz that

fa

years of  educational a:taxnm:nt. In the museum field, then. the income’

‘- . . * . ' N - .
detcrmxnatxpwoccss appears to have components of both meritocracy and

Among CAA directors,- céstt‘ionautta\xi'mcm is a s:rons' prcdibtoi of

salary, on .a pér with budget

educational attz\nmcnt has mixed effects in thxs group, with a dzrcc:

positive xmpact on saiary, but an md:rcjt ncgatxvc impact through its
negative ef{cct on Operat_m,s budsct.
Finally, having attended a private sccondary school . is a_ modcrately

strong predictor of. the ﬁa!arics of theatre managing directors Graduatcs

of prxvatc'schools arc doubly advantagcd here: They are more kacly to

administer - large theatres (and thus to benefit from the strons rcta:ionsh.i'p
between budget size and|carnings) and, holding budget éonsta‘ﬁ:, ﬁill earn
more money than similar men and women who attended public ;éhools. |

Fainily backgréﬁnd has no direct cffcct‘on the incbn;cs of‘theatrg

managing dirc€tors, unless \rivare-schooi ‘sttendance is seen as a measure -of

-~

family socsa! standmg Ambng thc orchestra managers, parental cducanona!

attainment is ncganvely assoc&ted with income, an impact that is balanced

by the rpeSxtwe smpact “of parcntal educauon on organizational size. A

;’s.mxlar'ncganve impact of famxly social standing, .oncc educational

4

ize and ‘years”of experience.  Thus

‘ﬁ/‘l’
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‘f"g:cpc‘riences ‘are controlled, appears in the art-musewm ficld, in which

"parental social class is negitively associated with income. These negative

associations «are' puzzling. \lt is possible tH3t individuals from humblé

'backgrduuds who . attain ‘advauced degrees, lattcnd major univergities, and

- ‘become art - muscum ?recm& or orchestn managers have unmeasumd

.

quaht:cs that enable ghem to ¢nter what trsdxtxonauy have been ehtc jObS,

and also “to earn hxslicr salaries once thcy'occupy them, Fmally,, CAA

'dirc;tors from top business or profesSional families earn higherA salaries

EN

than ccmparahle dxrcctors from more modcst backgrounds.

A

One of the most smkmg sxmxlarmcs among the four fields is thc

negative xmpact of ‘gender on carmngs for mnagcrs in each of them.,

{ A

Although xntroducms controls for famxly background cducanona&and career
cxpcncnce, and orgamzauona! budget szze rcduccs the negative :mpact of
bcmg fcmalc by onc third for art- muscum dxreetors. one. half for CAA
chief’s, and ln;pst two thirds. for thcatre é‘nd orchestra manasms dxrectozs
the effccts that remam are"notablc. and sumxar across‘ ti:e four fxclds

Becau_se women adlso tend, other thmgs'equal to d:rect orgamzatxons thh

smancr budgets, they are doubly dxsadvantagcd Un!ess men and women

4

*-*'managers in these fxclds differ on some unmeasured traits that are

)

uncorrelated with family background, educational _ eyperience,  career

' experience, or organizational budgct size (a possibility that seems uniikcly):‘
37 :

-

the organizations we studied earn -less money than do ‘comparable men. .

"

~

If salary and command over resburces were the only factors that motivated -

s

pcoplc. we wou!d expect resxdcnt thcatrc&nd locai arts agencxcs to havc a

more. difficult time attractmg ,and rctamms cgpablc managers than

! | . " _ * 55 Y

.
. .
a .
) ’ .

it is difficult to escape the conclusion that -women top administrators of
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‘orchestras and art museums, But. if mna‘scrs compare their oréanizgtions
And - salaries chiefly to those of ﬁcefs in their fields, rath.cr'than to thésc
in the arts more scnently, these factors may ‘be  offset bﬁf other
satxsfcctions xnmnnc tQ the work of mtnumg the arts,

To tap ' such satxsfacnons, we asked rupondcnts to' rate the

¢

satisfaction thcy desived from a set of ractors intrinsic to their wqrk, as

v

well as’ from their salaries. These ratings were made on 8 fxve-pomt sgaic,
¥

on which "5" represcntcd "? sou:c: éf grcat satxsflctmn tnd b reprcsentcd

*a _source of ‘great dxssatxsfsctxon ‘ Thus thosc factors that arousé apathy

or ambwa!cncc amnng respondents are rated *3," while mtxngs fower than
3" indicate xrmants rather than sansfactmns. | Table S lists the job
atmbutcs about which rcspondcnts were asked, atong thh the abbreviated
name that will be used in the table to follow. Table 6 indicates for cach
set of managers and cach sat:sfacnon Jdhe mean; thc rank of this mean '

among all factors for the group (in parcnthcsxs af\r the ‘mean); thc

~ percentage who mdxcatcd satisfaction (4" ,or "5"),wthe percentage who

indicated diss'atisfaction ("1" or "2"); and the numbé_r Qf respoﬁdcnts. '

Overall, administra:ors in different ficlds responded similarly to the

qucstxons Managers in ecach ficld found more sources of“patisfaction than

DA

of d;ssatxsfacuon on’ the list. If we consider a mean of 3.51 or higher to
indicate sat:sfacnon and of 249 or lowcr to reprcscnt dxssstxst‘acuon nonc.
of the factors were. on balance sources oi‘ dxsseusfsct:on, and oniy salary

(for all but art museum directors), contacts with donors (for theatre

: \ .
managing directors and CAA directors), and contact with government

agencies (for all) were  not dcsc:ibcd" as sources of satisfaction.

Admmxstrators in all t‘xclds reported - much sansfactxon in gheir autonomy

and authority and in thcnr rc!atxonshxps with co!!eagucs their relatxonshxps

f r

T 56
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r Ifwith subordinates, and their contact with works of art, Mang ers in ‘cach L,
s'/ ‘ field reported relatively less satisfactign with vthAcir salaries. and with
'comacts with trustees, “donors: and, ps}ticulaﬂy, go\(ernnient' aﬁenci:s.  While
managers in ecach field were relitivcij positive ?bbut opportunitie; for
cafccr development, in no field did: ti;cy incmde such opportuaities amoné
the tB‘p half of sll sgtjsflctioni. | )

Tl-ms the 'utiifictions that ‘kec*p managers in ‘thcir ficlds and the

! vdiss;tsifac‘tionsv that make their work less rewarding v.:ould‘ seem simi!a;

'from field - to field. | Theatre inanaéing directors enjoyed their contacts .
with subordinates, 'artfsts. fandf\ colieagues, ‘t.heir chtact with works of art. ‘
and their roles in their communities. . Orchestra managers appreciated their
aut.c;nomy and authori:y,. their coméct with works of art, their community
roles, and vth;ci‘r‘contactsi with colleaéu:s and fﬁtisr.:. ~ Art museum directors
' found satisfaction in their ,co.mact‘s with works of art, their autonom; and
authority, their contacts with collgagﬁeﬁ and ‘subordinates, and their roles in. -
the community. Community_ art agency direcfor-s likewise cited” t.héir
éommunity roles, their autononiy and aufherit}, and relationships with
subordipatcs énd collcagues as sources of re@ard; Not ‘surprisingl‘y. the.
better paid orchcstra\ and art-musecum sdministrators‘ were more likely to .
find‘ satisfaction in their salaries than. were their counterpﬁrté in resident
theatres and community arts,aseﬁc.i’ei. Orc.h.estrvia managers werb slightis’)
less ‘enthusisstic about their subordinatcs'_ than were respondents in other
fields. Man'a_gcrs' in the p'crforming arts found more .sat“;;sfaction in contacts
owith artists than those ‘in museums and community arts s_sencics, probably
because thcy‘had more regular contact with them, 'Caﬁcimunity arts agency
directors were less likely to report sgtisfactign, in contacts with works of

~

: art, probably because they have less contact.

™~
¢
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BN Onc might consider as troublesome those job attributes noted as
sources of dissatisfaction by 10 percent or more of the respondents in a

,ficld. . More than a quarter of the t_béatre managing directors cited their

salaries as & source of dissatisfaction, and almost 30 percent rated contacts

~

with donors negatively. Contacts with éovcrnmept (20 percent) and with
board' (,membérs (14 percent) ':vc:'e also sources of dimtisfact_i.on‘ in the

resident-theatre field.

.

‘A similar pattern cmerﬁed from. the responses of fhe'commnnity arts

agency directors. Almost a quarter cited contacts with government agencies
. 6 .

A

as an irritant.® Low ratings were given by some to contacts with board

.members (11 pgrccnt) and - with donors (13 pcrccnt),_ . Perhaps more -
\significant. howcvér. were the relatively high percentages (20 and 18

percent, rcspcctivciy) dissatisfied with their éalarics and -their opportunities
for career growth. It is passible that the absence of conventional career
. '

sequences in the community artg_is, as suggested in chapter 2, a source.of

anxiéty to administrators in this field.
By comparison with the theatre and CAA administrators, orchcstra
\ ' . and artfmﬁécum administrators were well satisfied. Just over onc tenth of
the. orchestra managers expressed dissatisfaction with their salaries and 29

percent evaluated negatively their contacts with government agcnciés., -I-lor

art museum dircctors, 'contacts with government agén_cieg' were the only

~ notable source of dissatisfaction, with just over one quarter citing thc‘;

adversely.

- 6 Because of the special relationships between many local arts agency
directors and thei municipal governments the results are not complietely
comparable for CAA directors and other respondents. More generally,
without comparable questions regarding contacts with private foundations
and corporations, it is, difficult to interpret the relatively negativé response
to government, particularly since it is unclear which agencies (federal, state,
local, or ‘'survey-toting recipients of federal grants)’ respondents had in mind.
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Variation in Satisfaction Betw Men and W

Male and female theatre managing directors were similar in their responses,

3

" although men were much more safiified with ‘their (higher) glariés and

slightly more satisfied with their community roles, while ‘women  were

shghtly morc samfzcd w:th thc:r opportumtxcs for career devclopmcnt and

more hkely to be d:mtxsfzed with their autonomy and authomy Male and

female orchcstrs managers diverged in tbeir. responscs, with mlcs reporting

¥

'more satisfaction from their salaries, their autonomy and authority, their

- ., P

-

cxpressing more satisfaction with their relationships with colleagues, contacts

- .

with board members, and opportunitiés for career development,

Maie and female art museum directorf” also responded di[ferc‘nt!y' to

these questions, although the small number of women in this field makes

generalization hazard&.)us.: Male aft mu;éum directors wére ﬁxore likely to
eXpress saiisfacgion ﬂwith their ‘salaries. while women rcp'Ortc'd' ,g‘réétér
satisfaction yith thcii cantacts. with ,.ar:ists. board ui'cmbers. donors,
government agencics, and with their community roles. Women were lcss
likely to express dxssatxsfacnon than men with their oppor:unmes t‘or career

development. - Women CAA dxrcctors repor:ed more satisfaction than their

- male countcrparts in each area in which differences emerged. They were

more likely to express satisfaction than males about. their reiations with
coli¢agues in other institutions, their contacts with board members, their

community roles, and their contacts with works of art. They were less

¢

gikcly to report contacts with government agencies as a source of

(o ‘ . [
dissatisfaction. ’

09

community roles, # and their contacts with works of arf; and women

/
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Interpretation of cohort dxﬂ‘crcnces in responses)to attifu;!c questions is
Atrcachcrous t'or"scve}-al reasons. For one thing, members of the most, senior
| cohort in each t‘icld ne survivors;’lcss satisfied nianaxm who éntcrc& their
\ fields aiong with them ‘may have dropped out bcfore reaching their levcl

| of seniority. Second, some attitudes phnngc with age and experience. 'Ifl
we were to survey !indwxduals in the Jumor cohort mvm‘tecn ycar‘s. those -
that remamed might provide responses more simiiar to the current membcrs

. e -
of th: most experienced eohort than t_hcy -do now. Dxffcrgnccs- among
cohorts, then, may result from the recruitment of individuals with stable’
at:itpdcs into the field at different times; to dxffcrcnccs in age and
cxpcncncc that will moderate with txmc, or to the wmnowmg out of less
satisficd members of more  senior cohorts -who have left the field.

In  general, newer entrants to all four. fields expressed  less
s.atisfaction than . men and women in more semior cohorts. On most
indicators, members of thc most senior cohorts were more hkc!y to recport

_ satxsfacuon than thosc of less scmor cohorts. Where substamxal n;mormcs

/ F of thc most recent entrants did .mot find sansfactxon in many of the

mmnssc quaht:cs of thexr jobs, w\xay cxpcct that many of them will no:‘
be retained in the field for the duration of ‘thcir working lives. thrc
contacts outside the employing organization were perceived - as morc
satxsfyxng than :hose within, as sccmed to be the case. (rctatxveiy speaking)
for the most recent cohort of a;? museum directors and the middle cohort
of :CAA dirccto;s, some administrators may find themselves focussing more
on activities in the profession than on local organizational dilemmas.

Although in none of these ficlds was satisfaction with carcer-development

opportunities so low among newcomers as to lead us to. predict a mass

| 60 v -
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exodus, in gach of the ficlds studied the 'cﬁxbination of satisfactions and

dissatisfactions " seems likely to lead a minority . of younger top

F )

administrators to leave the .ficld in years {0 come.

.\.

Organiz:'tion béxdgeg size was positivéely associated with' the tendency to

xqrcss satisfaction with jintrinsic qualities of the occupational role amoﬁg

theatre ‘managing directors, but got among other respondents. * For the

orchestra mapnagers and CAA directors, the relationship between ‘size and

satisfaction varicd dcpending' upon ~thc specific trait. In the art-museum

-

field, directors of small xnst:tutxons tended to rcport the h:ghest dcgrces of

sausfacnon overau ln all f:clds but the rcsxdcnt stage, managers of the

largest xnsmunons derived the least sansfactxon from contacts with artists.

M all fields but thcatre. but especially orchestras and the commumt{r

¥

arts, managers of the largest organizations tended to be less satisfied than

<
i

others with their opportunities for career advanc'cmcnt.. This finding.

’sm}'sts that ‘somc' managers who 'have bccn' véry rsucccssf‘ul may be
'frustralt'ed once they ._hzve reached the fo’p qf tﬁqir professions. Such ficlds
may find it difficult to retain "able administrators who attain top
administrative positions early in their careers. o
Taken ‘té.gcther, the resuits suggested ;hat. outsidé of the theatre at
'lcast intrinsic rewards may combcnsatc' for "income in th; smaller
orgamzatmns, whxqe,rclgtxvc!y high saiancsﬁ\)nducc md:v:d ‘s. ¢ manage
the largest organizations, despite the fact that :hcy find the intrinsic

qualities of these jobs " fess rewarding than do managers of smaﬂcr

organizations.

‘

)

-
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-kAnal(yscsr of differences in, satisfaction among managers within ‘each field -
who have had éiffcqen‘t‘ career ,expericngcs suggests that satisfaction ax:xd‘
career e,:':pc.rience are rcl:'_tcd.‘ but that the relationships sre shaped by local-.
conditio;:s in cach field._ Among thenge managing directors, ;;ossession of
an arts degree was associated with greatcf satisfac‘tion with works of':.art.
but not with artists. Among o;chcstrl managers, ho?d‘ing 8 music degree .
/was associated with deriving grea:cr‘ satisfaction from artists, but n.ot from
wqus of art Among .art-muscum difectors, posscssion" of axi advanccd
degree in art history was negatively associated w\ sstxst‘actxon derived
* both from artists and from works of art. ln the community arts agencies,
educational backgrounds did not seem to inf!uencc sst:sf*tmn at au
Similar variation was evident bctwcen managcrs m dxffercnt ficlds
. who did and did not possess cxpcncpcc in the arts or in arts management,
respectively, before assum‘mg their first &ircctorships‘.‘ Differ_ing icéults in
dif‘t‘crcn't fieids do not . mean that shifts“\'in thc backgrounds of arts
managcrs cannot or havc not  had pro!’ound‘ or consistent effccts Qn what
managcrs seek from. and value in their jObS But they do suggest that,
given the range of variation &mong the manase_rs Surveycd. explanations of

&
thesc relationships must be sought in developments specific’ to each {ield.

Carcer Expectations

‘, - If arts organizations are to be well administered it is not enohgh for ihcm
to rezcruit talented individuais inf‘o administrative pos'itioxis. The field-as a-
whole must retain these xndxvxduals as they become more expcrxcnc¢d and :
! develop grcatcr skills. v -

In ;his section we .analyze the rcsponsﬁcs of mﬁnascrs to questions

¢ . . . v <

i‘ T . ! .
"about their expectations about future career movement. Although people do

62
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: n%_’ always éo_-w‘;t they expect to do (unforescen opportunities ar%sc,
-~ attitudes chaﬁge, ans un hrgo_ ’sudden shifts), Such ques:iofxs _provide a
more. direct 'mgasuré thna do utisf:cfion reports’ of -the directions in which
administrators think thcy ue"iscsding. | | |
Each set of managers werc asked to xndxcase the hkehhood that thcy
would in thc future take each of several kmd: of jobs. Thcy indicated
' this by cxhlmg‘ one nup:ber on g t‘our-pomt scale of which 4" cqualled

»?

“very likely" and *I* equalled "very unlikely. The alternatives ‘posed &

varied -for each set of administrators, based on the nature of their work 1

and experience. The alternatives, abbreviations used in the table to follow,

4

and fhc field# for which the a_!tcrnativcs were posed are dcscribe& in ’
-/ Téblc 7. Inme discussion that follows, panicuiar. attention will be baid to .
/ respondents’ evaluations of the likelihood that they will, first, takc jobs in

: Xar{;c; or more prc&zigioui organizati‘i}-s in their . ficlds and, second, move to
7 ' a position whrelated to the arts. The former ¢xpectation s most,cgnsistcnt_
/ - with a commitment. to ones discipline and fo an optimistic. view of one'’s.
om')ortuni“tics in it T}zc lat‘tc'r is nibst dire’étly related to our concern: Wwith
rctcntion,o}‘ mggascrs in_ the arts.,‘ ! , | i .

Table 8 displays the mean response to each ‘expcctation questjon for
each t'icl& and the ':pﬁccntage‘ of édn::inistrato?s\ in each ,fic;d who
rcshonded 'that each alternative was cither “very likely" or *somewhat
likely." Mgnagers in all f{ield\ were rc:i;arksb!y'_ similar in vthci‘r
~expectations about taking jobs simifar to thdir éurrent oncs'o;' gdministering

larger or more prestigious institutions. Just over half of the managers in

cach field (from 53 percent of the ‘orchestra ma:iagcrs_ to 62 ’perc‘cnt of

7 For the purpose of data anaiyscs, the numbang of categories in the
- Survey mstrumcnts, in whxch "I"mvery likely and "4"svery unlikely, has been
rcvcrscd\ \
¢ ) L ‘ Bé !
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the art-museum dircctors)v cxpécted foc move .to a simifar o:ganizatiod.
Approximately two thirds %of the ma'nagcrsAin exh field (from 62 percent
of the CAA dxrectors to 68 pcrccnt of the orchestra msanagers) cxpectcd to
commnd 8, iargcr or. more prestigious urganiution in their field.

By contrast. fxelds varied mqre in the percentages of mnager§ who
_ expected to take posmons outsxdc the arts. More ‘than ‘half of thc CAA
‘dxrcctors expcctcd to leave “the arts, compar ‘to spproxxmtely one third
of the managers of thea‘:rcs. orchestras, and art mbsecums. There are
several reasons  why the local a_r:S- agencies arc ‘mqrc at risk than other
.‘ fields of losing many of‘;hcir managers té ‘other | pursuits, ‘FirSt, CAA
~directors ‘were newer to their Ficfds than wefe their counterparts in other
discip}ines:. *'Co'::sgqucntly, " they had‘-'ﬁtad less time to build a ‘web of

commitments to the field. Second, careers in the -commuﬁhy arts were

- p
- a

even lc‘sS' structured, -and thus more uncertain, than 'tho’se in the ofhcr‘
' fields considered here. " Third, (;‘_AA directors coﬁﬁnded . smaller
organizatiocns than the m'ﬁnagcrs rcsponding ‘in  other fields and carncd
relafively low salaries is well. In thc long run, thc dcvclcpmcnt of a
larger cadre ofexpcriéncec; managers snd~ the routmxzatmn of careers.
should mioderate the dx!‘fercncc bctwccn tocal arts agcnc:cs and othcr kinds
of arts orgamzanon. In the short run, howcver, dcparture lof admsmstrauvc
talent scems likely to be 3 v;xing «probkm for local arts agencies. | |
Managers cah I€ave adm,inistr‘ati'vc‘ positions in their ficlds ‘without
,léax@\bc arts glfcgcthcr. Responses to qucstxons about career possibilities
outside adminiétrétion in the managcrs current f:elds also reflected the
vulnerab!c posmon of commumty arts agencies, “reve‘aled tensions in the

resident stage, and indicated rctat:ve stability among the art musecums. For -

example, ‘68 percent of the CAA directors who responded and 40 percent .

AR SR
. 54
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~

of tlie theatre managing directors, but just 23 percent of the art museum
directors and 31 pereent" of orchestra managers thought\v it likely that the;:
would take jot:s with public agencies conecmed with the atts. Fully one
half of the CAA direc‘ton exbeeted to admin;tter other kinds 'ot‘ arts
orgamutmns, compared to t‘ewer than one qutrter ot‘ the theatre mamtgmg ‘
directors.  Just over' one tenth of the art-muscum dxrectors expected ' to
direct muscums that were“ a0t srt museums in the future Aimost two
fifths of the theatre . mn:gmg dtreetors, but just one sxxth of the art- -
myuseum dxrectors snttc:pated werkmg for arts service orsamutxons. About i

\ /

one’ th:rd ok‘ the CAA. directors, theatre managmg d:rectors and tOrehestra //

\

‘managers expected to work in commercial medxa in. the future. Over haif
of the theatre administrators reported it likely that they would become
involved in ‘the eommerexai stage, but fewer than one tenth of the art-

t g

museum directors expected to manage commercial "art galler:es. :

1
»

-t

. . . : - 1 .
Women in all fiel'ds' ‘were somewhat less likely' to antieipitte‘ moving 1o
larger or mere prestigious o'rganizatiens than were their male counterparts.
For ecxample, 39 percent of male theatre managing’ direcmrs'but only 13
percent of fe:ttale theatre ’sdm;nistrators Aexpectcd_sq\ch a career move.
Morcover, 52 be;cent ‘o‘f‘ ‘tl;e women respendentg tvho ’msnsged resident
theatres compared to just 25 percent of the male theatre msnagers reported

;' that theyv"expec‘teds to talke jobs outside of the performing arts: ‘\\;otxten
theatre managing directors iwere also sub tantially more likely than their
male peers to antigipate werkinn 'in pub&c@ .a:gencies concerned with the

performing a‘rts. arts service organizations, and the comntCrcial media.

These findings suggest that the resident stage m?); face the loss of many

women participants through attrition.
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\est ‘womlen are no more hkely than men “to report plans to

‘ ieavé the other \fields that we studxed in fact, txhe,relanvely few women

‘respondents who irected art muscums :epdrted it "very‘unlikely' that they
'u:huld ever work. outsxde of muscums or ‘the visual arts more often (712 o
49 percent) than, the r male coileagues. Sxmxiar!y. _69 percent of the male
CAA dxrectors but le 33 percent of the women dxreetors anticipated
moving to an arts-admiﬁ{tntive'position outside of the'eommunity arts.

Recall that the ﬁ_}ore recent  cohorts of managers in all fields

. ' \
contained more women tha
L3 \ 5

did mo¥e semior cohorts. If .cxpectations are
good\ guides to behavior.'

. §

‘by women should hold up in

¢eroded by ammon of female managing d:rcctors in the resxden: stage.

i )
. “#\ .
_mnxmn_m_lixmxa.mns_bx_(:ghm\ . '
Members of the most junior cohorts in all fields were most hkely to

- v

cxpect to manage larger or more pres:xgx\ous organizations in. their fields.

The middle cohorts were almast as opum:snc among the orchestras and art

¢ -

museums but less so among the theatres ano‘\‘
!
lower expectations of mor¢ experienced sdmx

mmunity arts agencies. The
A'stramrs in the latter fields

may be a sign .of disillusionment, but in \so‘ ¢ cases may represént a

, . . . i \ . ] , o
realxstic reaction to two facw fu-st the mcr: ior managers have less b
time to make any moves snd ‘second, because they sre likely’ already to
! »

_ ‘ command larger and more prcstxg:ous institutions, than their n}ore junxor

peers, there may be httie room for xmprovemente 1 )

!

'rts @ﬁ; varied in’ their propensity to leave \arts, ;’apmmmranon‘

Art museum directors’ commitment appeared to/bn ild with\time: The longcr’

directors had served in art muscums the less hkeiy\hey were (0

.

contempiate working outssde museums or the vxsua! arts. %By'éontrast‘ in

i ' ) \
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the “other fieids commitment actually seemed to decline with experience.

In both the orchestra and community arts fields, the most junior cohorts’
members were least h{:exy to anticipate leavmg the field, while
adminmrators in the cohort of m:ddle semomy were most  likely to

anticipate taking a job ',u related to the arts. Among the orchestra

managers, 36 percent of the

ost 'Vrecent entrants but' more than half ef‘

the middle eohons reported it\ somewhat or very likely that they would
: #

leave grts administration. - Amohg the CAA directors, comparable figures \\

were 40 and 67 percent. o \ o ¥

A

If arts management and museu administration, respectively, were
beeoming professions that span diseipl nes, we would expect .that more -
re¢ent recruxts 'to theatre and CAA admxmstratxon would be more likely

" tHan more senior manasers to expect to take jobs in other f:elds of arts

A

| management; and that more recent en‘trams to the art-museum fxelcj would
respond more often that they pianned to direct museums other than art

museums. The data provxde meager support for this view. The. newest
‘o o .
reernxts to theatre manage@_xent were less likely than théir more scnior

-

‘colleagues to anticipatc masaging other kinds of 'per{drmif:g-arts

organizations (and fewer than one third of any ' cohort reﬁorted such

-

cxpectations). Over half of the CAA directors expected to move into other

o~

kinds}?of arts management, but no trend towards thisyview was discernabie.8

‘Among theﬁart museum~direetor§, not a single member of the most senior
cohort expected to direct a ﬁon-\an muscums, while between " 1§ to 20
percent of the more recent cohorts did. - Nonetheless, at this point,

-~

.

8 Due to space limitations this question was omxtted from the orchestra Y.
managers’ survey.
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different kinds of muscums and, to & lesser  cxtent, different kinds of .

performing arts disciplines appear to constitute separate labor markets.
¢ : .

Although there was substantial vanstxon among budgct quamles thhm ¢ach
~ fxcid in mna)crs expectatxons, inuch of it was rehtivcly unpst.terncd. ' g
Dxrcctors of the smailest theatres and commumty arts asenexes wcre morc :
hkcly to anticipate working as crtms than were sdmxn:stntors of iargcr

orgamzanons.

Where opportunities are blocked for men and wo_inén who sttain. top

A

posmons in their* fields eafly in their carecrs, the dxscxphncs may lose the
scrmccs of - xts top executxvcs Indeced, aimost haif of the managers of the
jargest orchestras reported that they wcre likely to find jobs ‘outsidc of‘ the

performing arts; and more than half of thc dxrcctors of the two largest

.

,quamlcs off CAAs (compaied to 42 perccnt of the dircctors of smalicr
agencies) expccted to leave arts work altosethcr Manage:s of the iarscst
quartiles of orchcstrasv and CAAs were leéast apt of all rcspondents to

P I .rcport it likely that they would administer orgamzatxons similar to_ thcxr
own. By contras:, managmg dxrectors of the Iargest thcatres were tcasf
* likely to anticipate leaving their fxcld . — | ,

Are sdministrators w:th management degrccs morc lifc’cty to look T e
outside the arts to mkc thc:r (:arcers‘?k Surprmng!y. thcy are not. ~ Almost -
? .. ﬁ
half of the theatrc 'manag)’n‘i dxrcctors thh sdmmistratxon dcgrecs, but :

4
only 16 peréem of thexr colleagues, reported that it was ‘“very unlikely" -

that they wox_ﬂd,take a job ﬁrclated to the performing'arts. In the o:hcr‘~
~

fzclds, mdxv:duaﬂs thh and  without managcment dcgrccs \\/re about equal!y
likely to antxcxpatc departure. T C
| : Y

t

Q | : | | 58 -'.
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‘compiared to 45 percent of the administrators without such experience

T
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Theatre managing directors with prior experience as actors or

"tcchics".‘gppcércd highly committed to the performing arts: just 23 percent

expected to leave the  field. Similarly, orchestra managers with

undcrgraduatc or graduate degrees in music,- or with experience in the arts

1

(as artists or manager fore entering the orchestra field, were less likely

-

than,othér‘s to anticipate taking positions outside of the performing arts.

e

'Art museum directors with Ph.D.s 'were /less rkely than others to expect to

-

adMinister museums that. were not art museums, those who had been

curators were less. likely than others ?24 ‘percent compared to 39 pcrccnt') to

] rcpo'rt it fomewhat or very likely that- they would'ﬁc'ccpt a position outside

L

of museums or the visual arts.

<

]

. Insum, these findings. suggest that agfs administrators with grtistic

) ™~ N a.’.:
backgrounds are somewhat more likely to have positive career cxpectations
and less likely to anticipate leaving the arts than* are those .without suth
experiences. Nonetheless, there is no e¢vidence that administrators with .
v | ) - ;

management degrees are any less committed to their ‘fields than are

admnistrators without them, despitc thewfact that their opportunities outside

~of the aris may be greater because of their training.

Work in the AYts.

~

In order to examine the #xet influence of the factors discussed thus far
%

-

(and of -additional ;spc‘c‘t's of background and attitudcs) on administrators

pérceived likelih of leawing the arts, we present the rcs}lts of multiple

'r'cgr:ssiqp analyses for ecach of the four ficlds (Table 9). These analyses
permit us to exgmine the effects of various factors on the loss of

managerial talent while controlling for the influence of other variables.

. .. - *
d -

»
3
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Age and seniority were larécly unrciated to expecting to .lcavc the
performing arts. ~Career satisfaction, not su‘rprisingly, had a3 substantial nect
effect on expected dcparturcs_ for cvcry'group but the ;Jrchcstra managers.
Satisfaction with'coniacts with ;rtists bore 8 notable negative relationship
to expected exit among art muscum directors and a modest relationship for
CAA directors.  Controlling for other sources of satisfaction, art museum
directors who “enjoyed contact with their ‘rustccs were substantially mbre
likc'ly to anticipate lcaying the n;uscum and visual-arts worlds than those
who did not. , |

The most po.wcrful net negative brcdictor of expected departure for
art muséum directors ’was age. Those directors who" worked i other fields
before going in;o the arts and those directors who had bcc_:n curators were
notably more :ﬁicly thah oth-crs to plan to take jot;s m‘:t‘sidc the arts.
Ampng CAA directors, years of experience in the arts before CAA work
bore a substantial and robust negative relationship to expected exit.

Among the resident-theatre managers, bu{d not - among the other

administrators, women were substantially more likely, other things ecqual,

than men_ 4o anticipate leaving.the performing arts. (Recall that it was in

the resident-theatre ficld that women were most disadvantaged relative to
men  in  their earning power.) Control!ing for other factors, theatre

managers and orchestra managers with management degrees were less likely

L. - .
than others to expect to leave the performing arts. Orchestra managers

4
with highly ecducated parents, music degrees, and high levels of cducational
attainment were somewhat more likely than others to expect to take jobs
outside of the arts. Art-museum directors who attended private schools and

held Ph.D.s in art history were notably less likely to plan to work outside

museums or the visual arts than other directors.

9
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Among the CAA directors, cducational attainment modestly increased
cexpected departure, while college quality negatively affected it. Holding
these and other factors constant, directors with mgmy", educated parents

t . ' .
were less likely tha other to expect to leave the arts, while those whose

fathers or principal guardians were professionals or owners or top

~

Conclusions

exccutives of major businesses were more likely to anticipate departure.
To the extent that managers’ reports o

thelr own satiﬁach’nqs and

expectatigns arec 3 guide to the extent to whi

o FTm——

iclds are likely to retain

administrative talent, none o}\thcsc fietds/ is th crisis but, to varying

degrees, each will face challedges in t years ahead. Resident theatres

may find it difficult to retain talgated young men and, éspccially. women.

Orchestras may find it difficult”to provide satisfactions for young managers

opportunities to successful managers of large

institutions. T::a/rtm secum field appears to face the fewest difficulties,
but even here #fe most junior directors expressed lcss‘}ommitmcnt than did

more senior cohorts. Finally, local arts agencies are likely to

and to offer further care

membe
cdcounter " the mrost severe problems in attracting and retaining managerial
‘talent: the most successful LAA ‘dircctors may lack ‘ncccssary opportunitics
for career growth; and members of the middle cohort appeared, from their

responses, to be undergoing a crisis of confidence, reporting relatively low

4

.

levels of satisfaction and high probabilities of leaving the arts.

.\J
|
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Table 1: Salary by Field

THEATRES ORCHESTRAS ~ ART MUSEUMS CAAs

$0-§10,000 . 12.742 2.78 1.63 4.58

10,001-15,000 18.63 . 9.26 . 0.81 . 18.32

15,001~20,000 14.71 10.19 2.44 29.77

20,001-27, 500 22.55 25.93 8.94 525.95

- 27,501-35,000-  10.78 19.44 14.63 12.98
35,001-50,000 13.73 14.82 45.53 7.63

over $50,000 7 6.87 17.59 26,02 0.76

N 102 108 123 131
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Table 2: Abbreviations and Explanatioms of Variables
Used in Tables 3O - 35

Variable Explanation

Bac kground

GEN Gcndcr (dichoto-oul variable: l-fculll) \

CLASS Fathc: or principal guardian's position on three-point scaie: top

group includes top managers or owners of large businesses And
professionsls; middle group includes middle managers, ownars of

saall businesses, civil servants, educators, and cnﬂinccrs'

bottom group includes blue—collar vorkers, farmers, and the unemployed.

PARED Educationsl actainment of parent with highest educational lavel,'’
8-point scale.

Educational Experience

FDUC Educational attainment, 6-poin: scale.
PRIV Attended private secondary school (dichotomous variablc)
_ ASTIN * Astin scale of college quality (0 if no college attended).
UNIVX Attended '"University X' (dichotomous variable, art museum directors
oanly).
81Z Recaived undcrgraduatc or graduate business degree (dichotomous

variable, all but art museum directors).

ARTPH Received Ph.D, in art history (di;hoccnous variable, art museum
directors only) .

MUS Received undergraduate or graduate music degree (dichotomous vari-
able, orchestra managers only).

Career Experience
AGE Age in ygars. 2

AGE2 Age at first top managerial position in field (all but CAA directors).

YﬁSl Years experience in the arts (art suseum and CAA directors).

YRS2 Years work experience in field (all but art museum directors),

YRS3 Years worked befors, entry into field.

&RS& Years work in arts bhefore entry into C%A figld‘f6iA directors only).

YRS5 fehrs with current employer. ' |

PRE Worked in arts before eatry into orches;ra field (dichotomous vari--
able, orchestra managers only). , ..

CUR ' Experience as curator (dichotomous variable, art museum directors
only).

Other Rewards

OPBUD Operating budget of organization in dollars.

SAL - ¢ Salary in dollars (estimsred at midpoints of categorical scale).

AUT Satisfaction derived from autonomy and authority (5-point scale).

BRb Satisfaction derived from contacts with board members (5-point scale).

ART - : Satisfaction derived from contacts with artiscts (5-point scale).

- CAR ¢¢ Satisfaction derived from opportunities for career devclopmen:

(5-point scale). N 7 3

N
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1

Table 3: Multiple Regression Analyses of Predictors of Operating
Budgets of Managers' Organizations for Four Fields*

4
I.V. Theatres Orchestras Art Museums CAAs
£ &k r b r b T b
GEN -.329 -,2468%% -.279 -.2006* -, 087 ~.119 -.1741
CLASS .024 .023 ~-. 060 . 025 |
PARED -.150 ,041 .1612 -.016 -.1488 -.069
EDUC -.016 -.0148 .028 . 021 ~.174 -.1736%
PRIV ‘ 136 .1580 144 ,14I0 .202 .1708  .223 .1922%#
ASTIN ~.094 218 .1709%  .104 -.111
UNIVX 4 NA ¥ NA .301 .2889%* NA
AGE .382 0 .120 .026 .098
AGE2 .210 -.137 - [=-.021. NA
YRS1 NA NA .123 .0903 " ¥ .042
_YRS2 445 3885wan 397 .3833%%% NA .223  .1693*
YRS3 .062. .170 -.129 ©.178  .1860%
YRSS - .356 .180 -~ .100 . 036
R’ .2758 .2723 \ L1350 L1648
( _ N

P . 0001 _.0001 .0021 .0001

$

y @ ! Ed

*I.V. stands for 'independent variables.' For definitions of these variables

see Table 2 . 1t is the simple correlation between the independent dnd dependent
variable. B is the standardized bets coefficient for the impact of the inde-
pendent variable, controlling for the effects of the other independent variables.
All variables entered into an equation appear in column B; r's for other vari- -
ables are included for purposes of comparison, *=p less than or equal to .05;
*v=p less than or equal to .0l; a+x=p less than or equal to .001.

L
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€ 4

Multiple Regression Analyses of Predictors of Managers'

EDUC

Table 4
Salaries for Four Fields*
1.v. Theatres Orchestras 'Art Museuns CAAs
r b % b LA | o 3 b
. -.396 -.1580% -.627 -.1631% -.332 -.2013 -.323 -.1619%
126 .023 -.122 -.1508  .203 .2080%*
-.117 273 -.2156;:*-{023 .023
-.004 .0076  .136 308 .2605  .254 .28974%%
.193 .1380% ..020 ‘ .079 .140
NA NA L3446 .1989%  NA
,528 207 -.061 121
NA NA .157 .1686%  .210
.576 .3089%%% 519 4031%%* XA 369 .2932%%
.398 129 -,2952%%%-,117 .225 .0662

R

L7300 L 5224%k 672 .5283%%% 202 .1889% ©.327  .2B856%%x

.6486 . 6540 3111 . 3846

. 0001 .qqgi . 0001 . 0001
\

. .
For explanation of symbols used in this table, please see Table 3 .

s

~1
Ny |
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TaBl¢§ :  Sources of Satisfsccion and Dissatisfaction,
With Abbreviations

Salary : . SAL
Autonomy and authority « . K ADT )
Relations wicth subordinates ~ \ SUB .
Relations with colleaguas at othar institutions COL
Contacts with artists - -7 o AﬁT
Contacts with board members 2 . . BRD
Contacts with private donors T DON
Contacts with government agencies Gov
4 . ¢
Role in community * T ROL P
%:cntial for career growth 4 _ CAR .{‘
Contact with works of art \_ ‘ WKS
_
) ~N
’ §
L
-m
' L -
L S
.
w -




DiMaggio, chapter 3: Tables -6-

.l
s

Table ¢: Mean Satisfaction, Rank, and Percentage Satisfied and

Dissatisfied with Salary and Ten Intrinsic Job Factors by Field

" FACTOR

SAL

AUT

SUB

CoL

ART

BRD

DON

GOV

éOL

WRK

'MEASURE ~ THEATRES ORCHESTRAS ART MUSEUMS
sean/rank  3.00(1l) 3.46(10)  3.62(10)
T 4or S 31.37 50.93 56.28—
T lor2 28.43 11.11 7.44
N 102 - 108 121
mean/rank  4.146 (4) 4.16 (4)  4.29 (2)
T4or 5 79.21 85.18 84 .80
Z1or?2 8.91 5.56 6.40
N o1 108 125
mean/rank  4.15 (2X 4.08 (6) 4.08 (5)
T46o0or5 84,00 72.64 « 78.22
%1 or 2 6.00 2.83 5.65
N 100 106 124
mean/rank . 4.07 (5) 4.22 (2)  4.16 (3)
Z4orsS 75.25 80.37 82.93
Z1ord 4.95 0.00 2.44
N ) 107 123
nean/rank  4.15 (3) 4.12 (5) 3.80 (9)
% 4 or'S 77.23 - 77.78 59.66
2 lor 2 2.97 0.93 8.40
N 101 108 119
mean/rank  3.68 (8) 3.85 (8) 3.81 (8)
T64orS 59.00. 68.52 66.39
ZTlor2 14.00 7.61 9.24
N 100 108 119
mean/rank  3.09(10) . 3.55 (9) 3.85 (7)
ZT6or5  32.00 49 66.23
zdor 2  29.00 48 4.88
N 100 107 123
mean/rank 3.16 (9 3.11(11) 3.08(11)
2 4 0or 5 36.63 34.26 28.10
Tlor2 19.80 28.70 26.45
N 101 108 121
mean/rank  3.88 (7), . 4.17 (3) 4.09 (4)
T4or 5 78.69 81.31 78.25
% 1or2 7.07 2.80 2,42
N 99 * 107 124
nean/rank 3.96 (6) 4.00 (7) 3.85 (6)
%4 or S 68.63 74.06 66.67
%1 or 2 7.84 5.7 769
W 102 . 104 117
mean/rank  4.29 (1) 4.38 (1)  4.46 (1)
740r5  80.00 85.05 83.20
%1 or 2 4.00 0.00 7.20
N 100 107 125

: 77

Caas
3.20(10)

© v 37.12

19.70
132

4.27 (2)
81.06
6.06
132

4.14 (4)
81.53
7.69

130

4.16 (3)
79.54
4.55
132

3.98 (5)
69.47
7.63
131

3.82 (7)
67.69
10.77

130

3.47 (9)
46.09
12.50

128

3.20Q10)
40.15 -
24.24
132

4.38 (1),

84.09
4.55
132

3.58 (8)
57.58
18.18

132

. 3.92 (6)
60.00
7.69

130

A
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. ‘»
-

~Table 7: Alternmatives, Abbreviations; and Applicable Fields for
' Expectation Measures

L

Alternative ‘ Abbrevs. Theatres Orchestras Museums CAA
Same similar position as now SAM X X X X
at similar organization |
Same position as now at larger . BIG X f X X X
or more prestigious organization :
in same field
Artistic pos;tionl ART X X X X
Director or staff of a public PUB X X X X
agency concerned with art form \\
Director or staff of an arts- ASO X X
service organization ;"
Arts administrnﬁion in OTH
another field3 X ‘ X X
Administiator or staff in a . COM
commercial media coftcern? X X X X
Producer or administrator BWY X
in commercial stage:
[ 4
Director of a social service soc .. '
agency ‘ ' :
Job unrelated to art form® NOT X X X X
K 1. For theatres, 'artistic director of a resident theatre'; for oggkestra,

\
'

\

1

"professional musician’; for museums, icura:or'; for CAAs, 'visual or
performing arcimey’ . ”

& TFor theatres and orchestras, 'concerned v{{h the performing art's; for
museums, 'concerned with museums'; for CAAs, 'concerned with the arts
(other than a CAA).'. N

ALY

3. For t tres, 'orchestra, opcri, or dance company'; for museums,
'a museum that is not an art museum'; for CAAs, 'a performing arts
organization or a museum.'’

4. TFor art muscgg,.'director of a commercial gallery'; for other fields,
as it reads. ‘

For theatres and orchestras, ”un:elatcd to the performing arts';.for museums,
'unrelated to museums or the visual arts'; for CAAs, 'unrelated to the arts.'

. ' | \
.”1 X
i

‘\\ “ o

in
.

1
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8: Mean. Regponses, Percent Indicating 'Very' or Somewhat Likely',

Factor

SAM
BIG
ART*
aﬁpﬂ*
A59
OTH*
COH#
BWY
soC

NOT*

and N for Each Expectation by Field -

Measure

Mean
2 Likely
N

Mean
% Likaly
N

Mean
% Likely
N

Mean

X Likely
N

Mean
N

Mean
% Likely
N .

) 3
Mean
% Likelg
N

Mean
% Likely
N

4ean
2 Likely
N

Mean
2 Likely
N

2 Likely

Theatres

2.64
58.00
100

2.81
67.00
100

2.27
29.41
102

2.23
40.20
102

2.21
39.22
102

1.94
22.55
102

2.19
32.00
100

2.57
52.94
102

2.23
33.33
102

Orchestras

2.49
52.78
108

2.84

: 67.59

108

1.25

6.60 .

106

- 2.02
'gx 31.48
x 108

1.9
29.
107

1.97
35.18
108

Art Museums

2.68
62.09
124

2.85
65.04
123
1.75
22.76
123

1.79

22.76

123

1.54
16.13
124

1.48
12.10
124

1.41
9.68
124

1.86
29.27
123

CAAs

2.53
55.38
130

2.73
61.82
131

1.45
13.85
130

2.73
68.18
132

2.44
50.00
132

2.06

33.59-

131

1.61
16.79
131

2.47
50.38
131
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Jable 9 : Multiple Regression Analyses of Predictors of
' Asspssmants of the Likelihood that they will
Taks Positions Outside of the Arts

7 | Theatreas Orchastras Art Miseums CAAs
1.v. - r D r b X b r b
- |
GEN .227 .2480®® -.078 -.0100 -.101 .016
CLASS -.005 rios -.031 000  -.2065%
PARED .014 .2382 -.111 ‘ .158 - 234 3NN
EDUC 097  .1601 .155 1575 .143 .09 \1427
PRIV -.116 - .080 .135  -.1789%* .100
ASTIN .061 -.009 .094 -.009 -.1736
MUS NA .128 .1489  NA . NA
~. BIZ -.148 ~.1588 -.255 . -,2402** NA .102
‘' ARTPH NA NA | .058 -.1384 NA
AGE .072 .1128 -.233  -.1679 =.300 =.4249%%% - 1§67
YRS2 -.010 - -.168 \ NA .001
YRS3 ..034 -.007 . .018 .2266% .083
YRS4 - NA NA NA -.232 -.2528%%
YRSS .019 ~.068 -.242 .007 . 0734
CUR © NA | NA - .183 .2563%*%  NA :
OPBUD  -.084 . -.011 -.090 .014
SAL- -.045 -.064 \<<ooz .095 .0683 ™~
BRD .120 .025 \005  .2383%*% -.135 .
ART -.184 -.127 ~.198 -.1806* -.256 .. 1553
CAR -.240 -.2830 -.087  -,0627 -.283  -.3158%*x -.327  _.3013
R® 1713 .2134 .3214 .2588
P . 0029 .0014 , -0001 .0001
*For explanation of terms used in this table, please see Table 3 .
-~ o \\\J ' hd
. ¢ ) ‘
Eif) -
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3
The need for skilled managers has been a topic of much discussion in_ the

arts during the past decade, as the ‘number of arts organizations has
increased and the complexity of these organizations has risen. Many

universities have founded arts management programs that train and certify

1

administrators. 'Service organizations and public agencies have sponsored

-

internships. Technical assistance programs, carried out by consulting firms
-
and active arts sdministrators have been supported by public agencies an&

service organizations, as well, -~ Almost all of the major service organizations
‘ d

conduct workshops and seminars for in-service 'managers. ' Advocates of

different approaches to\ﬁxanaitment. training. havé‘developed fervently

argued and often p;crsuasive rationales in behalf of tt.xcir favorite
N

approaches.

‘This discu;sion agd_activity has proceeded in a knowledge vacuum.
Systematic information about the way in which arts administrators learn
their jobs, their evaluations of different training techniques, and thci_r
perceived needs - except for local-level needs-assessments and evaluations of
specific programs . has bccu“ unavailable.

¢

This chapter provides a data base for assessing the needs of arts
e ,

administrators and documenting the manner in which they have addressed

these gcds. In the pages that follow, we shall consider, first, the extent

I Center for Arts Administration, University of Wisconsin., Survey of Arts
Administration Training 1985-86. 1984. New York: American Council for the
Arts.
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to which managers believed that they were well or poorly prepared for
several management functions at the time they assumed their firstk top
administrative position; second, the ‘cxtcnt to which thcy‘ use.d‘ several
available training formats for learning about these functions; ‘third, their
global evaluations of seven kinds of arts management training; and, finally,
asscssmc'nts‘of several tfaining formats by administrators who reported
cxpericnce with them. This chapter represents the first national study of
the learning cxpcricncé's and oﬁinions of working arts sdministrators' that
permits comparison among artistic disciplines and that disfinsuishcs explicitly

_ ” .
ameng scveral management functions in considering the value of different
training approaches. |

The reader is cautioned not to interprct‘ any of tﬁc' f‘indings
presented here as reflecting dcfinitchly on the objective quality of any
method of training.  First, afl of these findings are based on subjective
opinions of  arts gdminis'trators. - We cann'ot‘tcll which approaches to¥
training best enhance th'c' effectiveness of gdministratores, iaccausc we have
no way of knowing how effective these respondents are. Second, different
organizatioss rcquirg that their administrators have diffcrént skills:
Financial managcmcﬁ; abilit; may be more crucial, for example, to an art- o o
museum director whose museum does not have a full-time assistant director
for financial affairs than for one whose mugeum offers this kind of
support. Third, the assessments of diﬂ'crcnt .lc,arning xfxcthods cannot be
gcnéra!izcd to all sources of alivcn kind o.ﬁ' training. There ar:: good
and bad consultants, good and bad administrati.on\courscs, and good ahd
bad internships. This report of administratoj-s‘ recactions to the onc—sv they

have experienced should not be used as a shoppers’ guide. | Finally, this

study's survey methodology does not lend itself to an invcstigation' of the

&y

-

r {)
-
e
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‘ways in which administrators acquire, or fail to acquire, a critical aspect
‘ - J
of arts-administrative compectence: sensitivity to the nceds of artists and the

Lod [N

requirements of artistic work, and commitment to the core artistic missions

of- their  organizations. Notwithstanding these caveats, this chapter does
i ' ' It ' i . 6
provide informdtion that will be of interest to managers, policy makers,

’ . ~ and educators concerned with "the preparation of arts administratots.

- . ’ _ ) . N

o ‘~ l i. [ E I! " "
Respondents “were (requested to cvaluate their own level of preparation in "
. . ‘1_‘ . . . .s: ' ? ) ' .

cach of seven management functions at the time they assumed thejr first

top administrative position, using a threc-point scale (l="good,” 2-“faii,"’ and

*  3="poor"). Four of- the functions about which administrators were asked .
. - . & " . . )

T - ' . . - B b. w‘
(financial management, persognel management, board relations, and labor .-(

»

°  refations) are - primarily internal. Three functions (planning and
- ’ '

€

development, marketing and public rglations, and, for art muscum and CAA

Fircétors. government relations) concern the management of the = v

b ] ‘

A S

y ?

+

organization’s ‘external environment. . s

Table | displays the pcr'ccnxagcs by ai;cinl{né o.f‘ vrc_sp/on.a\euis
’ 3 rcpqrting' thgt their preparation for each function ;v.‘a‘s’-cithcr "good" ;)vr.
‘ - ‘ -
poor.” Strikinéiy few ma‘nagcr's' felt tha't they ,iécrc |:\vcll prepared to °
. . .
4 ' o assg_mc’ many of these .maragement f:u'nctions. ‘For cumplc.:ffcwc’r than one

- »”

~

g third of the administrato?s in any ‘discipline believed that their preparation

. in financial management was "good,” while. between one and two fifths of
o . } ' v o ,

fhc respondents in each ‘ficld ‘reported poor prcp'a:/radt-ion. . Indccd. only
1 o N . . ’ . -
- Y . . ' ‘ . .
2 N among the CAA directors, and only for planning and development, and
Vi : ' . o ' L
marketing and : public reldtions, did s-lightﬁy more than half of the
respondents rcporMﬂ,b they werge well prepa';cd for any management
e 4 Q

.{/ﬂ function. In m&casé—s. “a plurality’ of ' réspondents characterized their T
» - . . .

.
X . - . . 0

¢ ) . o w .
: 15 P . . ‘

N Q ' . : ‘ B ’ d(f " ¢
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preparation as "fair." Only in the field of labor relations (which may
/have been less important for the administrators of smaller organizations,
' 5
especially museums and co;lmunity arts agencies), ¢gid morc than two fifths
of the administrators in each ficld regard their preparation as "poor.”
More than one third of  the theatre managing directors considered
thcir. pr'é‘baratioﬁ "good®™ in personnel  management, planning and
% development, and marketing and public relations. Almost half reported that
they were poorly prepared ' for labor relations, compared to one fifth who
. considered their béckg‘ound gn this area gbod. Almost as many manaﬁing
dihrcctors considerc.d themselves boorly prcparc& as wcgll prc'parcd ’for
financial management and ‘board relations. In the latter area, the mansging
dircctorg reported levels of Qrcpar;x\ion inferior to those  of administrators
in "other art for;ps..
. | Ar'.t muscum directors, by contrast, reported their b;:st preparation as
being fé)r board relations. In no other arca did even one third of the
respondents report that their preparation was "good." Fas ,mo‘rc dircc'tor\
reported’ "poor" preparation for labor rclations, government relations and
L financial plamning than reported beipg well prcparc'c'i;' and ‘about on{third
| ceach indicated (that they were weil and poorly prcparcd,‘ rcspcétivciy,’ in

«

oo " marketing and public relations. ‘ \
’ . ~ 2 N - . A v
Orchestra " managers reported relatively strong preparation for board

¥ cven in these

'rclations, and for markg:ti'n_g -and public relations, “althyg
s 1 ' 4
areas more than one in five® indicated ‘that, hs: or she had been poorly
‘ '.‘»' .
prepared. More ‘than one third reported bging well prepared for personnel

mandgement and for planning and development, Almost half described

. . ' 4 . B
their readiness for ldbor relations as poor; and' about one quarter ecach

-

~ . . .
reproted being poorly prepared or ‘well prepared for financial management. .
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More than half of‘ the CAA directors (the field in which managers
were most likely to report prior nonprofit management cxpcricncc). indicated
good preparation in planning and development and in ‘marketing and public
rclation;, and approximately two fifths reported good prcpération for
personnel management, ‘board rclat.ions, and govcrnmcn;*\rclations. "Only in
the areas of financial management and labor relations (where almost five
_times as many respondents characterized their préparation as poor tlr;an as
good) did fewer than oné third of the CAA directors reported that they
were well préparcd.

In summ)ary. then, these data suggest that none cﬁ' the .artistic fields
cons'r_ficred here prepared prospective adx;uinisgrators satisfactorily for their
first executive jobs. A substantial minority in cach ficld charcterized their
preparation for one or more impprtant"ad‘min‘istrativc rcspohgibility lé}s
}nadcquatc, and only a minority in any f.icld' reported that thc;; were well
p‘re‘barcd fof their jobs. in mfmy areas of rc'sponsibility. ol';n particular,
prco}'ara!io.n for financial management and labqr relations in each of these

roo. ; . .
fields appgars to have been problematic. In addition, rc‘z‘adincss for board
relations among theatre imanaging dir;:ctors, and for marketing and public
relations, and government relations among art-museum diréct\ors were
reported to be particularly low. .

It is pbssiblc, of course, ‘that some fields had alrecady begun to
address the problems by .thé time these surveys were conducted. If t.his
were the case, we would expect administrators in the most rcc’cnt cohorts

10 repogt higher levels of preparation than the members of more senior

cqhorts. Although recollections are not always trustworthy - it wouldebe
. '
1 Y . . ! r

o Y

-
g
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better if someone had undertaken a comparable survey fifteen years before

- they can at lcast provide some gundc to changes over nmc2
[ 3

The only discipline in which adminiérators reported becoming better

prepared for the ° management func'tions described here during the
professional lifetimes of curfent managers is the resident stage. For all
functions but labor re.lations. the st rccont entrants were more likely to
report having been well prepared than were members of either of the two
more senior cohorts.” And for all functions but personnel management, they
were less likely to term their preparation "poor” than were members of
cither of the ‘preceding cohorts. In ocrsonncl management and in planni‘n:g
and dcvc!opmcnt each cohort contained a largcr proportion of rcspondcnzs
who consxdcr;:d themselves well prepared than d:d the one preceding them.
For financial management, plapning and dcvclopm.cn‘t': and marketing and
public relations, each successive cohort contains a smaller propor'tion of

'

individuals who reported that they were poorly prepared.  The most ‘junior

managing directors were only half as likely to consider themselves well

prepared for labor relations than were the most senior managing directors;

and board relatidns appeared to present a special diffiéulty for the middle
A

cohort of managing directors.

‘By contrast, the percentage of art muscum directors reporting poor

‘prcpara\txon was hxghcr for every function but pcrsonncl managcmcnt among

‘ N

the most junior cohort than among the cohort that prcccdcd them (although
lower in every case than the percentage for the *most senior directors).

Taken at faFc value, these data suggest that preparation of muscom
' f

RccaH that cohorts were constructed so that cach contains approximately.
one third of the respondents in each field; and that, conscqucntly. cohorts
in different fields represent quite dxffcrcnt spans of years. See Chapter
1, Table 4 for the periods covered by cohorts in each field.

,J._ S '

" .

'd
4
o
e
~r -

-~ -
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directors improved markedly between the first and second cohorts, but’
. deteriorated somewhat among the most' recent entfants. When one recalls
tﬁat the professionalization occurring among art-muscum directors in recent
years had wmuch more to do with art-historical credentials than with
administrative onesi this pattern is not surﬁrising.‘ \

1

If theatre managing directors felt better ,prepared for their first
N '
administrative post, the perceived readiness of orchestra managers for their

first cxécutivc positioﬁs actually scems to have declined with timc.3 For
every function but planning and dcvélopmcnt. the most recent eptrants into
the orchestra ficld reported lower levc_:ls of preparation than either of the
cohorts before them. By - contrast, however, except for .personnel
mana’gcmcnt and labor rclgtiﬁns. fewer members of the most recent cohort
reported being poorly prepared than members of the preceding cohorts.
" Because most CAA directors were relatively new toAthcir field, there
was less reason to expect inter-cohort change in that field than in others.
C
Mcmbers of the m¥iddle cohort reported better prcg‘ion in virtually every

. respect than did the more senior directors, many of whom were pioneers in-

agency management. The most junior jcohort reported better preparation

LI
¢ -

than their predecessors in * financial manigement and in planning and

development (for which almost two thirds indicate "good" preparation), were

' A Y
~Similar wgh respect to personnel management and board relations, and

somewhat less likely to report ‘bcing well prepared in the ‘areas  of

. R | ‘
+ marketing and public relations, labor relations, and government relations

+

than were members of the middle cohort.

-,

v

’ r B
.

s possible that this dilfergnce could result from the fact that
orchestra administration has become more complex; but the same is true of

. . 4 . . . .
art-museum administration, wherc the apparent deterioration was not evident.
b b

S,

. I
Q ‘ ‘ b 0
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On the basis of these self-reports, it scems that theatre niana'ging

¢
directors have become better prepared for their first top administrative
posts during the careers of the respondents to these surveys: art museum

directors and community arts agency directors became better prepared

between the times that the most senior and middle cohorts assumed top

managerial posts, but readiness remained stable or d:c!inc_crthcrcaftcr; and

the subjective readiness of orchestra managers for their first top positions

-

scems to have declined.

&

Neither budget size nor carcer cxperience were systematically

associated with managerial ' preparation in any of the four (fields.

A

Administrato® with “higher degrees in artistic majors reported lower levels

of prcpa'ratgon for at least some functions in cach of the fields, but the

-

di'ffcrcnccs'wcrc in most cascs. small. The slbst.:ncir of assocxatxon bctwccn
budget size and reported prcparatxon in al! fields but theatre Ewhcrc there
was :,a' negative assoc:atxon‘) was striking, >Fpr it suggcsts that lack 'of prior
managcmcnt- ainin_s or expc;icncc has not been a scri_c'Jus’impcdimcnt to
admiqistrati-vé‘ gareer ‘sucécss. Tbis fact suggests thét arts administrators
mi%ht, on the whole, place greater stock in on-the-job experience than in

formal training, since i is the former that has generally been rcsponsibic

@Tor‘ their own achicvements.. In the sections that follow, ‘this is precisely

\

‘what we shall find. -

We did i\ot ask administrators to assess their own'currcnt competence, for
. : o

responses to such a qucstiqsn would have been influenced at least”as much

by personality and cxpectations a§ by

seems rcasonabic‘ta"assumc that almost all

the course of their careers, lcarncd somcthmg about cach of th: funct:onal

. -

- . -

[
e
r
1]

ctoal- levels of skill. * Nonctheless, it

f the rcsbbndcnts have, durmg-

-
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2l

Q .
areas, Each/ respondent was askc&. ®r each area of managerial

»
t

rcsponsibiiity.' fc indicate if ﬁ'c or she, had made use of each of fivc
learning forma‘ts to learn that fuaction; and,. if shci or hc' had, to. assess
the value of his or her experiepce. (The learning fyrmats were “on-the-
’job' training, professional ~workshops  and scminars,i university  arts-
v administration courses, u‘nivcrsi:y. gcncral-mgnascmcm courses, and
consultants.) I_n this section; we shall consider the »extent to which top.
administrators in each of the four ficlds had used cach of the training
formats to learn ca’ch of the management functions.®
Most of the adminiﬁtrators in éll fields reported learning most .of th
- management functiopi at least in part while ‘on the jog. (See Table 22
(The only c‘xccptio,n to this generalization - labor_rclatio.ns in CAfAs -Jis a
function that is not salient to many administrators in this group.) Next in
_importance was the professional wo:‘kshop or seminar, particularly in the

community ‘arts and orchestra ficlds, and only slightly less so among theatre

managing directors. Managers in all fields, but especially art museums and

N

4 For cach#unction. réspondefts were asked to indicate in one column
which of the five learning formats they had used; and to provid® in
columns located to the right of this column, their asscssments of their
experiences for only fhose training mecthods they had used themselves. In
Tact, most respondents failed to use _the first column to indicate explicitly
the mecthods they had used. Most of them simply circled assessments to
the right of some of-the learning formats. In coding these responses, we
assumed that, where only some of the assessments were circled, that these
learning formats had been used and that those formats for> which no
assessments were affered had not been employed. - Where all asSessments

. _ were circled for all functions, we- inferred that the respondent
misunderstood the .ins{ructions, and treated the responses as missing data.
In the few cases in which a respondent circled some of the numbers next
to training methods in the first column, but provided assessments fomgeach
of the training methods in the columns to the right, only those assessments
¢f formats for which use was indicated in the first column were coded.
In calculating the percentage of responde#ts who had made use of a given
learning format, the N used was the gest nMber of réespondents to any
question in the first part of this section of the survey;, which requested
,information regarding level of preparation for each function.

1

‘ | L 859
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theatres, reported using .sqnsultants for a variety of’ purposes. And

]
minorities of administr;

administration and ge

management functions.

-

) -
the most common source of

Next to on-the-job experience, workshops were
information about financial management in all ficlds but theatre, where
consultants held a slight _edge. Between 37 percent (art-museum directors)

and 52 percent (orchestra managers) of re\:spondcnt's in each field reported

attending professional workshops or seminars on these topics., Between 28

percent (CAA directors) and 57 percent ('thcatrc administrators) reported
"using cqnsultants‘ for support in this area. .Bct/wccn 22 percent (art-museum
directors) and 33 percent (orchcﬁtra managers) took university general-

ménagcmcnt courses concerned with financial management, while between 17

percent (art-museum directors) and-24 percent (theatre hmanagers) took arts-

administration courses in this area.

| )
Personne| Managgment &
Again, on-the-job ’cxpcricncc predominated in this area, with workshops in

second place in each field but the resident stage, where consuitants were

-

-

more common, Between 28 percent (theatre managing dircctors')“""'and 40
percent (orchestrg ,managers) of rcsppndcnts reported. attending workshdps or
seminars on personnel management, while bctw.ccx‘m 16 pcrccni' (CAA
dircctors) and '36 percent (theatre administrators) reposted using consultants.

Between 16 percent (C;\A directors) and 23 percent (theatre managing
e . . . .
directors) reported taking university gencral-management courses on this
.
topic, while from 9 percent (CAA directors) to 18 percent ({orchestra
\

"

11N T

s in each field reported using university arts-

ral-management courses to learn about several.

-
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managers) indicated that they had learned about personnel management in

arts-administration courses.

¢
)
- E

After on-the-job experience, workshops were the leading source of training

about 'board reclations in each field, involving from 24 percent bf the art-

L

mﬁs;um directors to 46 percent of ihe_ theatrc managing di;cctor. Use of
consultants on this topic varied markcdl;' amdng fields, f;o)x ne of the
'art-mu-scum fﬁircctors, about one fifth and one quarter of the CAA and
orchestra managers, rcspéctivcly,- and '44 percent of the theatre
admi'nistrators,using consuitants for this purposc:' Boa‘rd relations was the
only function for which respondents %n every field reported using arts-
administration courses more than *:_m:ncrai.-managcmcnt courses, although

~ .
relatively few respondents had learned about board relations in either.

= )
i

More rcspond&s partiéipatcd ‘in workshops aﬁd 'scminars on :plar‘ining and
dcvclo;;mcnt than used any other kind of formal training format, c'xcc_pt
among tbc art-muscum directors, who were somcﬁwhat. more likely to engage
consuitants for this purpose. ‘F(rom 34 percent (art-museum dircctors:) to just
évcr half (theatre (&dministrators) reperted attcn‘din‘kg workshops on piam‘xing
. 6 . L. '
and chclopmcnt,'whilc from 39 percent (orchestra managérs) to 47 percent
(thc'at;c managing directors) reported retaining consultants. .M/inoritics in
edch field learned about planning and development 'i‘nl arts-administration'
couvr'scs‘(from. 16 percent of CAA directors to 20 percent of orchestra
m*anagc(:»rs).m: in u.nivcnsity gcn;ral-managchcnt courses: (from 17 percent of
' Qrz-}i\usc,um directors fo 23 percent of orchestra m3anagers).

-

¥

£
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Again, workshops and seminars led the formal training mechanisms in- every

<

field except art musecums, where consultants predominated. Just ovcr\m{"
the managers reported lcafning about marketing and ‘/public relations in
profcssi6n31 workshops or scmiqar‘in every field but the art muscums (29
percent), . Consultant were uscd by about onc third of the respondents in
every ficwbut theatre, wt;cre just 5 percent reported usihg them for this
-
purpose. Bctwccn’*z\ percent (CAA directors) and 20 percent (orchestra
managers) reported lcarning about thil topic  in univcr;ity arts-administration

courses, while from- 15 percent of tht art-museum directors to 25 percent

of the orchestra managers did so in general-management courses.
4
.

Labor Relations

" Fewer respondents reported on-the-job learning in this area than in any

—~——

other, although such experiecnce was reported more commeonly than any

other kind of learning. Over one third of the orchestra managers attended

“labor-relations workshops, compared to one . seventh to one fifth of

respondents in other ficlds. Approximately  one’ third of the theatre
managing directors, art-museum directors, and orchestra managers had
retained consultants on this topic, compared to just over 10 percent of the

CAA directors. Fewer than one in ten CAA directors reported learning

about labor relations in cithcr& arts-administration or general-management

»

" courses. Between 10 and 20 percent of administrators in other fields had

]
cither arts-administration or gcncral-managcmcntf,.courscs that treated labor

@

relations.
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Government Relations
Only the art-museum directors dnd CAA directors were asked about

/aﬁvénmcnt relations and, for both groups, on-the-job cxpericnce was by far

‘

the most common way of learning. About a quarter of{ the directors in
' ) .

' cach group had attended workshops on the subject; and a2 quarter of the
art-museum directors and just under one t‘ifgh of the CAA directors had
t;scd consultants. Only abbut 10 percent in cach group reported learning

about government relations in ecither arts-adminis}:ation or general-

management courses.

Summary | ' \

On-th;~job trait;ing was’ far- more impor'tant than any other' kind inl‘k

3 familiarizing arts administrators with the functio;xs that they performed.
Consultants and profcss:onal workshops and seminars were also used by
substanfial minorities to educate themselves about aspects of tiacir job;.-

University arts-administration and general-management courses trained a

smaller mmonty of the admxmstrators in each fleld, partxcularly in the

area of fmancxal management. While r%ortcd us¢ of these training
o ' 1
formats was ‘remarkably similar from field ‘to field, theqtre managing
@ .
v\

directors and art-muscum directors were particularly likely to report the use
of consultants in many areas. Art-museygm . directors reported making less
use of professional - workshops and seminars {han managers in  other

AN
dxsc:phncs Theatre managmg directors GCorted clatwcly hxgh rates of

attendance at university ans-ddmxmstratgon courscs 6 cstra managcrs relied
R ‘5\

to 'a greater extent than othcrs on umvci‘sxty gcncra] managcmcnt courses;

* s

and CAA  directors reported taking somcwhat fewer courses than

administrators in other f{ields.
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In all the fields but the art museums, and especially among the-

resident-theatre managers, use of university arts-administration and .general-
«
management courses for lcam'i-ng 8 variety of managerial functions
increased markedly ax"nong the more junior cohorts. The increase occurred
alongside of an increase in worksh}p attendance, as well Ur;ivcrsity
programs did‘not train a majorityl of recent. entrants in any field; and
actual degrees from arts-administration or scncral-:managcmcnt -prég}ams
were still relatively rare. But such programs were more likely toﬂ be used

by recent entrants in every field but art museums and, in at least one

field, for every purpose. If the trend were to continue, it would‘rcprcscnt

~a significant” change in the way that arts administrators learn their jobs.

: ]

Administrators’ Global Assessments of Selected Trainlng Methods

‘

Respondents were asked to indicate their "general assessment of the relative
2 . .

value™ of several forms of "management training" for administra{ors in their

own field by ranking each on a scale drom "1 ta "10." The forms of

.

training evaluated were university arts-administration training (prior to first

top administrative post); university general-management training (prior. to

~fisst. top administrative position); internships; in-service training‘in'univcrsity

.

arts-management courses; in-service training in university, general-management

courses, professional workshops or seminars; consultancies by -fuli-time

management consultants; consultancies by other top administrators in the

respondent’s field: and "learning by doing on the ‘job."s In addition, a
A Y

spacc was left blank for respondents to add alternative approaches. Ranks

were converted to a three-category scale, for which "1" indicats s rank of

t

-

3 In the instrument sent to theatre managing directors, the fourth
alternative was "in-service training in university thecatrc-management courses”
rather than "arts-management” courses, as in the other surveys. -

J3

*
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from 1 to 3‘. *2" indicates a rank of from 4 to 6, and "3" ‘indicates a rank
* N . .
of from 7 to 10.

The purpose of this Question was not to assess the actual value of

- ——

the approaches to management training about. which the respondents were
asked, since responses were sought from i,ndividﬁél's who had not’

cxpcricncycd cach gbproach first-hand, and since meaningful evaluations
. / \ '
require some specificity as to the goal of the training. (For cxample, a

given format may be superdb for learning _(@nancial management, but poor

~ -

for learning about how to use a board of trustees.) Rather the purpose of

this question was to tap the general reputation of cach form of training
h) ‘-n < . .
among administrators .in each field. The findihgs reported below tell  us
. . s \ M *

more about the culture of each field than about thesactual value of the

-

' . Lo ot . .' -
training approaches Ecscnbcd. We shall 'see in the“next section that reports

of administrators who have used each training method diverge in important

~ ways from the reputations of these approaches among administrators as a

group.

The percentage of administrators in each field ranking cach learning
S L < . ' | ‘
format in th¢ top and bottom of the three collapsed categories is rcportc’ﬁ

in Table 3. There was a surprisingly high degrece of consistency in the

6

rankings from discipline to discipline. On-the-job experienced was ranked

. = . ' . .
in tht top three by more respondents than any form of training in all

four ficlds, and ranked in the bottom four by fewer respondents than any

~other training format in all fields but orchestras, the manageis of whigh

gave cven fewer low ratings to internships. Apparently, these are (fields in

' \

6 For reasons that are not apparent, theatre managing dir‘cctors, but not
other respondents, exhibited a high degree of selective nonresponse to these
questions. Consequently, data for the theatre administrators must be
interpreted with caution. .

\‘l (r} (:3 ot
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which lack of formal training has been no obstacle to success. Internships
lanother form of on-the-job training) were ranked in the top threc by the
next Alargcst proportion of respondents in every field as well
Arts-administration training prior to assuming the first top
managership - was ;S’nkcd ‘ igh by the ‘next grcafcst percentage of theatre
managing directors and art-museum Bircctq;s, while workshops and ;cminars

N

- .~ ¢ame in third among the i}hc'stra, mahascrs and CAA directors. Orchestra

managers rated arts-administration trai before assuming first top position

4

‘ : < ' _
T fourth; CAA and art-museum directors ra\ed

. . . « . . ) " o .
training fourth, while theatre managing diNectors chose consultincies by

~~

. peers. .
+ . ) . . L. .

By contrast, respondents in all fields were unanimous in ‘ranking

- consuitancies by - management consultants in the bottom categories more

frequently than any other form of, training. Upniversity general-management

‘ =
training - both prior to taking on a top post and in-service - was ranked
. . ~

low By relatively large percentages in each field, as well,

ot "Most striking about these findings was the relative consensus among,

-

. managers in these fieclds about the general value of thest 'approaches. On-
L \ |

cxtent, were worksijops. Peer consyltants and arts-administration courses had

I A
%oth proponents and detractors. General-management training met with

. ' . / .
muth skepticism and consultancies by management consultants were accorded

+ little stature as a management-training tool.
There were few differences by cohort among :ﬁc art-museum
dirc;tors. orchestra managers, or CAA directors. But among' theatre
managing directors, /tﬁcré appeared to be sqmc trend towards more positivc

chuations of arts-administration training programs an(, in particular, pre-

‘ 0t

in-service arts-administration

the-job training Yand internships were valued very highly as, to a lesser .

1]
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-

. A .S . . . \
servige, general-management {raining. While the most senior cohort: of

N - . ) . . . A
theatre administrators ranked pre-service general-management training below
Fi €

-

) cvey management consultants, 40 percent of “the mostu%@‘ cohort.rankcd'
’r . . .

ch training in the top three. By contrast, there appears t6 have been a -
] ,

, ~ ' concommitant decline in the reputation of woikshpps as $§ means of

training, with more than a third of. the most recent entrants to sthe field,
' .
compared to just 14 percent of the more senipr managing directors, rating

~

, workshops and seminar in 'thc'bottm‘n categories. Morcover the most _recent

-~

entrants glso held a relatively lower estimation. of peer consultancies than. .
did members of the- most senior cohort. Consistent with the increased use
of academic administration training among theatre managing directors is an

& improved reputation for such' training programs and a deva}uat‘xon of peer
N :

instruétr’g ‘through workshops and consultancies. o

*
[N -

. 3 Evaluatiop of Learning Methods by Mansgers Who Had Used Them

e -

The last section reported global- evdluations of training formats by managers.

-

N : ~who had and had not used them. This section reports on the utility. of
N ' o~ 4 <}
specific training formats. for Iearning about specific seclected managemeny
™ ! R .
functions, as ‘evaluated by administrators who had themselves employed them
\ . . » ‘
for these purposes. .-

-
3

“Even with this added specificity, the evaluations reported here must

f

be intE‘r/prctcd with caution. First of all, the characterizations of training

-

methods are broad and include many divcrsc‘program's. If one set of

IS

administrators reports finding, e.g., a consultant more wuseful " in learning

\

“about labor relations than does. apother set of managérs, it may be that the

more positive respondents used superior consultants. Second, many ’6f these

L)

. findings are basc? on assessments by very gmall sets of experienced w

L]

, managers. . iR .
: ¢ _ | o
. P 5 ~ .

.
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Respondents were 'askcEd, fof cach of seven management func:ich\ to

rate any of five training formats that they. had ac:ually employed as "very

< -

useful,” "somewhat useful,” or "not useful." The training formats werec "on- -
the-job" training; workshops and seminars; .consultants; university = arts-’

. administration courses, and upivcrsity gencral-management courses.

L4 . 5

Financial ‘Mapagement

. . ) ) N
On-the-job experience was cvaluated as most useful for financial-

7

r

management training by administradrs in all disciplines. ‘Among

BTN respondents in all but the communijty arts sgencies, consultants werd ranked - .~
J ‘x{

second for this pidrpose, followed' closcly‘by workshops and, at some

- - -4 .
distance, university arts-management and general-mamagement programs. Art

museum dirgctors were more likely to consider university arts-management

a

' financial training "not useful" (38 percent of those who had tried it) than
!

"very usefd1" (24 percent), while theatre managing directors were evenly

split. BY contrast, CAA dircctors rated both university general-management

* and arts&managcmcm. courses very highly, sbove any other-_source of
~0 / .
training Dbut on-the-job epxerience, as preparation for financial-management

- I - responsibilities. = CAA directers also 'ratcf consultants positively, with more

than half of those who had used them calling the experience “"very useful”

-

Personnel Management

- ’
Respondents in all fields also considered on-the-job experience the best

i

form of preparation for personnel ‘management. Theatre manyaﬁﬁg directors

rated consultants and universily general-management courses.-hext in value’

(although one fifth of them considered the latter “"not useful"). Art
’ r
.7 An findings in this section reflect only the responses of administrators

who had actually cmpioycdﬂthc training format for the purpose at hand.

. G T

v
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musgum dircptors rated workshops" and consuitants -posi;ivcly,' with more than

- L]

two fifths of those who had \uscq cach indicating that they were “very

¢’

" useful.” Orchestra managers were also particularly . favorable towards

/

workshops and consultants for bersonn;l-managcmcnt‘ training (although one

. } [ M
fifth evaluated the latter negativgly). The percentage of users responding

. - : £
that,arts-ad'gxinistfation' courses were t useful for learning personnel

x

management exceeded the percentage calling™ them “very useful" among all
o - ) '

but CAA directors, and especially among art-museum directors.. CAA

r
-—

directors, by contrast,. rated atts-administration courses (and, ‘ to a lesser
1 . . ' . .

AP S .. ] . .
cxtent, all other forms of traiming) very positively for' this function.

- . . .
Board Rclations. - :
Once again, on-the-job training was most positively evaluated for board
relations. onsultants received particulapty high ratings as: sources of
. ~d ) -~

traingng in{_this area in all fields but art museums” (where they were not

Y »

used for this plrpose), Workshops were also regarded very fayorébly by

-

all but the art-museum directors, a sizable minority of whom rated them as

not useful” University arts-administration courses were .deemed "noy
\
useful” by far more respondents than thought them -"v\cry useful” among all

group$ except the CAA directors, who rated them very highly as a sourc)c
of information about board relations. Univcrsi\' general-management

courses were considered "not useful” by majorities in every ficld but the
Q‘

.community arts, and rated "very useful"” by none of the respondents.

a

Planning and Decve¢lopment .

: '
Respondents again rated on-the-job training most useful as preparation far

-

planning-and-dcvclopmcnt responsibilities. Consultants were also  highly

vaiucd‘for this function: More than half of those who Nad used them i\

¢

- 3

(T

« g
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) . !
every field considered consultanties "very useful.” W:rfk}hops were  also
- . :

!

rated “"very useful” by majorities of every gr'oup but art-musecum directors.

. ’ Theatre and .orchestra administrators rated ‘general-management courses more
— highly than arts-administration courses; while Art-museum directors preferred
J‘ arts-administration courses and CAA directors rated both highly. N

. . . / b ”
‘ Marketing and” Public Relations
For marketing and public® relagions preparition, on-the-job experience was
again rated as "very useful”- by the largest percentage of respondents in
- cach field and rated “not useful" by the smallest percentage. Workshops

were rated highly by almost two thirds of those whd had used them in

every field but art muscums, whose directors were more likely to report
.. - . . . .
. that they were "somewhat useful” for learning about marketing and public

N Joy v . . " ..
‘ relations. CAA directars expressed great enthusiasm for every training

)

approach they had employed, pértiéularly arts-administration courses, which
< ¢ " .
four out of five found "very useful” Performing-arts adminjtrators also
s . :
regarded arts-a¥ministration coursés’ favorably for this. purpo‘ (over two

fifths found them “very wuseful"), while h_alf'of_ the art-museum directors

« ‘rated such CBUrscs

rd

not us;fui,f' and fewer than one fifth were wery

positive. Orchestra managcis gave ‘gcncral-managcmcnt courses high marks
."for this purposg, theatre administratpr.'; tended to ra;é them as "somewhat
uscfui,' and slighﬂy more a:'t-mus'cum direc‘tors reported that they had been
"not ‘uscful" than callcq them “very useful” for learning about marketing
and public relations. ’

- i L - ‘ |
Fewer administrators rcported that on-thé-job expericnce was very useful
.

for learning about labor relations than about any other function, although
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N A
all but art-museum directors (who rated . consultants higher) were -more

likely to «call such experience: “"very useful® than any .Qther training

t¢chnique. More than half of every group but the . CAA directors

.
considered their experiences with labor-relations consultants "very useful,”

(]

and few gave them low marks.” By contrast, more than 30 percent of

every set of managers but the CAA directors considered both arts-
1 . .

administration and general-management courses "not useful,” although a
: ‘ ' , 3
plurality of theatre administrators considered- the latter "very useful”

-

‘sorkshops were highly valued by orchestra managers, and considered "véry
uscful® by more respondents than considered them "not useful” in every
field. o
G_Q_n&xmsm_mu.mm A |
v - —“ e
;I
Only art-muscum'and CAA dircgtors were asked to evaluate trainihg

approaches to government selations. Each preferred on-the-job experience to

L
Y

any other form of learning, and both (byg especially the CAA directors)

were very posmvcly inclined towards consultants and workshops More than

half of the -art-museum direcfors é@'xﬂcrcd arts-'admsmstrat:on trammg "not
useful” for lecarning go%nmcnt rclations, and nonc,o{ them reported that
it was "very useful” By contrast, CAA ' directors were more :positive in
their evaluations of arts-administr‘ation courses for this purpose.

Conclusions

“»

"In general, then, administrators ranked on-the-job training particularly highly

as preparation for financial management, personnel management, and board

fetations, and relatively low as background for labor relations. Workshops

were reported to be relatively useful ways of learning about financial
A

management, planning and development, and rmarkcting and public relations,

.-" 7
4

T~

'1
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re T

but less useful for learning about board relations and labor relations.
: /

Consultants were secen as very useful Yor  traiming in planning and
development and in marketing and public relations; and less useful for
learning about labor relations and, especially, personnel management.  Arts-

administration and general-ma mgcmént courscs were both  given

comparatively high marks on lparkc.ting and public relations and considered

not very useful for training in labor _rclations-‘or board relations. Many

/ 4

‘administrat'ors found arts-administration courses helpful in learning about
pl;a’nnipg #nd development; and general-management , courses wuseful for
learning financial managcmc?l‘t. ~ In general, respondents had few positive

. evaluations gbout most pethods of learning about iabor relations and board
/ ~ 3 . ) .
™ . Jclations; and reported positive evaluations of a range of Aources of -

information about marketing and public relations, findncial management, and

~

planning and dd&elopment.
Administrator's from different fields varied in  their assessments of
different learning methods. Art-museim directors tended, on the whole, _to

be less likely to. rate experiences as very useful 'than'm)cmb.g:rs of other

»

groups, while CAA “directors were somewligt more likely, other things equal,
to . express positive sentiments.  Or¢ 8dtra managers were particulatly
positive, as a group, in their cvaluation of workshops, while CAA dircctors‘

were unusually positive in their sssessment of gencral-mapagement and,

- -
«

particularly, arts-administration programs. ' .

-

4
These specific evaluations by administrators who had experience with
. r

differedt forms of training differed from the global evaluations by all
administrators in (two notable respects. Although the global reputation of
‘ .

consultants among all administrators s quite low, those managers v\eho

actually wused consultants for various purposes reported high levels aof

. N +
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. . L . . -
satisfaction. By contrast, despite the  fact that arts-administration pgograms

« N [ ) .
were rated relatively highly/ by the administrators on the whole, those

respondengs who teported using arts-administration courses found them

e
4 .

relativcl§ unhelpful for most purpo:ws. (};aradoxically,, the onc e‘x/écption to

~~

this, the CAA directors, arc members of fthe population that, as a whole,
gave arts-administration courses the owest global cQa,luations.)f These

. - " ‘ " . S . . L]
findings suggest that genecraljzed rcputatxo\ns of training programs may be

poor guides to decisions,

-~ “

8 -

cither by policy makers plant\xing programs or by

aspiring administrators sceking instruction.® : .
. 1 AP . . .

8 Intra-field differénces by cohort, budget size, and experience are not
reported here because dividing the administrators with experience in each
area into these subgroups generates subgroups too small to be interpreted
meaningfully.

1y ’

L
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/

v : ' o + |
Table I: Managers' Evaluation of Their Own Levels of Prgparation
in Each of Seven Management, Functions at the Time They Assumed >
‘Their First Top Managerships in Their Fields (1="@pod" preparation;
¥3="poor" preparation)* . _

™ PH' BR  PD .M LR

| Theatres 1 --27.45 42.57 30.69 37.62 39.60 20.00  -NA *s
{ ‘3. 25.49 13.86 29.70 23.76 16.83  45.26 . ‘
N 102 101 - 101. 101 :?, 95
Art 1 25.60 30.40 45,83 32,52 29727 15.25  21.95 ,
Museums 3- 40.80 24.00 14.17 23.58 ' 30.89 55.00  43.09 - ° .~
N Y125 125 120 123 123 118 123
Orchestras "1  26.42 36,89 . 43.14 33.33 47.06 22.00 NA
3 23.58 15.53  23.53 19.61 20.59  49.00
N 106 103 102 102 102 100
29,46  39.84  42.64 52.71 53,13 11.02  37.01

CAAs
' 20.16 13.28 17.83 14.73 11.72 50.85 25.20 {
126~ 128 129 129 128 118 127

A VoI =

< *M=Fiscal management; PM=Personnel maﬁageméht BR=Board relations; PD-Planning
‘ . and development; MP-marketing and public rélations; LR=Labor relations CR=
. } ' Government relations. : :

o
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Téble 2 : Percentage of Top Administrators in Four Fields Reporting

Use of Five Learning Methods by Function* .X~
: f Discipline e PM _BR- PD MP LR CR
L ) T . ‘ ’
Theatres 0J% 96.08%  97.06 99.02 96.08 , 95.10 91.18 NA
: ‘ WS 49.02 28.43 46.08 53.92 55.88 17.65
N=102 AL . 23.53 15.69 14.71 17.65 18.63, = 14.71
& 28.43 22.55 ° 12.75 © 17.65 17.65 . 11.76
CN 56.86  36.27 46.12  47.06 . 4.90 33.33
Art Museums  OJ 92.80 92.80 . 90.40  92.80 92.80 (€ 83.20 91.20
, WS 36.80~  39.20- 24.00 34.40 28.80 \.N21.60 27.20
N=125 AA 16.80 , 15.20 15.20 18.40 12.80 " 14.40 12.80
. oM 22.40 21.60 12.80 16.80 15.20™  17.60 12.80
CN- . 36.80 32.80 0.00 39.20 18.40 32.00 24,80
 Orchestras 0J 99.06 = 99.06 95.28 96.23 95.28 89 .62 NA
Ws 51.89 39.62 4k, 34 49.06 55.67 - 34.91 '
Ne 106 E cAA. 22.64 17.92 16.04 19.81 19.81 18.87
o™ 33.02  17.92 14.15 22.64 24.53 19.81
CN 36.79  23.58 26.42 18.68 36.79 33.02
\ { o . , ¢ .
' CAAs 0J 89J15 92.25 93.02 89.15 88.37.  65.12 86 .82
- WS 45.74 31.78 44,096 58.91 57.36 14.73 26.03 |
N-129 YV 18.60 9.30° 14.85 15.50  12.40 6.20 10,85 =
.Y GM . 25.58 6.28 275 21.71 18.60 8.53 8.53

CN 27.911 16.28 22.48 42.64 ~31.01 10.85 . 17.05 .
. 1 ¥ - . s

*KEY TO: FUNCTIONS (horizontal): _FM=fiscal management; PM=personnel management;
BR=board relations; PD=planning and development; MP=marketing and public relations;.
LR=labor rplations; GRwgovernment relations , | ' .

KEY TO LEARNING METHODS (vertical): OJson the job; ‘WS-professional wSrkshops and
seminars; AA=university arts- administration courses; Gﬁ-university geheral-management
courses, CN=consultants.
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. Taﬁle 3: Fercentage of Top Administrators in Folir Fields!Ranking Value of Each of Ninpe ‘
’Learning;“ethods 1 through 3 (1) or 7-10 (3) in List of Ten' ° "

b
-

, . ) < " .7
' Discipline . Al* ~ 6 IN A2 G2 WS ~MC . " PC_. 0J ,
¥ . § ‘ ‘ ' C - . ’ : '
— Theatres i 41,112 25.33 C 54,43 34 .48, 12,20 33.67 20.43 41.11,. 79.31 ' ‘
3. 28.89 . 30.67 12.92 22.41 36 *59 21.43 47. 31 - 25,56 9.20 -
v N 90 - 75 79 58 41 98 93 S0 : 87
3 | ’ . , S
Art Museums 11 41.05 29.91 58.68 40.00 27 .83 38,14 19.13 32.48 80.65
3 29.06 31.62 IP.53 20.00 33.04 27.12 46.96 - 331.33 8.06 3
N 117 117 121 110 115 118 115 117 124 .
] . .. , / ) ‘ < R ‘ P4
Orchestras 1 35.58 27.18 60.78 - 31.07 21.57 40.78 14.85 = 26.47. 78.64
. 3 30.77 .37.86 ﬁ 82 22.33 41.18 18.45 61.39 43.14 10.68 ’
N 104 . 103 102 103 102 103 - 201 102 103
‘ ) o | 3
CAAs . 1 28.80 26.40 46.77 .  139.84 23.20“ 45.131 15.87 37.01 ' 65.89
3 - 39.20 37.60 22.58 M9.51 - 34 .40 20.31 ‘50.00 31.50. . 12.40Q '
N 125 125 124 , 123 125 128 126 127 129
*KEY: Al=university arts-administration training before becoming top administratbr; Gl=university genéral— v

management training before ‘becoming top ddwinistrator; IN=internships; AZ=university arts-administration
training in-service; G2=in-service univergity general -managemeht training; WS=professional workshops and
sdminars; MC=full-time management consultants; PC=peer consuitations, OJ=learning by doing on the job. For

theatres, A2=in-service university theatre -management trainLng
\J

) - »
o .
’ .
. ,
.
.
.
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In this chapter, we examine cvidence regardinmg the extent and nature of

"professionalism” among the arts administrators who responded to our

Y

4 - , .
surveys. The definition of "profesSionalism"™ adopted here refers to a set

of attitudes and- behaviors associated with a , distinctive form of

|

occupational ‘organization.  This definition has little ig common with the
conventional usage of "professionalism,” in .every-day speech; as a synonym

for "competence” or “"qualification." The rcader should note that whether

profgssiopal  participation and attitudes = are - associated, positively Qr%*{'ﬁ_‘\&,

. ’

. N . ' - )
» negatively, with competence or effectiveness, is "an empirical question that

3

is quite beyond the scope of this study. Whén some administrators” gre
~ \ N : N
described as having a “professional orientation® to a greater degrec than

) F sol™ . N . . e
others, or 'as parnctﬁatxng to a greater extent .in professional activities,

t 0 ¢

these descriptions are factuai accouqts of .Athcir sc!f—rcqorgcd attitudes and
bchavi‘orjs. These at:i:gdcs’ and ‘Bchaviors should nof be taken to reflect in .

T an'y WaY thc‘cf‘fcctivcrx‘css with which .thcy administer their organizations.
Sociologists define professionalism as a }'orm of self-organization by
practitioners of an occupation tixat cpablcs them to dcfgn& the importancc._
. oY their contribution and 'thc legitimacy® of their deccisions. » What Mag{ali
Sarfatti Larsen has called “the .profcssional .project™ involves the
development by pra;:titioncrs of a cognitive basis for spc;:ialism that is scen
as unique and not casily learned; the development of university programs,
run by professionals, that gontrol the certification of practitioners; th_c‘

emergence of professional associations and the consignfment -to peers of the

right to admit individuals fo the practice ‘of an occupation andyto set and

\
~

& - 1‘9 2 8
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)

enforce ethical standards; and the establishment of at least some autonomy

of professichals from the oréanizatiops in which they are cmployt:d.l o .

- -
) -

In” this. view, professionalism has two sides, one ideological and.

et -2 ,

cognitive, the other bchavioral and orginizational. The function of the

former is” tq .establish the lcgit{@ncy of professional claims to authority,
autonomy, and expertise. * The role of the l_attér «is to provide s framework

in *which professionals can interact withv their ﬁpecrs. lc_arn ‘about new
developments in their fields, ‘develop reputatioxis that can aid them in
seeking professional’ advancement, and contribute to the public acceptance ' "
of t‘hcir professional.claims to expertise and authority. : ‘ -

With ‘resgect to the first, the set of attitudes associated. with

professionaljsm usually igcludes ‘he following:.

.1. Claims to authorityh on the basis of knowledge and_ expertise;

2. Belief that the expertise required kor professional practice cannot
be obtained: solely through formal means; .

3. A ocommitment to the importance of university training programs ,
that provide credentials requisite for entry into the field; ‘

4, The belief that professional standards can best be set and s .
enforced by other professionals; _ o)
5. A commitment to these professionél standards, ecxtending to a

illingness to place the common good of the profession above
the specific good of the employing organization when these
. interests conflict; and '

-

6. A concurrent cqmmitmcm to the community of professionals,
involng~ oricntations that are "cosmopolitan® rather than
*locatl®.

With regard to the second, behavioral components of professionalism

include: ' _ ' Ct

re

I Magali «Sarfatti Larsen. The Rise of Professionalfsm. 1977 Berkeley:
University of California Press. .

2 Alvin W, Gouldner, 'Cosfnopolitans and 'l%'cgals: Toward an analysis of
latent social roles - L" 1957. Administrative Science Quarterly 2,2:281-306.

?

-

-
v

11¥ /



DiMaJ Chapter 5 -3-
4

.. . Participation in  professional activities and organizations,
particularly regional and national professional assocxatxons/

-

2. Reading - periodicals and other materials about the profcss:on and
> professional practice;’

3. Acquisition of university training for professional prhcticc;
4. Attendance at professional conferences and similnr g\thering; and

.

S. Maintenance of stron{ ties and friendships w:th profcssxonals
employed in other organizations than one’s owan.

Several scts of questions to which the adménistrators responded bear

¢

on the issue of ‘profcssionalism. as 3o d;fincd. With respect .to the
behavioral side of profcuionalismwm:rc asked ,\.v\hethcr or not
they participate‘d in a range of profcssionéi activities, - inclu ix/;g: mémbcrship
in service and professmnal associations; serv:ce Qs .officers{ -board members,
or .committee mcmbcrs xn\such associations; service on federal, state, and
local. government arts-related panels and  commissions; attendance at
professional gnd service-organization conferences; ‘reading of periodicals
related to their work; and friendship with othcr\;.arofcssionals. With regard
to the cognitive aspects of professionalism, respondents chre éskcd to rafe
the importan;:c of va‘rious qualities of top adminigtrators in their figlds; to

evaluate the importance of several goals for service or professional

organizations; and to choosec among & sct of alternative statements reflecting

L - N

attitudes towards the managcrs role in his or her organization and field.
Questions dnffcrcd from field to: field, were based on reports in

professional periodicals and discussions with managers, and were reviewed

by a.d'ministrators. policy makers, and service organization staff. lﬁ several

cases, opinion . questions weré modelled on standard items that had been
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used in other research on prof"cssionalism.3 The first part. of this chapter

is devoted to behawioral, the second to attitudinal, professionalism.

. Par{icipation in Professional Activities
4 ‘ : ' )
, Administrator§ in cach ficld were asked whether or not they had

\;’;artip{ipatcd/in_ a wide range of professional activities.d " Patterns of
participation in the four fields are described in Table 2.
/ Administrators in’n ficlds reported engaging in a wide range of

professional activities. /7 As a group, art-museum directors reported a

somewhat broadcr‘&nd' orchestra managers & somewhat narrower range of

activities than administrators in "other f:clds.* Inaddition to their principal

d ' |

service organizations, almost half of the. theatre managmg dxrcctors were

;

members of the League of Rcsidcnt Theatres (LORT) Ailmost three

quarters of the art- museum dzrcctors bclongcd to the Association af Art

A}

Museum Dmcczors (AAMD) and almost one half bclongcd to the Collcg: Art
. Assocxation (CAA). Two thirds of the commumxy arts ~ agency (CAA)
directors reported + membership in ‘the American Council for the Arts (ACA)

.and one third were members of the Association of Coliege, Untversity, and

Community Arts Administrators (ACUCAA).

. Relatively few administrators in any field reported scrv}r'xg as
- X

officers, board, or committee memBers of such organizations, Just oder 10

percent of the thea administrators had served during the previous five

years on the LORT Board and oné in six had served on a LORT

3 Richard H. Hall, "Professionalization and Wureaucratization.” 1968.
American Sociological Review 33,1:92-104; William E. Snizek, "Hall's
professionalism scale: An empirical rcassessment. 1972, American Sociological
Review 37,1:109-14; Harold L. Wilensky, "The Professionalization of
Everyone?" 1964. Americaanournai of Sociglogy 70,5:137-58.

4

These questions are reproduced in Table |.
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Committee. One in six of the art-museum directors had been an officer

of the AAMD and more than half recported serving on an AAMD

committee. Almost 14 percent of the orchestra managers had served on the

Amerjcan S}mphony Orchestra League (ASOL) board and more than 20

”
percent oh an ASOL conimittee during the previous five yecars. One in ten

CAA directors reported serving on the NACAA board and almost one in

five on 8 NACAA committce. Some managers in all fields also rfported

4

serving in state or regional service or professional organizationss
) o N ‘

All but the CAA directors were asked sbous ‘their participation on

”
. . - 5

federal grant-review panels. Many ast museum directors® but relatively

few performing-arts managers.’\rcportcd@involvcmcnt in the panel process.

/ . .

Almost two in five art-museum diréctors reported serving of panels of the
.National End‘os@mcnt !‘or thé Arts (NEA) Museum Program’ @luring the

) :
ércvxous fxve ycars comparcd o fewer than 10 percent of the orchcstra/

\
theatre admxmstratg;;&-{ho -had served Q\p their respective dxsc:plmc pancls.

More thaﬂ»a mﬁrtcr .of the art- musinm Jxrectors had scrvcd on other NEA

~ / € + i A
pancls, comparcd to fewer than one tenth of the pcrfor arts mana urs.
/t 85\ 8

. / 5 '
What is -‘more, A thxrd c}l‘\ the /art,museum directors repo gg scrvmg as

i

revicwers or panelists fo// thc Natxona! Endowment for the Humamtxcs and
£

almost a quarter reported re\ucwmg for or/sdvxsing \hc In;txtutc for

Museum Services. Thc reason for the d:ffcrcnccs between muscum and
. - i ) 7/ «» . .

performing-arts administrators would seem to be that art-museum directors
st

are the central actors in their institutions, commanding (with only a few
cxceptions)  primary responsibility for both the art-historical and

administrative functions. By contrast, although many theatre and orchestra

i

5 At the time of the survey, no federal program explicitly aimed at
supporting CAAs was in place.
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managers are experienced in drama or music, Artistic directors play the

»

-~

primg aesthetic roles in their Norganizations.

~~ Nonetheless, s;t the . state  level, performing-arts managers do
frequently serve on peer-review pancls.‘ Almost one third cﬂ‘ the theatre
managifxg directors and over one fifth of the orchestra managers reported

k | ; .
-musecum directors rcported having served on’ SAA muscum panels. CAA

’

?{ing\ on state arts agency (SAA) discipline panels; and two fifths of the
» o/
t

L

directors were most involved in SAA panels of all, with almost one, half
NG .

reporting that tl;'y had served on ap SAA panel during the past five

years. CAA directors “were also more .likely .than administrators in the
A bt
' ‘ {
other t:i,clds te report having served on some other state government panel,

- commidsion, or committee concerned with gthe arts. .

/

In summary, the administrators who responded to the surveys worked

in a wide variety of cap%’citics that took them beyond the bounds of their

own institutions. Many of their activities were regional, national, or state-

level in focus. Some involved association with dther professional arts

Fl

administratdrs;( others jinvolved contact with government agencies; still others

brought them into contact with uniyersities, community organizations, and
. ?

"the broader public. National-level panel participation, was most common for
the art-muscum directors, most of whom were art historians.. Art-museum

. . ' . .
directors were more likely than others to report advising businesses and
~ a ¢ ¢ » :

foundations about their giving to the arts, lecturing at universities, and
serving on profcssiona‘! association committees. Managers from all fields

were  active on- state arts agency panels and in state and regional

! o

professional associations, and were substantially involved in university and

- l;

workshop lecturing, as well as other activities. CAA dircctors rsportcd

HE

¢
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I3

being especially involved at the loca] and state levels in both public-sector

and private-sector arts activities.

+
L]

In this section, we shall cxaﬁxinc the extent to which respondents reported

-

attending coofgrences of managers and others in their ‘ficld; reading
professional and related publications; and choosing their friends from among

7
professional colleagues.

Conference Attendance
Patterns of 'confcrcncc attendance varied from ficld tb field, in part
depending upon the number and frcquéncy of ecvents. (See Table 3.) Most
top adn;ihistrators in all fliclds had attendca; duriﬂg the previous five
years, at least one meeting of their field’s primary service orga'nization,
from abdut two thirds of the 'n"rt museum directors who had attended
mcetings of the American ASsociatio:; of Muscums.(AAM) and an equal
proportion of theatre managing directors reporting attendance at national
meetings of the Theatre /Communications Group (TCG); to ovcr‘thrc_c
quarters of the éAA respondents who had been to at lcast.onc NACAA
national vconvocation; to fully 89 percent .of the orchestra managers Aho
had attended one or more ASOL national conferences. The laftcr were
m‘ost likely by far to report 'attcnding national conferences regularly, with
over half having been to four or five national ASOL conferences between
1976 and 1980. |

In all these fields, other mectings also attracted respondents éuring
the previous five ¥fars. More than half of the theatre managing directors
had attgnded conferences of thc. Foundation for the Extension and

Development of the American Professional Theatre (FEDAPT), almost half
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had attended a:i anoual meeting of -LORT, and nearlyone ! half had

attended a state or regional theatre conference. Almost two thirds of the

art-muscum directors reported having attended one or more AAMD annual

meetings, just over half had attended & national confc‘rcncc’ of the College

Art A;sc.ciation.,and almost hdffgfeportcd sttending a ¢co ation of a state
‘ d

or regional musecum association. More than half of the A directors had

‘ ytf'endcd &8 conference of the American Council for the Arts and a similar

percentage had - been to at least one ACUCAA conference. . Nearly three
quarters 9(‘ thc‘ orchestra managers reported having attended one or more
of OL's regional workshops. In sum, although the fields varied in the
extent to which conference at‘tcndancc was focussed on a single national
service” association, arts administrators were active attenders of conferences
that enabled them to develop their prof:ssional skills and ex'ténd their

professional networks.

Periodical Readi
7

A more passive form of engagement in a professional community is the

Fl

reading of periodicals that treat issues important to one's field.
Rcspﬂc‘)ndcnts were asked whéthcr they read selected lists of periodicals
"never,® “occasionally,” or “"regulariy.” Table 4 displays the percentage of
respondents from each ficld who reported reading "regularly” they periodicals
about whicﬁ thc;r were gskéd. These periodicals included some, like the
newsletters arid magazines of the service organizations, that carried articles
’ ,
about management, artistic accomplishmcnts.‘ and personnel movements within
each’ field. Others (for cxamp!c.v Theatre or Art Journal) emphasized

artistic developments.  Still others (Cultural Post or Arts Reporting Service)

focussed on the rclationship bctw‘cn government and the arts. And a few

»

-

I,
=ty
1
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provided general coverage of the arts (¢.8., Sunday New York Times Arts

P
e

and Leisure Section). ; ’

N,

Most administrators in every field reported reading regularly the

publications of their primary service organization, Trom ‘between just over

"Ralf, of the. art-museum directors who reported gggular reading of the

AAM's Museum News to nearly all of the orchestra managers who reported
reading ASOI’.'s Symphony on a regular basis. Managers varied in the
extent to Jhich they read pcriodica—ls of largely aesthetic interest, from
just lOA percent of the theatre man‘aging directors recading Theazrevrcgltilarly
to over one quarter of the art-museum directors reporting regular
readership of Art Bulleitin. -

Respondents also varied in the ‘extent to which they read other
materials relevant to their fields or to the arts in general. For ecxample,
more than a third of the theatre manéging {dircctors reported reading
weekly Variety on a regular -basis, compared to just a handful o'f the

orchestra managers (who were ‘even less likely to réport reading Billboard,
which covers recording industry ncws).. About half of ‘thhe CAA directors
reported rcading American Arts regularly, compared to just about one in
cight of the administrators in the other ficlds. Orchestra mahag;rs and
CAA directors were most likely, and art-museum dircctor; least likely, to
read Cultural Post and the Arts Reporiing Service, while performing-arts

administrators were the most devoted reported readers of the American Arts

Alliance’s Legislative Reports.

3

e riendshi
Professions are commonly lieved to absorb more of the individual's time
and commitment than othqr occupations. Consequently, respondents were

asked "Of your five closest friends, how many work in your own ficld?"



) . . -

DiMaggio: Chapter 5 -10-

-

4 \

Administrators of the resident theatres were striking more likely to recruit
their closest friends from among théir colleagues than were managers in
other fields. Over 40 percent of the managing directors, .compared to

& -~

about one sixth‘ to one quarter of other respondents reported that th’rcc to
five of their closest fricnds wprkcd. fn their field. . Only about 10 percent - 5
of the thcatré sdministrator‘s found none of their fivc" closest friends
involved in their ficld, ;ompa\rcd to 30 to 40 percent of the managers of
orchestra, art museums, and con.xmunity arts agencies. Given the high
average levels of‘ prochssilonal experience among the art-museum dirc;tors,
their responses were somewhat sumrising.& The high degree of intra-field
.fric'ndship among the theatre managing directors may bq- related to the

greater geographical concentration of théatre activity than of resources in

the others ficlds where managers were surveyed.

V.[h’;]gn in Behavioral Professionslism by Cohort apnd Orgaplzation Si’zg

In all four fields, seniority and professional partici@ation were found
to be strongly linked in some respects and unrelated in others. In general,
the link between experience and participation was strongest among the
<;rchcstra managers and weakest among/ the ;rt-museum directors. In all the

disciplines, the more senior managers were far more likely than others m\
report particigation as officers, board members, or committee members in
natjonal scrvicc'organizations or on national panels. In all ficlds, as well™
- differences in participation mﬂc and regional activities by cohort were |
- ‘far smaller than &t the national lcyel (although, among the orchestra
T T R managers, such differences’ remained notable). By contrast, local-l’cvcl
| activities were somectimes favored by members of the more recent cohorts.

More senior managers were more likely to attend national conferences

among the theatre managing directors, museum directors, and CAA directors,
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but-'not among the orchestra managers. The most junior cohoi'}ts of

orchestra managers and

¥
were someéwhat less likely ¢

‘ \‘ } -

AA dircctors, but not theatre managing directors,

senior colleagues.

v
- Ed -

The ast-museum ficld varied markcd]y in that the range of

participation in the junior cohT/wu far greater than that of junior’
= o .

cohorts in other fields, particulfarly with regard to invited or appointive
po§itions.’ Indeed, the relative ncwcomcfs were more likely than others to
have served as reviewers or advisors for the National Institute of Muscum
Scrviccs.. Non‘cthclcss. the more junior Qirqctors were less likely than”
others to attend AAM conferences and 'to read .Museum Neyf. There n;ay
be three reasons for these differences. First, members of the junior cohort
of art-museum directors had been ;'op executives longer than had
administrators in the most junior cohort in ahy other field. To the extent
that time (rather than position in a queue) is related to participation, they

would be likely to participate more. Second, cohort was less closcly related

to organization size in the art museum ficld t{:an in any others; to the

extent that individuals in |larger organizations participate more than

managers of smaller ones, w¢ would expect junior-cohort . arf-museum

\

directors to be less’ affected.  Finally, the most recent| entrants to art-

¥
+

muscum directorships were more likely than their predecessors to hold

Ph.Ds and to have taught in universities: their professional commitments

may have been directed more to the worlds of art history and ar: muscums
i
than to the museum world more generally.
Fipdings about the relationship between organization budget size and

professional participation were similar to those on differences related to

tenure in the field. In general, for all fields, the wider the gcographic

' 119

read many periodicals than were their more”
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scope of an activity. and the greater the extent to which participation was

nT i
\

. invited rathcr than \vam‘tjry\ the greater the tcndcncy for managegs of
i

7. -
\l exceptionally strong is the ori;;\cstra and, to a lcsscchttnt. community-arts

N >
~!

| : i .
ficlds, and wcékcst. ﬂlfthox‘gh till notable, among the museum directors.

!

-For enmplc mansg:hg irectors of small theatres were no less likely .

3
\ to | pargécxpstc m statc, l al and regional activities, to <attend local or

;\ regional conferedces, or to .,:rcad widely in professional periodicals than

were directors of' larger theatres. Art-museum size was unrelated to

tx‘\rcctor participation - in; NEA t panels other than _those of the Muscum

A ) '
“\\ ) Program br to rcvxcwxng Fo:x;\ithc Humanities Endowment or the Museum
. S.::rwccs Instituge, and to attendance at AAM' mcctingé. Indeed, dirccftors of
/A \ ; S"ﬁmlfcr museums wc;‘cl more lik;ly than those of larger mt;scms to be
) Oilr{volved in ‘many state and lopal acnvmcs‘ (mcludmg mcmbcrshxp in SAA
- péjncls). Somcwhat s&:?.rxsx;xél ‘\i}x‘rcctors of the larger museums were less
o ‘ fprisisig

likcl/y to report readin wxdcly in their field’s periodical literature and

i rccruiting‘ many of their fx}xcnds from the museum field than were
v ~—t

~ directoss o&f smaux‘& useums.y, Ex It is poss:bic that directors of large

Al
Y

{~ muscums, ar? SO wclN qegxratcd gmto \thc field that they do not need-to

\ read to kccp up thh cvcnts but, it *\\*s alsg possible that participation in

the university-centered wo)\d\of artR hﬁtory h’;s created stronger profcssxonal

Y

; networks am Qg directors of small m&c ms {many of which are umvcrsxty
\ ] ‘ e \ » ‘y 4
} muscums) than among'dircctﬁ " df larger institutions.
i @ '

}

i

By contrast, pro‘l’cssxong partxcxpanon was strongly related to

orgamzatxon size amdng thc C;AA dxrcct\'s and the orchestra managers. In
N . Y

the case of the former, it ‘may be\’than in: fhc absence of major variation
{
H
nal bdpgcts are the principal laxis of‘
I

larger orgamzations to patticipate more than smallcr . This tendency was

‘{4

~
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differentiation: Thus directors of large CAAs were more active not just at

»
.

the national level But also in most state and local activities; and more
active not just in invited activities but with‘ respect to voluntary
confcrcﬁcc attendance as weﬁf/ In th‘c" orchestra fiel managcrs‘of the
smaliést orchestrl‘u were less integrated into the fitld with respect to every
mca-s.urc of particibatio_n but membership in SAA pancls other than
orchestra panels and certain local actiyitics. Managers of theismallcst
orchestras were less likely to attcnd national ASOL meectings (but not ASOL

rcgionaf workshops), to read regularly r;nost of the publications about which

they were asked, and to report that many of their closest friendships were

4

with other participants in the orchestra field. . .

ya

In summary, then, more cxpc’?icnccd managers and adminisfratorg
participated 'more actively m profcssxonal activities in all fields, :;xpccially
when :ho§= activities were national in scope or invited (or clective) rather
than voluntary. In most fields, younger manqgcrs and those of smaller
organizations appeared active in state and local affairs, suggesting an
informal apprcnticcshi’p systcui with informal inter-organizational professional
careers. - This system appeared str\ongcst in the art-museum field, where
differences in participation between directors of diffcrcnt-sizic organizations
and’ different levels of experience were weakest, and weakest in the
orchcst;a ficld, where such differences were strongest and where manaécis

of the smallest organizations were also less integrated than others in terms

of several informal and voluntary forms of prof%sional participation.6

6 Indices of participation were summed to create a composite "professional
activism" scale and subjected to regression analysis to assess the relative
impacts of several determinants of participation net of ome another. These
analyses, which are reported in full in the preliminary report of this study,
revealed that three factors - operating budget, years of experience, and
salary -- accounted for most of the explained variation in participation in
cvery field. .
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In this section, we investigate the extent to which  the responses ~of

\B
managers to questions about their“attitudes towards specific « policy and

*

'msnag'émcnt questions reflect beliefs or dispositions convcntion(a\lly associated

with professionalism in the social-science literature.  The reader should
! e

- . 3 A . ‘ -
recall that no judgments are intended about the value. of theW attitudes

- -

described or about the likely effectiveness of administrators espousing or°

not espousing e’such‘.\. attitudes. The purpose here is simply to assess /the

extent to which respondents expressed allegiance to eviews of theip’ jobs

consistent with cognitive orientations in other occupations that have come to
[ 4 . ’ :

be regarded as "professions” p

Professional attitudes “are characterized by claims about both

. L2 « . . ’
individual practitioners and about the occupatiohal community as a whole.

N
With respect <o the individual pradtitioner, professionalism includes 1) an
- _

emphasis on expertisc as the basis of suthority, 2) claims of sltruism,

disinterestedness, cir public spiritedness; and 3) a yiew of carcer
advancement through” professional practice in several oréanizations rather
than through promotion in a single organization.7 With respect to th'c
occupational community. profcssionalism is characterized by 1) loyalty to
professional commumty and standards above l/yalty to oncs employer; 2)
~

empahsis on collcctwc actxon of professionals .to cnforcc proi‘cssxonal cthxcal
standards; and 3) commitment to use professional associat_ions to increase the
legitimacy of professionals with the general public and with spcci'ﬁc'
constitucncics, including gov’Ernmﬁnt. .

s '

“~ e

7 Fred H. Goldner and Richard R. Ritti, "Professionalism as carcer
immobility.” 1967. American Journal of Sociology 72. 5. 489-502..

I2

.
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Tables § through 7 \‘_dcscribc the questions that tapped these

individual and collcctivc-cgmponents of professional attitudes. The first

» ’ - ~
questiop  (Table 5) ~requested managers’ assessments of the reldfive

importdace of several criteria that could be used to &lcct the chief
' ’ - . - .- -
administrator of an organization like their own. The seccond question .
. -~ ) A .

(Table 6) asked administrators to rate the relative importancc\of a number
of functions that service organizations might perform in their field. The

tﬁird_ set of questiﬁfﬁable 7) contained several paired statements between

~

which respondents” had to choose.

A - -

! At the indivf’dual level, respondents’ attitudes towards the importance .

$ .
of managerial cxpcrt\fs)e.wcrc .tapped by their ;atings qf management
cx,pcricnce‘.b\'orma! trailx;ing, in adufinis:r‘atmt; ability td prcpa}e "a "budget, ot
markct.ing c@cricncc, gransmanship ability, a;xd private 'fund-raising ability

as managerial qualifications. Thcy were reflected as well in rcébpﬁdc.n&
raripgs (for service organfzations) of the }mportancc of k‘ccping 'managers
informed about. new administrative techniques and providing training
opportunities. T,wo‘ forccd-choicézpairs also addressed the issue of
managerial expertise: one asking respondents to assess the rcl'e;tivc
importance of artistic and administrative experience as background for jobs"
like their own; and one (asked only t‘o orchestra and CAA: administrators)

about the relative utility of volunteers and trained paid 4::mpk>yccs.8 The

emphasis in professiomalism on disinteresteddess and altruism was tapped by

r

8 In such ficlds as social work, exponents of professionalism have opposed

the use of volunteecrs on the grounds that they lack appropriate training

and expertise. It should be noted that all of these questions tapped only T
attitudes towards managerial professionalism, and not artistic or scholarly

forms of professionalism, as might be espoused by theatre artis’yc directors
or_academically oriented museum’ directors. This is yet another reasonm to

avoid confusing professionalism, as defined here, with either effectiveness

or virtue. _ /
’ ' <

' * 122
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a forced-choice question asking th/rcspondcnt to assess the ecxtent to which
\

g

professional administrators in his or her field are motivated by extrinsic, as

- ¥

opposed to financial, rewards. Finally, the focus on &rorganizatwnal
k)
carcers was addressed in the question about service organizations, which

asks;*réspondcnts to assess the importance of enhancing career opportunities
as a gerineéQrganiz;tion ful;ction.

5{;chch other qucsgg;)ns focus upon the c;tcnt to which rc.sbondcnts

fc@t f\m;trqng co&i‘tﬁ:cnt to ﬂéir professional commuhity. - Respondents

. . &,

were asked to rate tht importance of "standing in the ¥Tield" as a criterion

o ;M‘ov fx‘clccting top managers of an organization like their own. And they
; -G )

'x'-w;:rc asked, in the forced-choice format, to decide whether an administrator

»

<

like ' themselves owes a responsibility to the field as a whole even when it

’ ."’% . . . .,
-runs against the short-range interests of this or her own institution. ___

~

Willingness to vest social control ‘over the agtivities o) individual managers

"in the professional community(i was tapped by questions asking respondents

Py

to assess the import%‘gc‘c, ~as  functions of se

organizations, of

cstabiishing standards of ethics for managers and of preverdting ungqualified

N

persons from serving as srts administrators. In addition, museum directdrs

-

were asked, in forced-choice format, ,about their attitudes towards museum

accreditation; and, in a separate question, about the proper agency 1o

. ] ! -
enforce museum cthical standards.  Kinally, administrators’ opinions about

, * .

v the wuse of service organizations to represent their profession to those
: Y

outside their .field were tapped by items in’ mq service-organization

4

of .their organizations or profession, representing the field to public

agencies, and advocating legislation in the intercsts of the arts.

6 , L . ,
_question asking them to rate the importance of enhancing the public status
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Respondents in each field were requested to rate criteria for selecting . a
p :

chief administrator for an organization like their own as "unimportént,'
. "so::newhatl important,” or “very important.” Patterns of response were quite
similar ?rom ficld/to field (Table 8). Management experience was rated
"'vcry important® by a large ma‘jérity of respondents in each field. By’
contrast, fewer than one fifth.of the respondents in sny ficld considered

formal training in administration to be “very important.” Over four fifths

of theatre, orchestra, and CAA administrators but just over half of the art-

N

: s
- museum directors ratcd*'abzliny to prepare a budget" as "very important”

M L N v e . y \ . Ao
Just over half of the performing-arts administrators described marketing ¢
. i .

£

.cxpéricnce as vcn@nportant.g Majorities of the theatre and CAA

i
admini‘!ftrator's reported that gransmanship ability was’ “very important,”
comparcdr to jx& under half of the orchestra managers and just over one
in four of thc‘art-muscum directors. (The latter were more likely to rate
"private fund:raisins ability" -highly.) Fewer than one in ten of the

\
theatre managing directors reported that "standing” in the ficld was a very
important criterion, compared to almost on¢ in ri;rc orchestra manégcrs, one
in four CAA directors, and more than one third of the art-museum
. directors.

A;tifudes towards the importance of knowledge about or appreciation
fo; artistic work varied from field to field. Over 80 percent of the
theatre mﬁnaging di’rcctors called 'afyprcciation of the dramatic art* “very
important,” but only one in four said the sémc about "knowledge of the

dramatic literature.” Similarly, over four fifths of the orchestra managers

thought it very important that a manager appreciate symphonic music, but
Mg

L

9 This item was rot included in the questionnaires for art-museum or
CAA directors. '

4 f(/ ' 112‘1
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fewer than one half felt it cqualy important that he or she have.

"knowledge of tlic symphonic repertoire.” More than two thirds of the
CAA directors thought “appreciation of  the arts" a very important

qualification for a job like their own. Just under two thirds of the art-

-

muscum directors called “connoisscurship® very important, compared to just

+
I

under half rating "scholarship” that highly. :
. v .

Given the diversity of missions and organizational structures among

the four 'ficlds, the degree of consensus on the question of what makes a

good msnager was high. Administrators in all groups would choose
replacements  for themselves who had management experience; tact,
refinement, and style; and the ability to prepare a budget: and who

appreciated the work of the artists or artistic experts whom they managed.
L

In none of these fields were respondenss very concerned about the standing
of candidates in the field as a whole, their experience in ecducational

work, or whether they had received formal training in administration.
: . . LY
vi
Respondents demonstrated similar consensus in their assessments of th\t

’
importance of ten potential functions of service organizations in their

L
fields (Table 9). On the whole, managers agreed strongly that service

i
. organizations should take stands on legislation relevant to their fields (from

) |
72 percent of‘CAA directors to 87 percent of art-museum directors) and

represent the field to public agencies concerned with the arts (from 72

percent of theatre managing directors to 83 percent of orchestra managers).

Over two thirds of the performing-arts administrators also considcr'ed status-

enhancement a "very important” function, compared to about 60 percent.of
. ) g

F’
the CAA directors and fewer than one half of the art-museum directors. .

1

Pt
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Next to representing their orgamzanon{ collectively to government

and the public, respondents reported that the_ttaihing and education role of

service organizations was most important. - Two thirds of the orchestra

managers and CAA directors and over one Kalf of the theatre managing

a :
directors responded that providing training opportunities for managers was a

"very important” function; and more than two thirds of the orchestra

-~

managers, three fifths of the thcatre managing directors, and over half of

the CAA directors thought it very important that service organizations keep
members abreast of current management tcchmques Art-museum dircctors

»
were much less: xkc(ly——«o favor the management-education rolc for service

(3R}
o N
s

orsamzanons. R

.’

LI

’ » ’ ,

Relatively few'respondents in any ficld called preventing unqualified
LI ‘ .

persons from holding jobs (an important function in the classic professions

of medicine and law) “very./important” (from 14 percent of the theatre

-

manging directors. to 24 percent of the CAA directors), but a larger

percentage in. each group - just' under half of the performing-arts
\.

administrétors, just under, two fifths of the CAA directors, and fully 96

percent of the art-museum directors - believed that service organizations

A2

were "very important” vchicles for setting standards of” professional ethics.

If many of the art-muscur: directors looked towards their service
organizations to setv ethical standards, fewer were willing to let such
associations enforce them. Almost half of the art-museum dircct%
reported that cthieal standards should be enforced by each museum’s board’
of trustees. Slightly fewer would have them enforced by cither the

American Association of Muscums (22 percent) or the Association of Art

Museum Directors (20 percent), while almost one in q"ht suggested some

\ -
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recommended that such standards be enforced by government agencies that

support museums.

For each of the ‘t'orced-choicc questions, respondents were asked to choose

-

one of two conl‘liciins statements and, further, to indicate whether ma_king
the chojce was "very difficx;lt,' *somewhat difficult,” or "easy." Combining
the choice and the estimate of--difficulty yielded, for each question, a
scale ranging from "1" (easy choice of first nltérnativc) to "6" (easy choice
of second alternmatjve). Re!pbnscs are described in Table 10.

Responden were asked to chéose between two statements, one of-
which asserted that .'whi'lc busincss‘. scnse 13 uscful; it is essential that”
administrators inl the respondent’s ~ discipline .f:pavc strong  artistic
backgrounds,”” while the 'othcr strcsscdk the imp‘értancc” of "a étrong
background in minagcmcnt.', Responses from 70 to 80 percent of ali
groups gu: the art-_museuﬁx directors strongly favored the second
(management) alternative. By contrast, three quarters of the art-museum
directors chose, the first (artisic-background) option. This striking

difference reflected the art-historical bickgrounds of most art-museum

directors and indicated that the professional allegiance of most art-museum

. directors. :

e

Asked to: choose between one statement asserting that "nonmonetary
rewards make up' for the low salgrics' of managers in their ficlds and
another stating that "salaries are so low . . . that many dedicated managers
are leaving the field for more remunerative work,” more than hal_f of the
(better paid) art-muscurix and orchestra administrators, compared to about 40

percent of the theatre managing directors and just over onc in five CAA

directors, chose the first option. Respondents were also asked to choose
-

127 .
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- between one statement asserting that administrators of several kinds of arts
organizations were members of the same profession and a second that "I
find that I have little in cox)nmon' with members of these othcr.groups.
The reference group for thcatre and orchestra administrators was managers
in all of‘thc ‘r:\crforming arts; for art-museum directors, it wa:“pcOplc Iin
all kinds of museums; and for the CAA directors, it included administrators
of all kinds -of a:;:s organizations. CAA directors and orchestra managers N

A

\N-
were most inclusive, with more¢ than 90 percent of cach choosing the f:rst

-

alternative, as dzd/ncarly as many thcatrc admzmstrators By contrast,
dlmost half of the art-museum directors rcported having “little in common”

with directors of qther kinds of museums.

Respondents were asked to choose between a statement that an

-
s

administrator should always act in the best interest of his or her

organization, even when tr;é action is not in thc best interest of the field

as a whqle; and a second statement asserting the reverse. Only ainong the

CAA directors did a majority of ;csponden_ts chc‘Josc the second, more
classically prc;fcssional. alternative. Majorities of the other respondents

(from $8 percent of the art-museum directors to over 'thrcc quarters of the

orchestra mahagcrs) opted for the well-beging of their organizations, (Fc\‘vc}

respondents in any discipline reported making this choice "easily” than any

other forccd-chojce item described in this section.)

ﬂ Oichcstra managers and CAA.directors were asked to choose between
onc statement asserting that volunteers are intrihs‘ica!ly valuable and another
suggesting that they arc a necessary evil that should eventually be replaced™

. , . «
by paid staff; respondents in both ficlc}x\ favored the first (pro-volunteer)

choice almost unanimously. Similarly, more than 90 percent of the art-

. 12§
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muscum directors chose a statement favoring museum accreditation over one

~~

opposing / it. . a

| Newcomers to the resident stage ldiffcrcd from more senior manz;gcrs in
severil respects. Thcy_“;cre less likely than more senior managing directors
to consider knowledge of the dramatic literature a8 very important
qugliﬁcationfor their jdb: only 10 percent compared to more than one
third. By contrast, one in five of the most junior cohort, but no
respondents among the .moét senior, considered formal training in
administration to be very important. The .morc\hu:ior managing directors
also  accorded somewhat greater importance to the <ervice-organization
ﬁfunctions of kccping' managers abreast of recent manasemcm‘tcchniqucs
. and providing training opportunities. The pcrécntasc» of rcspondcnts who
) &

sclected the artistic-background versus the management-background forced-
choice response also declined steadily with cohort: Almost one third of the
most senior rhanaging directors held artistic cxpcricncg to be more
important than management background, ;‘:‘om'p;arcd to less than a gqdarter of
the middle cohort and just 13 percent of the most recent entrants. In
short, these patterns appear to represent 8 growing managerial _orientation
on the part of more recent entrants to the field of thcat’resadministration.
consistent with the changes in training and backgrc;und described in ‘earlicr

chapters.
The responses of ‘,thc junior cohort of art-museum directors reflected
similar changes ina tha; field. The most recent entrants were less likely
(just over 50 percent, compared to about two thirds each in the earlier

cohorts) to call connoisseurship a "very important” criterion for selecting a

director; and almost one quarter (compared to none of the most senior
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&

directors) rated formal training in administration as "very important‘." The

]

ol
importance accorded fund-raising and Dudgeting as qualifications also rose

mo:ipw\nically with cohort.10

The most junior directors were also twice as
likely (ope half compared to one quarter) to strc;s the importance for
service organizations of 'k\ccping museum professionals .abreast of current
management techniques." ®* What is more, just two thirds of the two more
recent cohorts’ members, compared to more than 90 percent of the most
senior directors, rcgardcd olarly and curatoriai backgrounds as more
important for directors than anagcfiai backgrounds (the forced-choice

item).

t
AN

Although the orientation of the less senior directors was more
managerial than that of thcir. more scnior“ colleagues, it was not more
professional, in thc classical sense, The more junior directors were less:
supportive of the s-{ocial-cont}ol and representation “functions of service
organizations, for example. Fewer would have service oréanizations keep
unqualified persons out of museum jobs or represent ‘the field to public
arts agencies. Moreover, they w;rc substantially more likely to wvest
responsibility for enforcement o‘;' cthical stand;ards in each museum’s board
of trusteces, while the most senior directors were more likely (31 percent
compared to less than 20 percent) to vest responsibility in the American
Association of Museums. The most junior directors were also somew}jat
more likely than the most senior (two thirds compared to ong half) to

report that they would act in the interests of their institution when those

interests conflicted with the interests of the musecum field.

10 More than fifty percent of the junior cohort, rated "comigitment to
outreach"” a "very important" criteria: twice as many as in the most senior
cohort and five times the percentage in the middle cohort.
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Is managerial professionalism increasing in the art-museum field?
The answer is mixed. A’ notable minority of more recent cntran;s to the
field displaycd.l stranger oricatation towards the managérial aspect of
their work; yet they were somewhat less likely x‘han more senior dircctors
to provide traditionally professional responses to qucstion;s about collective
control and responsibility. At least s minority of the less senior directors,
but vir‘tually none of the most senior, apparently embraced a conception of
their job that was as similar to that of performing-arts adﬁ:inistrators as it
was to traditional notions of museum professionalism.

The attitudcs of orchestra managers varied less dramatically by
cohort than those of art-muscum and resident-theatre adminis’t‘ramrs, but
displayed, in more modest fbrm, the same xchcncy towards an increase in
managerial oricmation.. Little éystcmaxic variation was rcvcaicd among the

CAA directors (for whom each cohort covered far fewer ydars than those

in the other fields).

Summary . |

Did the arts administrators display a "professional orientation” (in the sense

dcscribcd,carlicr) towards their work 8s ’managcrs? The responses elude

easy labels. In no field did respondents as a group‘ endorse all of the

traditional components of the professional belief system. For example, most‘
<

respondents  (except for art-museum dircctors) considered management
training and education an Aimponant role of service organizations, yet tfxcy
rejected formal management training (and the credentials that go with it)
as an important criterion for sclecting administrators for jobs like their
own. Except for the art-museum -directors, rcspondents éxpressed little
interest 1o the collective social-control potential of service or professional
organizations. And. except for the CAA directors, most chose, in principal,
'r.: >
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tc act in the (best interests of their ganizétions when those interests
conflicted with those of their ficlds. On'the other hand, the respondents
appeared to be appreciative of the value of collective mobilization to
pursue¢ broadly political ends: supporting legislation, negotiating  with
government agencies, and enhancing public images. In Qhort. in some
respects the responses. of these administrators conformed to the professional
model and in other rcspc;ts they diverged sharply.

| This combination of convcrgencé and divergence was most striking
among the art-museum directors, whose responses werc least like those of
the other respondents. Art-museum dircctor.s plac;d less stock in formal
management training than any other group, both as a criterion for hiring
directors and as a function of service organizations. Yet they were most
supportive of the role of service orgax;nizations in establishing /(and, for a
large min’ority. ’cnforcing) professional ethical standards.

In the art-museum, theatre, and, to a lesser. extent, the orchestra
fields, a trend towards increasing managerialism ‘could be noted ‘in the
responses of @cmbcrs of different cohorts, although, in the former at least,
administrative orientations were reflected in thé responses of only a
minority of respondents. Among the art-museum directors, ‘thc increased
‘manaui’ialism was accompanied by a modest decline i‘n support ~for

traditional tenets of professionalism.

?
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Table 1: Participation Questions. fgg Fach Discipline \

\ “( . '
Theatres \ , i% . k

-
-

" ARE YOU OR'YOUR INSTITUTION CURRENTLY § MEMBER OF ANY OF THE FOLLOWING
ORGANIZATIONS? . \‘ .k \

Theatre Communications Group (TCG) * (:3 X

! .
League of Resident Theatres (1)

A state or regional theatre association (2)

theatre (3) ‘ . ' | A

P

DURING THE LAST FIVE YEARS HAVE YOU DONE ANY OF THE FOLLOWING?

Lectured on arts administration at a universityvprogﬁem (4)

*

Lectured on arts administration at a conference or woﬂkshop progr%r (%)

<

Lectured on artistic aspects of drama or the stage at a university ***(C)
' 3

Lectured on artistic aspects of drama or the stage at a theatre other
than vaur own ***(D) ~—

'\
Served as a consultant to anv business association abothXheir giving to
the arts **%(F)

*

Served as a foundation consultant or member of a foundation panel invojved
in giving to the arts or to artists '***(F) ‘ ' )

¥
p

Tables -}-

¢ }
DURING THE LAST FIVE YEARS, HAVE YOU SERVED IN ANY OF THE FOLLOWING CAPCITIES?

As an officer of the Theatre Communications Gr&up (TCGY? **x (&)
As a member of the TCGC Board (6)

On any TCG committees **(H)

As an officer of the League of Resident Theatres (7) \ :
On the LORT Board (8)

On any LORT committees (9)

As an officer of the Foundation for the Extension and Development of the
American Professional Theatre (FEDAPT) **(I1) ‘

As a member of the FEDAPT Board **(J) .
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Table 1 (con?)

3

On any FEDAPfNCommi:tees (10) )
As.an officer of the Theatre Dévelopment Fﬁnd (TDF§ ** (K)
As a member of the TDF Board **(L)

On any TDF commiétees *& (M) | W

DURING THE LAST FIVE YEARS, HAVE YOU SERVED IN ANY OF THE FOLLOWING CAPACITIES?

'As a member of a National Endowment for the Arts (NEA) Theatre-Pamel (11) _—

As a member of any other NEA panel (12)

On a National Endowment for the Humaniti;s (NEH) paqail;*(N)

any other federal-government, arts-related panel, commission, or committee **(O)
As a:member of a state arts agency theatre pan;l (13)

\

As a m;mber of any other staeg-government, arts-related panel, committee,

or commission ***(P) \

As a member of any other panfl of a state arts agency (14) .

\ €

, . -
_As an officer or council member of a state or regional theatre association (15) ;-

As a member or active participant on a community arts council (16)

On any other comﬁunity—level {public or private) arts-related committee,
commission, or panel ***(Q)

As a member of thelboa:d of directors or executive council of a community- ’
level united fund drive for the arts or similar organization **(R) :>

As a palid COnsultan‘ to another rnonprofit theatre (17) , .

Art Museums

.

ARE YOX CURRENTLY A MEMBER OF ANY OF THE FOLLOWING ORCANIZATIéNS?

*

American Association of Museums *(A)
- ]

Association of Art Museum Directors (1)

College Art Association (2)

A state museum aSsociation (3)
A regional museum-associdtion (&)

The board of trustees or advisory board of an art museum other than
your own (5) ' '

The board of trustees or advisory board of any other arts organizations,
besides an art museum (6) , ‘
S 134
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Table 1 (con.) A 4 R

DURING

THE LAST FIVE YEARS, HAVE YOU DONE ANY OF THE FOLLOWING?

Lectured on museums or arts administration at a university program (7)

Lectured on museums or arts administration at a workshop program (8)

Lectured about'art history at a univerggty k%% (B)

Served

their giving to the arts *#**(D)

4

, Lectured about art history at a museum other than your own ***(()

as a consultant to- any business or business association about

Served as a foundation copsultant or member of a foundation pangel involved
in giving to the arts or to artists #**(E) d nﬁ
Served as a paid consultant to a museum other than ybur own ﬂ9)
Served as«én officer of the American Association of Museums (AAM) **(F)
Served as a member of{the AAM Council **(G)
Served on any AAM‘Committees (10) ‘ ' - . ) S
Served as an officer of the As;ociation of Art Museum Directors (AAMD) (11)
.Served on any AAMD Committees (12) . | l
Served as an officer of the Coliegg Art Association (CAA) **(H) |
Served as a member of the CAA board *% (1) |
Served on any CAA Copmittees **KJ)
Served as a member of the National Endowment for the Arts (NEA) Museum
Panel (either policy or grgnts) (13)
Served as a member of any other NEA panel (14)
Served as a reviewer or panel member for the National Endowment for the

Humanities (NEK) (15)

DURING

THE LAST FIVE YEARS, HAVE YOU SERVED IN ANY OF THE FOLLOWING

CAPACITIES?

As a reviewer or member of an advisory committee of the National Institute

of Museum Services (16)

On any

A

other federal—government, arts-related panel, commission, or committee? ***(K)

As a member of a state arts. agency panel (17)
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Table 1 (con.)

As a Fember of any other panel of a state arts agency (18)

"As a member of any other state-government, arts-related panel, committee,
or commission ***(L)

As an officer or council member of a State museum association (19)
As an officer or council member of a regional museum association (%9)
As a member or active participant om a community arts council (21)

On any other community~level (public or private) arts-related committee, \
commission or panel #***(M)

4.

As a3 member of the board of directors or executive council of a communitg&
level united fund drive for the arts or similar organization (22)

Orchestras

ARE YOU OR YOUR ORGANIZATION CURRENTLY A MEMBER OF ANY OF THE FOLLOWING , |
ORGANTIZATIONS? . | -

American Symphony Orchestra League_(ASOL)‘f(A)
A state or regional orchestra association (1)
An association of orchestra managers (2) ’ o
The board of trustees of an orchdstra other than your own **(B)

< ' '
The board of trustees of any othér arts organization, besides an orchestta (3)
DURING THE LAST FIVE YEARS, HAVE YOU DONE ANY OF THE FOLLOWING? . , \‘
Lectured on arty administratién at a university prdgram <4>" | ( |
Lectured on arts administration at a workshop program (5)
Lectured on music at a universiiy ***(C).

~

Served as a consultang‘to any busineds dr business association about giving 2
to the arts ***(D) ‘ :

) oty

DURING THE LAST FIVE YEARS, HAVE YOU SERVED IN ANY OF THE FOLLOWING CAPACITIES?
&
: ’ \
As an officer of the Board of the American Sympohony Orchestra League (ASOL) #**(E)

As a member of the ASOL Board of Directors (6) -

As a member of a National Endowment for thé Arts (NEA) Music Panel (7)
As a member of any other NEA panel **(F)~ 2
t
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o \ . .
Table 1 (con.) C / '
On/a Naeiongl Endogmént for the Humanities (NEH) panel **(() ~

' .On any sther federal—government arts-related panel,‘comnissionzgpr
committee **(H) ' e
As a foundation consultant or member of a foundation panel involved in
giving to the arts or to artists *%*(I)

+  As a member of a state arts agency music panel (8"

As a. member of any other state-government arts-related pnnel, committee
or commission (J) ’

v

As a member of any other panel of a state arts agéncy (9)

As a member or active participant gn a community arts council (10)
[ % '

On any other community level (public or private) arts related committee,
or panel ***(K} . g

!

\, : ‘ ) : .
- As a member of the board of directors or exécutive council or a community
level united fund drive for the arts or similar organization **(L)
LY
Community art$§ agencies -

ARE YOU CURRENTLY A MEMBER OF ANY OF THE FOLLOWING ORGANIZATIONS?
. § . . _
National Assembly of Community Arts Agencies (NACAA) *(A)

‘,Association of College, University, and §$mmunity Arts Administrators f
(ACUCAA) () 9 :

- | 'American Council fpr the Arts (ACA) (2f
Neighborhood Arts Programs National Organizing Committee (NAPNOC) (3)
“. . !

g . n state or_negionaiwassocia:ion of community arts agencies or adminisﬁrators (&)
\\ | The board 5} nwcommnnity arts aéenty (Céﬁ) other than your own (5) 'x/
The:%oérd of any otﬁefnarts ofganizg;ions, besides a CAA (6)
6UR£NC THE LAST FIVE YEARS, HAVE YOU DONE ANY OF THE FOLLOWING?
Lectured on arts administration af a univérsity program (7)
" Lectured on arts adminis:ratinn at'a w0rkshos'brogram (8) - ,//

Lectured on the community arts at a universitv *%%(B) "

Lectured on the community arts at a workshop program **x((C)
4 . .
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Table 1 (COB )

DURING THE LAST FIVE YE;?S HAVE YOU SERVED IN ANY OF THE FOLLOWING
CAPACITIES?

As an/pfficer of‘NACAA (9)

As a member of the NACAA Board (10)
On any NACAA Committees (11)

As an of%icer of ACA *% (D) | ’
As a member of the ACA Board **(E) ‘

/ On'any'KCK/EEEEItgees (12)

As an officer of ACUCAA **(F)

As a member of the ACUCAA Boar&‘**(G)
On any ACUCAA Committees **(H)

On any federal~-government, arts-related panel, commission, or committee,
other than an NFA panel #*#%%(I)

‘As a member of a state arts agency panel (13) o
As a member of any other state?government arts-related panel, éommittee,
or commission **%x(J)

On any community-level (public or private) arts~-related commictee, commission,
or panel **%(X) -

As* a3 consultant to any business or business associfation about their
giving to the artsg *%*(L)

As a foundation consultant or member of a foundation panel involved in
giving to the arts or to artists *** (M)

As a member of the board of directors or executive council for a community-
level united fund drive for the arts or similar organization (14)

_ As a paid consultant to another community arts agency (15)

Note: Numbers and letters in parentheses after questions refer to codes used
in subsequent tables for that discipline. Where there is a letter, frequency
breakdowns by the control variables were not performed for one of the
following reasons:

*Nearly all respondents indicated participating;

**Nearly all respondents indicated that they did not participate;

?gp ***Responses to questions included too many non-comparable activicies
for response pattern to be meaningful.
1‘}é§
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Table 2: Maﬁ@ﬁéré' Participation by Discipline

X
Code Theatres " Art Museums & Orchestras _CAAs
A% Pr% AXx Pa% A% Phx ‘ A* P#r*
SER1 A 98.04(102) A 92.86 (126) A 97.22(108) A 93.94 (132)
SER2 1 43.16(95) 1, 71.56 (123) 1 30.23 ¥129)
2 45.97 (124) 2 65.12 (129)
- 3 6.30 (127)
STR 2 62.63(99) 3 56.80 (125) 1 53.77(106) 4 69.23 (130)
4 63.71 (124) 2 ‘80.19C106) !
OFFL G 1.96(102) F . 4.80 (125) 6 2.78(10B) 9 4.58 (131)
BRD1 6 5.88 (96) G 6.35 (126) S 13.89(108) 10 10.61 (132)
CcoM1 H 3.96 (97) 10 20.64 (126) 7 22.02(108) 11 18.32 (131)
OFF2 7 8.82(102) 11 16.80 (125) D 0.76 (132)
BRD2 8 11.88(101) E 2.29 (131)
CcoM2 9 16.67(102) 12 57.14 (125) 12 « 9.16 (131)
OFF3 I 0.00(101) . F 0.00 (131)
~ BRD3 J 0.00(101) T  2.38 (126) G 1.53 (131)
COM3 10 8.91 J  7.94 (126) H  2.27 (132)
SOFF 15 20.79(101) 19 17.46 (126)
20 15.70 (121)
AAU 4 53.92(102) 7 78.57 (126) 4 46.30(108) 7 40.15 (132)
AAWS 5 73.53(102) 8 68.29 (123) 5 54.63(108) 8 75.76 (132)
ARTU C 45.10(102) B 64.00 (125) C 13.89(108) B 38.93 (131)
ARTW D 30.69(101) C 72.80 (125) C. 78.79 (132)
- ‘ ¢ ‘ ~
TRU1 B 6.00(100) § 30.65 (124) B 1.85(108) 5 21.71 (129)
TRU2 3,645.10(100) 6 72.00 (124) 3 47.66(107) 6 55.12:(127)

FOUN T 10.20 (98) E 30.08 (123) 1 3.74(107) M 12,98 (131)
BUSN D 59.35 (123) D 22.22(108) L 40.31 (129)
CAA 16 41.18(102) 21 43.09 (123) 11 53.70(108)

UART R 10.68(103) 22 15.87 (126) J  8.41(107) 14 25.76 (132)
OTHC Q 46.54{101) M 68.00 (125) K 42.45(106) K 88.55 (131)

PCON 17 36.22(102) 9 28.80 (125) - 15 48.46 (130)
NEAD il 7.84(102) 13 38.10 (126) 8 9.26(108)
NEAO 12 9.80(102) 14 25.81 (124) F 5,56(108)
NEH N 0.00(101) 15 33.33 (126) G 0.00(108)
NIMS ' 16 23.81 (126)
. ~ N\
OTHF 0 9.00(100) K 25.00 (124) 4.63(108) 1 17.6% (132)

H

SAAD 13 31.00(100) 17 38.71 (124) 9 22.22(108)
SAAO 14 14.71(102) 18 25.41 (122) 10 10.38(106) 13 49,24 (132)
OTHS P 18.63(102) L 24.00 (125) J 16.19(105) J 49.62 (131)
*A=Detailed activify code, from Table 1.
**PmPercentage reporting activity in column A, to left,

"Code" is a generic code included to enable the reader to understand more
easily the table, with reference to the key below. Each code provides
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Table 2 (com.)

a general description of the activity for its respective row.. Nonetheless,

the reader is warned that question phrasing varies among disciplines for

most of these questions; and she or he is encouraged to consult Table 1

for precise wordings. SERl=member, major service organization; SER2=member, 1 4
second and subsequent service organizations; STRemember, state and/or

regional service organizations; OFFl=officer of the first service organization;
BRDl=board member, first service organization; COMl=committee member, first
service organization; (QFF2=officer, second service organization; BRD2=board
member, second service organization; COM2=committee member, second service .
organization; OFF3=officer, third service organization; BRD3=board member,
third service organization; COM3=committee member, third service organization;
SOFF=officer or board, state and/or regional service organization; AAUsarts
administration lecture at university; AAWS=arts administration lecture at
workshop; ARTU=lecture on art form at university; ARTW=lecture on art form
elsewheres; TRUl=trustee, similar arts organization; TRU2=trustee, other arts
organization; FOUN=foundation arts consultant; BUSN=business arts consultant;
CAA=active in community arts agency; UART-board of united arts fund; OTHC=other
community arts committee; PCON=paid consultant to similar arts organization;
NEAD=NEA panel, own discipline; NEAOwother NEA Panel; NEH=NEH panel; NIMS=sNIMS
reviewer; OTHF=other federal committee; SAAD=SAA panel, own discipline;
SAAO=other SAA panel; OTHS=other state committee or commission.

4 (.10 .
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Table 3:‘ Managers' Conference Participation by Discipline*

Conference and Frequency - Percent Participating
Theatres Art Museums Orchestras CAAs
TCG - 1 or more ' 67.65 (102)
TCG - 3 or & 15.69 (102)
FEDAPT - 1 or more 51.96 (102)
LORT - 1 or more 44.66 (103)
LORT - 5 - 23.30 (103)

State/regional - 1 or more 43.43 (99)

AAM - 1 or more 64.80 (125)

AAM - 4 to 5 15.20 (125)

AAMD - 1 or more 62.70 (1286)

AAMMD - 4 to 5 42.06 (126)

CAA - 1 or more 53.97 (126)

State/regional - 1 or more | 48.41 (126)

o

ASOL national - 1 or more 88.79 (107)

ASQL national - 4 to 5 52.34 (107},

*ASOL regional - 1 or more | - 71.96 (107)

ASOL regional - 4 to 5 10.28 (107)

NACAA - 1 or more ‘ . 77.88 (113)
NACAA - 3 to 5 17.70 (113)
ACA - 1 or more t 59.29 (113)
ACA - 3 to 5§ 26.55 (113)
ACUCAA - 1 or more . ‘ , 24.78 (113)

-

*For theatre and orchestra conferences, questions specified "between 1976
and 1980," for museum conferences, question specified 'during the last
five years."
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Co) |
Table 4: Percentage of Managers Who Report Reading,hegularlv by Discipline
Periodical Theatres Art Museums Orchestras CAAs
AMERICAN ARTS ) 12.12 (99) 14.52 (124)  13.08 (107). 55.73 (131)
AAA LEGISLATIVE | 50.00 (100) ~ 30.40 (125) 62.04 (108) 17.42 (132)
REPORTS
ART BULLETIN NA " 26.98 (126) NA NA
ART JOURNAL NA 31.45 (124) NA NA
ART NEWS A 50.00 (126) NA NA . )
ARTS REPORTING 14.00 (100)  14.40 (125)  27.10 (107) 34.09 (132) p
: SERVICE |
AVISO NA 68.00 (125)  NA  MA
BILLBOARD o NA NA - 3.74 (107) NA
CULTURAL POST  29.00 (100) 10.40' (125)  37.04 (108) 46.97 (132)
INTERNATIONAL NA NA 39.81 (108) NA
MUSICIAN
MUSEUM NEWS NA 57.14 (126)  NA- W
MUSIC JOURNAL-® NA VA 15.89 (107) NA 3
NACAA NEWSLETTER NA NA - NA 83.33 (132) /
NAPNOC NOTES NA (‘ NA NA 9.92 (131)
NASAA NEWSLETTER NA NA NA . 26.52 (132)
SENZA SORDINO NA ' NA 56.60 (106) NA
SYMPHONY NA . - NA 93.52 (108) NA
' THEATRE 10.20 §(98) NA " NA NA
THEATRE COMMUN- 79.00{(100)  NA NA NA
ICATIONS

TIMES SUNDAY ARTS 54.00 ¢{100) 61.60 (125) S1.85 (108) 29.23 (130)
AND LEISURE '

VARIETY (weekly) 36.00 (100) NA 6.48 (108) NA
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L 3

5: Woxrding of Izimﬁ on Ipportance of Selected Director
ro2a8 2%,

Short Forpd

Number Theatres Azt Museums:-- Qrchestras CAAS
1. Knowledge of Scholarship RKnowledge of Familiarity ARTS
the dramatic the sympnonic with tne
literature repertoire communi ty
_arts scene
nationally
2. Management SAME SAME SAME EXP
experience
3. Appreciation “Connoisseur~ Appreciation Appreciation EXy
of the dra- ship of classical of the arts
matic art music
4.  Formal train-  SAME SAME SAME ADMIN
ing in admin-
istration -
5. Tact, refine-  SAME SAME  SAME TACT *
ment, style \
6. Grantmanship SAME SAME SAME GRANT
ability )
7. Private fund "SAME SAME NA PR1V
raising ability
8. Training or . Training or Trainingvor Training or EDUC
experience experience experience experience
in tneatre in museum in nusic in arts eau-
education education education cation
9. Ability to €=~ SAME SAME SAME BUDG
pare a buddet > D
10. Commitment SAME SAME SAME OUTR
to outreach
11. Standing with- Standing Standing Standing STAND
in the resi- within within the within the
dent theatre museum pro- orchestra communicy-
field fession field arts field
12. Marketing NA Marketing NA MARK
experience

1. Question: If you were serving on a committee to select a new (title name)

for a (organization type) like your own, how strongly would you weigh
the toliowing characreristics in evaiuating candidaces?
2. Short form will be used in subsequent titles.
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Number Theatres

Keeping members a-
breast ot current
management tech-
niques

Providing training
opportunities for
theatre admini-
strators

Enhancing the sta-
tus of resident
theatres in the
eyes of the public

Initiating or tak-
ing stands on

‘legislation in

areas of interest

to resident tneatres

Setting standards
of professional or
managerial ethics

Preventing unqual-
ified persons from
serving as resi-
dent theatre
administrators

Bringing together
administrators from
all the performing
arts into one pro-
fession

134
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HWording of Items for Service-QOrganization Function Questionl

Museumsg

Keeping museum pro-

fessionals abreast
of current manage-
ment techniques

Providing training
opportunities for

museum administra-

tors

Enhancing tne sta-
tus of the museum
profession in tne

eyes of ‘the public.

Initiating or tak-
ing stands on
legislation in
areas of interest
to museums

Setting standards

of professional
~ethics

Preventing unqual-
ified persons from
serving in museum

jobs

" Bringing together
people from art,
hiscory, and sci-
ence museums into
one proftessional
community

Orchestras

‘Same as theatres

Providing training
opportunities for
orchestra aamini-~-
strators

Enhancing tne sta-

tus of orchesgtr
in tne eyes of tne
public

Initiating or tak-
ing stands on
legislation in
areas of interest
to orchgsttas

Setting standards
of professional or
managerial ethics

Preventing unqual-
ified persons from
serving as orches-
tra managers

Same as Theatres

/
i
N

CAAS

Same as theatres

Providing training
opportunities for
CAA agministrators

'Ennancing tne sta-
tus of CAAs in the
eyes or tne public

. INrtrating or tak-

A

f’king stands on

legislation 1in
areas of interest
to CaAs

Setting standards
ot managerial
ethics

Preventing unquai-
ified persons from
serving as CaA
directors

Bringing togecher
administrators from

private and public
CAAS

- short Form?

MGMT

TRAIN

v

STATUS

"LEGI>

ETHIC

PREV

BRING



Table 6 (cont'd)

Number
8.

10.

Theatres

Exercising leader-

-ship to make

theatres more rele-

vant and accessible

to disadvantaged
groups

Facilitating career
developwment through
fostering contacts
with other theatre
administrators

Representing the
resident-theatre
field to state and

federal agencies
~eencerned with the

arts

Art Museums

Exercising leader-
ship to make muse-
ums .more accessible
and relevant to
disadvantaged
groups

Facilitating career
development tnrough
fostering contacts
with other museum
professionals

Representing the
museum field to

" state and federal

agencies concerned
with the arts

.

Orchestras

Exercising leader-
ship to make or-
chestras more
relevant and acces-
sible to disadvan-
taged groups

Facilitating career °

development through
fostering contacts
with other orchestra
administrators

Representing the -

orchestra field to
state and federal

agencies concerned
with the arts

DiMaggio, chapter 5: Tables -~13-

CAAS
Exercising leader-
ship to make CAA

- programming more

relevant and acces-
sible to disadvan-
taged groups

Facilitating career
development tnrough
fostering contacts
with other CAA dir-
ectors

Representing the
community arts
field to state anda
federal agencies
concerned with the
arts

Short Form
ACCS

FACIL

REPRE

i
!
¢

-~
1. Questian: "The following is a list of functions that (your field's service organization) might serve

for (managers in your position).

organizations in the (respondent's field).

2. Short form will be used in subsequeht tables.

116
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How important should each of the following objectives be to service
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Table _7: Wording of forced choice guestions

THEATRES
1. 1 While business sense is useful, it is essential that ARTS/MGMT
a theatre's managing director have a strong artistic ‘
background, ; ‘ ) .

2 wWhile a managing director must be sensitive to artis-
tic questions, it is crucial that he or she have a
strong background in management.

2. 1 Nonmonetary rewards make up for the low salaries of .
performing-arts administrators. .

2 Salaries are so low in the performing arts today that REWARDS/PC
many dedicated managers leave the fzeld for more re-
munerative work.

3. 1 Pe:forming-arts administrators should realize that we'  SAME/PC ®
are all part of the same profession, regardless of
whether we work in theatres, orchestras, or dance.

2 I find that I have little in common with people who
work in symphony orchestras or dance companies.

4. 1 When the interests of a managing director's own INST/FIELD
theatre and thos f the field as a whole diverge, it
is the directqQr/)s ligation to act in the interests
of his or her own institution.

2 Managing directors are theatre professionals: They
owe a responsib y to the resident-theatre commun-
ity even when it runs against the short-term interest

. of their own institution,

ART MUSEUMS
1. 1  While busé}ess sense is-usefhlﬁ~it is esssential that  ARTS/MGMT
a museum director have a strong scholarly and cura- ,

torial background.

. \ . ‘ . : ,
\ 2 While a museum director must be sensitive to artistic
y guestions, it is crucial that he or she have a strong
, background in management.

Nonmonetary rewards make up for the low salaries in REWARDS/PC
the art-museum field

N - 118
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Table 7 (Cont'd) .

v N _ | é

Number  Hording . .. Short Form

2 Saiaries are 0 low in art museums today that many
dedicated peoplé leave tne field for more remunera-
tive work.

3. 1 Museum workers spould realize tnat we are ail part SAME/PC
of the same profession, regardless of whethey we
work at an art, history, or science museum

‘2 I find that I have little in common with people who
work in history of science museunms.

» 4. 1 When the interests of a director's own museum and INST/FIELD
those or the field as a whole diverge, it 1s tne
. director's obligation to act in the interests of
s ' his or her~own iristictucion.

2 . Directors are museum professionals: They owe & re-
sponsibility to tne museum field even wnen i. runs
against the short-term interest of their own insti-

j tution. : ‘ .
{

1 chreditation ot Museums in neitner necessary or ACCRED/CP
beneficial: Such efforts endanger the autonomy of
museums and the /diversity of tne faield.

. 2 By instituting eccreditation procedures, museums have .
taken a large step towards developing a professional
identity.

*§
ORCHESTRAS

1. 1 While business seénse is useful, it is essential Jhat ARTS/MGMf
orchestra managers have strong artistic backgrounds.

f
t

2 While a2 manager must be sensitive to artistic ques-
tions, it is crucial tnat he or snhe have a strong
background in management.

2. 1 Nonmonetary rewards make up for tne low salaries or 'REWARDS/PC -
‘.‘ performing-arts administrators. ) .

2 Salaries are so low in tne performing arts today tnat

many dedicated managers leave the field for more re-
numerative work.

3. 1 Performing-arts aaministrators should realize tnat we SAME/PC

are all part of the same profession, regardless of
whether we work in orchestras, theatres, or opera.

149
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Table 7. {(Cont'd) 3
Number Wording short Foxm

2 I find that I have little in common with people who
work in theatre or dance companies.

4. 1 When the interests of a manager's own orchestra and - 'INST/FIELD
those or the orcheltra field as a wnole diverge, it
is the manager's obligation to act in the best in-

&iﬁ terest or has or hif institution. :
2 Managers are orchestra professionals: They owe a
’ , responsibility to tne orchestra field even wnen it R
» ‘ runs againat the short-term interest of their own
' institutld\: : .
5. 1 Volunteers are an important part ot any orchestra, VOuS/PC

both for the work they accomplish and@ for the
bridges tney buiid bectween tne orchestra and ics -
community. . ;!

2 Volunteers are usually a necessary evil: Orchestras

should work toward replacing them with professional
managers and paid staff...

COMMUNITY ARTS AGENCIES

1. l‘ While managerial experience is useful, it is essen-. ARTS/MGMT
tial that CAA directors have strong artisctic back-
grounds,
¢

2 While a CaA director must be sensicive to artistic
questions, it is crucial that he or she have a strong -~
bacxground in management.

2. 1 | Nonmonetary rewards more tnan make up for tne low | REWARDS/PC
salaries of communitx-arts adminsitrators.

2 Salaries are so low fn tne community arts today tnat
many dedicated managers leave the field for more re-
numerative work.

3. 1 Arts administrators snould realize tnat we are ail SAME/PC
part of the same profession, whether we work in CAAs,
theatres, or art museums,

2 I fina tnat I have little in common with people‘wno .
work in theatres or art museums.
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’ A
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*,
Table _7 (Cont'd)
B ‘ | : -~
4. ., 1 When the interests of an adminstrator's CAA and those INST/FIELD
- of the commun;gg arts field as a wnole diverge, it is . '
- the manager's ligation to act in the interest of
his or ner own agency. |
'*Ljf‘ 2 CAA admlnxstrétors are community-arts professionals: ¢ -
‘ » They owe a responsibility to the community arts field
' » even wnen it runs against tne snort term interest ot
their own agency.
53 1 Volunteers are an iﬁpoztanﬁ part or any CAA, both for VOLS/PC
' the work they accomplish and for the bridges they -
‘buiid hetween tne CAA and tne community. ‘
2 Volunteers are usually a necesssary evil: CAAs should
rely soley on tuli-time professional management and
staff, . ' ™
N .
. ¥, h
¢ ' P ‘;.
@
? ﬁ-;’ /‘
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>

Table _8: Percentage of Respondents Reporting that Criteria for Choosing
| a New Director aze ‘Very Important. Dy Discipline
. . | N

L

5

Criteria Iheatres - Art Museums  Orchestras CAAs

1. ARTS  24.27% (1u3)  45.16 (iz4) 44.86 (L07)  32.06 (131)
2. EXP  74.19 (103) 85.61 (124)  85.85 (107) 92.23 (132)
3. APP 83.50 (103). 64.23 (123)  B8z.24 (Lu7)  6/.42 (L32)
4. ADMIN 14.71 (102)  8.87 (124) 15.89 (107)  18.94 (132)
5. TACT  81.55 (103) B88.71 (iz4)  90.57 (LU6)  75.76 (132)
6. GRANT 61.17 (103) 28.46 (123) 46.73 (107)  56.06 (132)
7. PRIV 58.25  (103)  49.59 (1c3)  42.9% (u7) 'NA

8. EDUC 3.88 (103) 12.20.(123)  8.49 (106)  9.85 (132)
9., BUDG  85.44- (1U3) 56.45 (1z4) 86.9c (L07)  81.06 (132)

10. OUTR  36.89 (103)  26.83 (123) , 46.73 (107)  58.78 (131)

.

11, STAND 9.71 (103) 34.68 (1:4) 17.76 (1u7) 24.24 (132)
12. MARK 51.46 (103) 'NA 60.75 (107) NA
p 1;'.)2
' \
9
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r \ K

, : ' *
Table 9: Percentage of Respondents Reporting Service Organization
Functions “Very Important.' Dy Discipline

B
-

Punctions Theatres =  Art Museums Qxrchestras CAAs
1. MGMT 61.39% (101) 43.59 (117) 71.03 (1u7) 54.20 (131)
2. TRAIN 53.47 (101) 30.77 (117) 65.74 (108) 67.42 (132)
3. STATUS 67.33 (101) 47.11 (121)  66.67 (Lu8) S58.46 130)
P +. Lecis ® 79,00 (1000 87.20 (125) 85.19 (108) 71.54 (130)
> 5. ETHLIC 45.54 (101)  86.29 (124) 4337 «(108) 38.93 (431)
6. PREV 14.29 ( 98)  21.01 (119) 20.37 (108) 23.66 (131)
7. BRING 14.84 (101) 17.60 (125)  7.4L1 (L1U8) 44.27 (131)
8. ACCS 18.81 (101) 18.40 (125) 23.15 (108) 38.17 (131)
9. FACIL 38.61 (1lul) 34.40 (125) 46.7{ (1u8) 35.46:(130)
10. REPRE 72.78 (101) 75.20 (125) 83.18 (107) 78.29 (129)
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Tablel0: Responses to Forced-Choice Questions!

_Item Resp  Theatres Art Museums Orchestras _CAAS
1. ARTS/MGNMT 1-3 22.33% " 75.00 30.84 20.61 °
1 12-62 52-“‘ 18069 .lu.sg
6 51.46 10.48 46.73 56.49
N 103 124 _ 107 131
. REWARDS P/C 1-3 40.20 59.20' 56.74 23.62
- 1 14.71 24.8u 16.35 1.5/
6 - 35.29 24.00 20.19 48.82
N N 102 125 104 ] 127
3. SAME p/C 1-3 74.76 56.00 91.59 96 .90
1 51.46 31.20 . 65.42 79.0/
6 7.77 25.60 5.61 1.55
N 103 , . 125 107 : 129
4. INST/FIELD 1-3 68.68 57.50 75.73 44.52
1 26.26 5v 33.98 15.84
6 12.12 16 .87 6.80 19.53
N 99 120 103 128
G4, VOLS/P/C 1-3 NA NA 94.39 | 95.38
, - 1 76.64 75.38
6 "~ 2.80 ' 0.77
N 107 130
6. ACCRED/P/C =~ 1-3 NA 8.95 NA - "NA
‘ 1 3.25 ‘
6 69.92
. N 123 >

*1-3 = chose first of two options; 1 = easy choice of first optlon,
6 = easy choice ot second option.

-
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CHAPTER 6: ADMINISTRATORS' ATTITUDES TOWARDS THE MISSIONS

ATIONS

In thi§ chapter, w; shall examine the attitu.dcs of administrators of {;sidcnt
thcatrés, art museums, orchestras and community arts agencies towards the
missions of their organizations and the role of management in
accomplishing thosc‘ missions. The vehicle for doins‘ this will 'bc\ the -
analysis o}' two scts of questions: one set eliciting managers’ cvaluations of
the relative importance of ten characteristics of board members; and one
set requiring rcg’ondcms to choose between pairs of statements reflecting,
different attitudes towards organizational mission and strategy.

The question about board attributes is discussed in this chapter

ause boards are responsible for policy formation and decisions about

~goals in nonprofit organizations, and in many public art museums and

community arts agenciecs. The forccd-choi}{éucstions analyzed in this
chapter are those that pose alternative views of the missions of arts
organizations, that address, in different ways, the question, "What business

-

are we in” Development of ‘qucstions was guided by ongoing debates
within the fields surveyed, and items were reviewed by arts ‘:hanagcrs,
scwicc-,orgalnization staff, and'pub!ic arts-ascncy' staff.

Most of the forced-choice questions addressed debates or concerns
about the extent to which traditional aesthetic aims of arts organizations

should be suppiemented by partial reorientations, first, to the market and

carned income, and, second, towards education and outreach objectives. The

principal purpose of this chapter is to document the attitudes of the
. - : .

¥

administrators surveyed on these issues. A sccond is to see if such
attitudes represent relatively coherent ideological pos}tions, that is, to see if

respondents’ choices clustered empirically in a w‘éy that could be casily

—

g |

4
.
Eactard
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characterized. A third ‘is to assess the relative impact of managers’
organizations, background, and carcer experience on' these attitudes towards
mission; Note that it is not the purpose of this report, nor could these
\data be used, to ssscss the validity of any of the attitudes dcscribcd.

L]

Respondents  were asked, “In yoyr opinion, how important isk the
presence of persons with cach of thé following characteristics to the
effectiveness of [your kind of arts organization]'s board of trustees?” The
* ten items 'that they were asked to rank order appear on Tabi¢" 1. . Some, of

these have to do with the ability to give or get resources: ability and

williqgncss to donate money and connections with the wealthy, business

corporations, and government. Others have to do with the board's internal '

function: willingness to interact with.rstaff. willingness to respect formal
hicrarchy, and legal or management skills. Two items reflect conccrh with
pluralism and social goals:: commitment to education and outreach and
representativeness of the éommunity's racial and ecthnic groups. And one,
pcrsonai interest’ in the arts, is related to the aesthetic mission.

The forced-choice items requested respondents to choose blctwccn two
statements, each of which r.cl'lcctc?r\a different position on a8 management

1 These items are listed in Table. 2.

A

or policy issue.

r

1 Responses nced not necessarily indicate agreement with the statement
chosen. In many cases, respondents may have agreed or disagreed partially
with both options. And in many cases, the respondents’ personal views
were undoubtedly more complex or sophisticated than cither of the
available options. The value of these questions is not so much in
permitting gencralization about what arts managers believed as it is in
enabling us to compare the positions of different managers on several _
dimensions. An ecffort was made, in designing the forced-choice options, to
present each statement in & contentious tone, as might an advocate of the
position embodied in the statement. In some cases, the tone was softened
in an effort (not always successful) to phrase alternatives in a manner that
would elicit variation in response. :
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L 3 {
Most “items attempted to counterpgec two of three attitudinal

orientations that were hypothesized to represent somewhat coherent
ideological positions: traditional aesthetic mission; managerialism (emphasis on

. s
efficiency and ecarned income, and orientation to the private sector); and

~ S |
;ocia)/o:icntation (c\mphasis on education and outreach and orientation
toward§ the Jublic sector). Items 8, 13, 14, 15, 16, and 17 present a choice
between aesthetic orientation and managerislism. Items 10,“,11. and 12
counterpose aesthetic ‘and social orientations. Items 7 and 19 counterpose
the managerial ar;d the social.2 .In order to avoid response bias','-; for those
Questions in which one statement 'favorc‘d and another opposed ﬁ position,
'hro” and “"con" responses w‘crc alternated in the first and second positiqns
from question to question. ' |

Differences in wording from instrument to instrument mean that, for
most of the items, responses are not completely compa,rablc‘ across
'disciplincs. The principal value of these d#ta are, fi;st. dcscriptivc of

-

respondents in  each discipline and, second, for comparison of attitudes

”-\
. ~

across groups within each field.

- Table 3 displays the percentage of respondents in each field rating each of
ten charact‘cri'stics of board members among the top three im importance.

Interest in the artistic substance of the organization’s work was rated high

in all fields by(hlxﬁost two thirds of the respondents. Also prized highly

were the ability a;d willingness to give mcy and contacts with business

v corporations. A.\Imost two thirds of the theatre managing directors,

approximately 70 percent of the art-museum directors, and 80 percent of

»*

2 [tems | through 6 are the professionalism items described in Chapter 5;
itoths 9 and 18 do not fall neatly into this classification.

[ Sy
[
~N
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the orchestra managers ranked the Iatter among the top three (compared to

IRCSS were

just over one third of thcw CAA directors). Contacts with b
rated among tht;. top threce by from 53 percent of the art museum directors’
to almost 70 percent of the orchestra managers. More tha‘n half of the
performing-arts administrators (but nearer to one third of the art-inuscu'm
and CAA directors) rated connections with the wealth¥ highly. And more
than half Qf the art-museum directors ranked willingness to respect the
museum's formal hierarchy of authority atﬁong the top three board-mcmbe‘r
attributes in importance.

Managers in all vof'thc fields were much m likcly to include

k]
-

among Ehc top three attributes willingqcss to intcrac& with staff and

representativeness of the community’s racial and ethnic groups. From one

tenth of the art-museum directors to 28 percent of the CAA directors

ranked the {ormcr highly; while from one in seven orchestra managers to

29 percent of the CAA directors gave high r,an_kings' to the latter. Only
'

about one fifth of the performing-arts administrators placed commitment to

t

education and outreach among the top threec (compared to almost one third

’

of tﬁc art-museum directors and - two fifths of the CAA directors).
Attitudes towards legal and management skills varied widely by disciplines:;
Only about one in cight orchestra ‘managers rated this attribute highly,
compared to almost one half of the CAA directors.

\ Thus orchestra managers appeared to seek "donor" boar'ds that will
give moncy and serve as bridges to wecalthy individuals and companies.
Theatre  managing  directors also emphasized private-sector  resource
a‘cquisition, albeit with less unanimity than the orchestra vmanagcrs. Art-
museum directors valued ability to donate and contacts with corporations

highly, but were also very concerned with willingness to respect the formal

-~
i ,”)5’
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\Sicrarchy. By ¢ontrast, CAA directors. were diverse in their Tappraisals,
stresging contacts with business, but also skills, commitment to education and
outreach, and contactsy witfx government.  All groups of managers valued
-.board members with personal interests in their organizations’ artistic

missions.

Responses 1o Forced-Choice Questiops
Rcsponscﬁ'to forced-choice questions are presented in Table’ 4.3 For each
question, the table displays the percentage of respondents choosing the first
of two options, and the percentage of all réspondcnts calling their choice

of each option an "easy” onc.4

The vast majority of theatre managing dircctors (88 percent) chose
thes statement favoring efforts 90 increase ‘car_ncd income over, onc
suggesting that sfich efforts clash with artistic goals. More than half (61
pcrccnt‘) also selected a stalcmcnt{ favoring institutionalization over one
alicging that institutionalization hgiscouragcs creativity or innovativsncss.
Nearly all the respondent managing dircctbrs (92 percent) favored more
businessiike ma‘nascmcng techniques over a warning that such tc;hniqucs are
inappropriatc for arts o;ganizations.

Almost three fifths sagreed with the statement that resident theatres
have a responsibility to educate their asudience and potential audience

rather than with the assertion that educational programs distract attention

3 As in the previous chapter, responses to forced choices were merged with
responses to related questions about the difficulty of each choice to vyield
a six-point scale, ranging from "1" (easy choice of first option) to "6" (easy
choice of second option).

4 The percentage choosing the sccond option always equals | minus the
percentage choosing the first option.

\

3

3

1

\,
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_from the theatre’s central drtistic task. More nnf three quarters of the

resPondents chose “"excellence” over "access® as a guide to public subsidy.
-

And almost 75 percent of the managing directors selected a statement

indicating that resident theatres could expand their audiences to include

many more poor, minority, and working people oﬁ'r an assertion that the

theatre’s audience will always _be limited to/ individuals who can really

understand and appreciate the dramatic art. By a erong majority (88

percent), theatre administrators chdsc 3 statement indicating that resident
theatres should look towardi‘ business (rather than_ :towards government) for
an increasing share of revenues in :thc coming y:ars.s Almost half (4§
percent) of' the Ircspondcnts fhvorc.d' coordination in planning and
programming an;:ong arts organizations‘ovcr a ‘statement étrcssi& the danger

to an organization’s autonomy of involvement in coordinative efforts.

Art-Muscum Directors

Just over on¢ half of the art-musecum directors (56 percent) selected

L4
»

the statement that "art museums have become too concerned with
max:mxzxng ecarned income by mounting popular exhibits of dubious

scholarly or artistic value” over one praising art musecu Mug {0

boost carned income by designing appcaling éxhibits. Just about 40 percent
\ .

chose a statement that _muscums should use cost-benefit measures in order

to be taken seriously by potential patrons, while 60 percent chose the

alternative questioning c¢fforts to measure museums’ efficiency. Two fifth

of the musem directors chose a warfiing that efforts to use auxiliary

activities to increase earned income risk subordinating the museum’s artistic

3 Shortly before the survey was ficlded, the national administration
proposed dramatic cuts in the federal arts budget. The salience of &this
news undoubtedly affected the pattern of response to this Juestion.

’ 160
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-

goals to commercial ones, whiicF three fifths agreed that muscums have a
responsibility to exploit commercial opportunities to increase earned income.

Almost two thirds of the respondents sclected th\c assertion that art
muscums should provide thorough interpretation of exhibited works over a

. N )

statement warning that extensive interpretation interferes with  the
relationship between the viewer and the work of ;rt. :‘chcnty percent of
the muscum ‘directors opted for "excellence” ow}er "access” in the choice
between those criteria for public subsidy. And just over half selected the
statement that art muscums'can attract many more poor, minority, ,aﬁ‘d

[}
working bcoplc over the assertion that museum visitors will always ,be “"the

- minority of individuals who can really understand gnd appreciate art.”

Fully 86 percent of the directors chose the statement that art muscums
should. look to business to provide an increasing share of their revenues in

coming years, over an alternative saying the same of government. More

. than 60 percent of the art-muscum directors chose’' a statement favoring

-~
coordination of planning and programming of museums over onc worrying

that such coordination threatened museum autonomy.

Qrchestra Managers \

Five sixth; of the orchestra '.managcrs chose a statement praisihg
orchestras for using marketing and programming to’ boo;t ecarned income in
contrast to the assertion that orch;stras worry tob m;ch about .camcd'
income and too little about challenging and innovative programming. Fully
83 percent of the orchestra managers selected a statement favoring use of
comm.crcial adminiétrativc practices over onc‘ass'cr'ting that the efficiency of
performing-arts organizations cannot be measured.

The vast majority of orchestra managers (90 percent) rejected the

}

assertion that educational programs divert attention from artistic goals in

L 161
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3 .
\favor of the statement that "the orchestrs must go beyond its regular
;brogrammms to educatc its audience and potential audxencq. Two thirds

of " the orchestra n\snascn chose “cxcellence” over "access® as a basis for

A

public support for the arts. Just over onec half (57 percent) chose the

~

assertion thsat orct_:cst&}n can increase markédly .the number of poor,
minority, and working \Qfople in their sudiences, compared to 43 percent
who chose the ‘statcment\} that the orchestra’s audience will ﬁlways be
limited to the few indivi ‘\als_ who ian really ixndc’rstand and app.rcciatc'

music. Almost all (95 pcrcen\\) of

¢ orchestra managers chose to look to

0

business rather than 3ovemment increased revenues in the future.

Over 60 percent agreed that coordi{hation of planning and programming
with other arts organizations reprc;fks 8 threat to autonomy, rather than

that such coordination is increasingly necessary in the current fiscal

H

environment,

. . ! . Dj
Almost two thirds of the CAA d;{c tors (63 percent) chose a

) : statement mdtazmg that CAAs should dcvelop‘ ore efficient admxmstratwc
\

techniques like those of the better run socxal\-scrvxcc agencies over an
alternative statement mdxcatmg that this was 1mpos\:blc and warning against
burcaucratization, The CAA directors chose busmcss over government as a
future source of increased re™nues with almost as great unammxty as the
\/ orchestra managers (92 perccnt). Over 70 pcrccm\of the CAA directors

séTEfc-fc\d\ ¢ ass on that CAAs worry too mush sabout \§cmng grants and

ot
too little abo ’gammg income over the statcment th\lt/CAAs should

-

-
provide services for individuals and organizations that are toq poor to pay

for them. - Over 70 pc.rcent supported rather than mpposcd, regional
] ,i ; ¢
coordination of the planning and programming of community’ ar@s .agencies.

f‘r)
<

~ \
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An more than 85 percent preferred the statement that CAAs should

L4

provide artistic programming that is otherwise unavailable to the assertion

that the CAA’s major task is providing support services to other arts

\
\
\

organizations.

Almost four Tifths of the respandents sclected the statement that

CAAs should go beyond the traditional arts to support snd cncourage

minority and neighborhood arts groups over the assertion that CAAs should
concentrate on the most importa\t and highest quaslity ’organiza‘tions within
their communities. Almost thr;\; q*artcrs of the CAA directors chose
"access" over "excellence” as a critcrion\ fo;' public support. And almost 90
percent chose ‘the assc}tioﬁ that traditignal arts organizagions could cxpand_

their audiences to include far more poor, minority, and working people if
hi

t !

/
/

symphony orchestras will always be limited to the minority who can

y tried to the statement that the asudiences for art museums and

appreciate great art and music.

Although responses to most items are not comparable across disciplines

because of variation in  item wording, we can make some rough

generalizations. Respondents in gll glisci.plincs tended to voice support for
statements supporting improved _administrative techniques; and majorities
(albcf sometimes small ans) in each field voiced s’%npathy with the goals
of education and outreach. Art-museum directors were more likely to
choose statements expressing skepticism about or distaste for earned-income-
producing schemes; while CAA directors were most supportive of statements
endorsing educational goals and the principal of ’acc:ss. Enough variation
in  response appears that no group can be charact;:rizcd as wholly

aesthetically oriented, socially oriented, or managerial in perspective. -
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»

Variation bv_Col

There were no major variations associated with cohort differences in

-;"

responses to the question about the desirable ‘qualities of board members.
More differences enferged in response to the forced-choice items.

The most senior cohort of theatre administrators expressed somewhat

- [

weaker support for social values® than did other groups. They were’

i
somewhat more likely than the most junior managing directors (86 to 67

percent) to emphasize “excellence” over "access®; and only about half as
likely as the latter to report choosing easily the statement (itcm 12) that
}
resident theatres could greatly expand ‘the number of 'poor, working, and
Lninority people in their audiences." They were also substantially less ‘likcly
than other groups (one quarter, compared io almos._t 40 percent in the
x;xiddlc cohort and two thirds of the most junior managing dircctbrs) to
sc!cqt‘ the rexsponsc favorable to coordination in item 9. As a group, then,
the more senior managing directors expressed somewhat greater comn}itmcnt
to aesthetic' values,  particularly in contras’t to sociz;l values, than did the
other managing directors.’ But the ditff‘ércnccs were rclﬁtiv;ly sﬁall.
Moreover, it is unclear whether the differences represent a cohort c.'ffec.t

or, instead, an aging ecffect, perhaps g'ssociatcd’ with the movement of

managers to larger and more prestigious theatres as their careers progress.

o More junior art-museum directors were approximately twice as likely

as their colleagues to choose the stattment (item 13) endorsing the use of
. R ’
broadly appealing e¢xhibits to raise earned income over t‘hc sentence
I~‘, ) '
deploring income-earning exhibitions. Over half of the most senior

directors com\ps&cd to just one in three of the most junior, chose the
statement (item 16) questioning the use of museum shgps 2ad similar means

of generating earned income. Support for “excellence” over ®access” was

N
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¥ : . . N .
R monotonically related to seniority, with more than 80 percent of the most

experienced .directors, compared to almost half of the least <experienced,

- . ot .

choosing the statement favoring the former. ' Seniority was also

5 ' monotonically related: to attitudes towards coordination, with from 28
. ) ) X

percent .of the most junior directors compared to 56 percent of the most

experienced choosingjac/anti-coordina‘tion option in item 9. In general,
- N '
then, among art-museuni directors seniority was associated with the choice

. . . . f
. ‘.

of aesthetic over social and, to a.lcsscr) extent, managerial ,pcrs’scctivcs.

.ﬂ For _orchlcstra managers, 'scniorit)/was asso?iatcd with - rcjgction of
managerial in favor of aesthetic sconcerns. in Atht forced-choice items.
" Nearly omne quarter of the most scmor managcrk(comparcd with just 9
pcrccnt of thc most Jumor)‘agrced (item 8) that orchestras are often too

Wi 1

concerncd with maximizing earned income at the expense of the qual/ity of,
. ! ' B

. " - their musical: programming. Nearly one third of the most senior managers *%

(compared to 15 percent of the middle cohort and just one of thirty-one
4

. \ less experience managers) agreed (item 13) that the efficiency of symphony
- - )
. v . '\
' orchcstras cannot be mcasurcd. - -
A

Scmonty was also associated nc%auvcly with support for socml over
*

. 3esthetic values among the orchestra managers. More than one fifth of the

-

—

. "y
most senior managers (compared to just three of sixty-five other

rcsbondcms)‘ cgdorscd a8 statement (item 10) thdt educational programs can

. N ‘ L ,
, defibet energy from orchestras’ central artistic goals, Fewer than 60
+ . . ‘ M . ] .
' percent of the members of the two more junior cohorts chose "excellence”
r', ! . R N
B ) t over "access” (ite 11) compared to. 85 percent of the mdst senior.- The
b - ',_md_ orchestra managers, like the most senior managers in othcr
X ) . = :
D . ‘ fields, were also less likely to choose 'the pro- coordmanon alternative (three
Bl . [ifths of thc most junior _managers compared to just one in four of the
* ’ “’ ~ 1] i ¢ "
Y ‘ [ »
,
-
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most senior). Thus in the orchestra field, as clsewhere, seniority was
associated with support for traditional aesthetic values. In- each case, it is

unclear whether variation by cohort represented a deccline in traditional

aesthetic concerns over time, & filtering + process that screens out

administrators with less aesthetic orientations over the course of their

carcers, or attitude changes associated with K movement to larger or mo%c

¢

Because of the briefer cohort spans among the community-arts

prestigious organizations.

, ‘ ‘ R
respondents, cohort variation was far less marked than in the other ficlds.
Like their peers in the other disciplines, the more senior CAA directors
were more likely to choose "excellence® over "access" (more than one third)

than were less ‘sipericnced CAM directors (just over one quarter of the

midqlc cohort and fewer than one fifth of the most junior).

Administrative Orientations and Their Determinants
The previous sections described the responses of administrators to individual
items and e¢xamined how these responses varicd among managers of
differing Tevels of seniority. . They did not, however, enable us to assess

the c¢xtent to which the respondents’ choftes cohered into the dimensions of

1 4
_ administrative ideology (managcrial, aesthetic, and social) posited to exist

carLl_icr in this chaptcr.‘ Nor did the'y describe the determinants of
variation in administrative - orientations by ecxamining the net cffécts of
such factors as seniority, organizational budget, experience, and professional
parti;ipation. controlling for all simultaneously. The questions that this
section address are: first, do responses to attitude questions cluster in a
manner that permits us to identify managerial, aesthetic, or social
orientations within the fields surveyed; and, second, if so, what determines

¥

the extent to which administratprs hold such orientations.

1

o Y
> -
V)
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In order to pursue the first of these questions, factor analyses were

»

\ _!undcrtakcn for each field of responses to quqstions about director
.attributcs. board-member characteristics, the “increase accessibility' function
éf service organizations, the forced choices, and a scries of questions about
the desirability c;;‘ diffcrcnt,l forms of revenues. The latter asked

respondents to_ rank order, on the basis of dcsiraﬁility. ten sources of

r egrncﬂ\inc:{; private
n Jgrants, federal, te, and
' municipal support. These were included becauge lit was hypothesized that a

ith"a disposition in favor of

income. endowment, admissions, membership,

philanthropy, corporate philanthropy, found

managerial oricntation would\c associated

S

earned income and corporat} aid, ile  social orientations would be

-associated with support for public

As expected, factor anglyses yielded meaningful "managerialism" and

"social-orientation” clusters for every fiqld.6 The managerialism factor, in

N port for management rather than art backgrounds

each case, included

for administragers, and for threce of the four fields included positive

-

of managerial experience, grantsmanship ability, and ability to

\

evalua
epare a' budget as criteria for selecting top administrators, and choice of
~the forced-choice alternative (item 13) favoring businesslike and efficient
administrative techniques (Table 5).7 In the performing arts, specific
administrative skills of directors loaded heavily ;)nto the managerial factor.

Among the theatre managing directors, desirability of sdmission revenue

5 In part because of forced-choice question wording, aesthetic orientations
were represented by negative scores on the managerial and social
dimensions rather than emerging as a third factor.

7 A negative sign before the cocefficient of the forced-choice item
indicates support for the first of the two statements, while 8 positive sign
indicates support for the second.

-tk

"Th\

-~
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loaded positively and desirability of municipal revcn\ic lo.adcd negatively
onto managerialism. Among the art-museum .directors and orchestra
managers, forced-choice preference for ‘busincss supvport in the long term
(item 7) loaded on managerialism, as did, for the drt-museum directors,

<
forced-choice support for income-earning exhibitions and ancillary activities

¢
(items 8 and 13).  Federal support bore a negative relationship to
managerialism among the art-museum directors. .

'Among the orchestra managers, three director attributes ‘l.oadcd
negatively on the managerial factor; knowledge of classical music,
commitment to education and outreach, and standing in the field. ¥ This
factor thus represents not just suppoit for efficiency . but -also some
opposition to aesthetic or social goals. By contrast, for the C?A directors,
the managerial factor was associated with a rejection of carncd.incomc,
p:;rticularly cndowment and othcr.carne.d income, as revenue  sources.
Eigenvalues indicate that "managerialism" accounts for more of the varjation
of response among the theatre managing directors than among the other
groups, and icast among the CAA directors.

For each field, the social-oricntation factor included high rgnkin.gs of
educational experience and of commitment to outreach as 'critcria for
selecting top administrators; of commitment to education and outreach as a
desirable attribute of board members; and of increasing accessibility as a
function of service organizations (Table 6). For three of the four fields,
grantsmanship as a criterion for selecting a top manager a.nd support for
access over cxcellence (forced-choice item 11) loaded on this factor as well.
The social-orientation factor was most similar for the theatre managing
directors and t‘hc art-museum directors: for each group, it includcq. {(in

addition to the variables shared with other fields) agreement that the

e
()
o
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minorityv. poor, ;nd bluc-collar audience could be greatly expanded (item [2)
and a preference for federal, state, and municipal support. For the art-
n;uscum directors, it was associated with relatively low ratings for

‘ ~ .
cndowment income, and for the theatre administrators with a preference
for foundation assistance,

Among the orchestra manavgcrs. social orientation was associated with
high ratings for fund-raising ability and standing in the field as d.ircctox:-
é’clcction criteria, in additien to the common variables mentioned above.
Among CAA directors, it was associated positivcly with appreciation of the
varts as a8 criterion for choosing executives, support for .grants to
neighborhood and minority arts organizations, and support for artistic
programming by CAAs.8 The social-orientation factor explained more
variation in responses for the art-museum directors and theatre mar‘raging

3

directors than for the orchestra managefs amd CAA dircctors.9

F lictors of sdmini ive Ori .

In order to examine the net effects of background, career experience, and

¥

3

other factors "on the extent to ‘which administrators’ expressed managerial or
social orientations in their respogses, as opposed to more conventionally
aesthetic oricntations, regression analysis was employed. Scales were

developed for managefial and social orientations, respectively, by

. . R . :
standardizing and summing respondents’ scores on each variable loading on

"

1

»

8 The two latter measures are from forced-choice items asked only of CAA
directors.

9 Among the art-muséum directors and CAA directors, two other
intrepretable factors emgrged. For the art-muscum directors, the third
dimension represented a kind of private-sector market orientation opposed to
conventional aesthetic values. For the CAA directors, the third factor
represented &n cxtreme public-sector orientation, involving a strong rejection
of the market and of earned income.
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the relevant factor at .30 or above. The models reported here include
those independent variables that had a notablcvimpéct on orientations, or
the omission of which altered the coefficicnts of other factors. In
addition, budget size and a measure pf seniority were included in all
regression equations as independent variables.

Table 7 rcports regression analyses of the predictors of scores on on
the m;anagerialism dimension in each of the four ficlds.m vThc models
were quite successful (given the subjective nature of the mca'sures upon
which the dependent R'ariable was based) in all but the community arts
case, explaining between 34 and 44 pcrccnt‘ of the wvariation in
managerialism among theatre, art-muséum, and or'chcstra' agministrators.

Among th the art-museum directors, and  the orchestra managers,
managerialism was strongly and 'negatively rcl.atcd' to seniority, controlling
for other predictors. Among thc. art-museum directors there was also a

)

notable negative effect on managerialism of museum bud&ct size. Female

orchestra managers were, other things equal, more managerial in orientation
‘ o

than their pecrs. ’ .
Managerialism was negatively related to measures of family
background and educational experience ahxong the art-museum directors and
orchestra managers, and’ positively related among the CAA directors.
Parents’ educational attainment was a strong negative predictor » of
mahnagerialism t‘orA the art-museum directors, while the quality (As}in score)
of the college from 'which one received his or her B.A.  had a similar

imp%ct among orchestra managers. By contrast; having attended a private

school was the strongest predictor of managerialism among the CAA
A}

v
t

directors.

L]
&

10 On the interpretation of Tables 7 and 8, sec Chapter 3, note 3.
» s

L71)
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Theatre administrators’ degree of managerial orientation was predicted
by three wvariables: Managing dircetors ranked higher on the managerial
scale if they held a degrec in business or management; if they had ever
worked in’ rcsidcnt-thcatrc/markcting, development, or public-relations staff;
and if they had never worked as artistic‘ directors, actors, or theatre
technical staff. '

Career-experience variables % also strong (necgative) predictors of ~
managerialism among ar}-muscum directors. Other things equal, directors
were far less likely to score' high on managerialism if they had earned a
Ph.D. in art history or had ever held a professorial appointﬁcnt. By
contrast, carécr-cxpcricncc measures had no important effects on the scores
of orchestra managers or CAA dircct(;rs.

Controlling for - other factors, professional participation (a ,mcasu.rc
based on a count of the number of professional activities in which a
respondent reported takjng part) had a strikingly positive impac//on
managerialism in every f_icld\b-ut the comrqunity arts. '~ This was iruc even
among art-museum directors and orchestra managers, for whom the simple‘
correlations between managerialism and participation were close to zero.
What this Ineans is that the factors that predicted participation were
different 't:}om and to some cxtent opposite to those that predicted
managerialism; but that if one controls for these factors, directors who are

.
more active in their professional field are more likely to express
managerial  views than.would be less active managers with similar
backgrounds and experiences. |

Table 8 reports resuits of the regression analyses predicting degree

of social orientation in each of the four fields. Among the theatre

managing directors, social orientation was 'very negatively related to

17]
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organization budget, positively related to @ority in the resident-theatre
field, and negatively with having attended a private school and with

. »
parcnts’ social class.

.

By contrast, the social-orientation scores of art-museum directors were
unrelated to musgum budget size, and necgatively related to seniority. As
in the case of the theatre managing dircc@rs, having attended a private

school was a necgative predictor of social orientation, as were, to a lesser

cxtent, parental social class and e¢ducational attainment.. The most important

negative predictors of social orientation were having a Ph.D. in art hi

-

and experience as a professor, two factors that also exerted strong
pcgativc effect on managerialism and would seem to be associated with a
strongfy acsthetic condgption of the mus’cum’s ‘rolc. The strongest and most
significant positive predictor of social orientation &mong the art-museum
directors was participation in professional activities.

Tﬁc social-orientation scores of orchestra managers were predicted

s . 3 ~N

largely by just three variables. ,\Holding‘ other factors constant, social
oricntation was stronger among women managers than among men and lower
for man.agcrs with arts experience before entering the orchestia field than
among thosec witho:t it. Years of experience in the orchestra field also
had a modest positiva cffccét. T Y ¢

The social orientation ofv CAA directors wa§ unrelated to their
organizations’ budgets and to thecir seniority. | Indeed, the only important
predictor was their coll.cgc's 'quali}y' score: Directors who had gttended
selective colleges were less likely, other things equal, to score high :)n this
scale than others. Women directors had higher soc'ial-oricn‘t'ation s,corcs.

'

other things equal, than men.

4
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Note that #ariation in administrators’ scores on the managerialism

dimension were explained largely by their adult educational and career
\ .

i .

experiences; by contrast their scores on the social dimension were largely

influenced by family background or gender in every field.

: Congliusion
4 .
We have seen that administrators’ responses to attitude questions clustered
together in groups that rcflected managerial and social orientations,
respectively, towards the management and priorities of arts organizations.
. 2 Y . : 4

v

The former emphasized efficiency and markel standards in the governance

-

~of arts organizations. The latter emphasized education, odtreach, and

public-sector responsibility. Each of these oricntations opposes, to some
degree, more traditio“nalt aesthetic views of~ the mission of sarts organizations.
Such 'acsthc'ti'c conceptions stress the role of'arts oréanizations in supportiqg
scholarship, preservation, and opportunities for .innovation; and the
importance of maintaini‘?‘g the auton"omy of the arts from thc demands, on
the .one side, of the market for cl‘fic'iency and, on the other, of the
public for relevance or scrvice.

Ig all fields but the community #rts, the analyses in this chapter
indicate that this acsthetic perspective is more closely held by senior
administrators, while younger managérs arc more likely to express social or
managerialist views, If this finding rcﬂécts stable differences among
cohorts (as opposed to “‘tHE effects of éging on attitudes), then

-
managerialism is likely to increase in the pelrforming arts and museums in

the coming years. For the theatre mansaging directors, for example,

managerialism was positively associated with holding a degree in business

~and prior experience in marketing, public relations, or development, both of

which appeared to be becoming more common. Managerialism was

. 173
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ncgatively associated with having producti;m experience, which fewer
managing directors ﬁow possess. And manpagerialism was positively
associated with professional participation, suggesting that, other things cqual,
administraton'vwith manageriial perspectives are likely to play influential
roles in their fields “' a whole. . . J

Similarly, among the art-muscum directors, managerialism  was
negatively associated with yecars of experience but positively associated with
participation. . To the L extent that young directors 'with managerialist
perspectives play more active roles in the art-museum com\ﬁwnity. their
orientations are likely to sprcagb Nonetheless, the increased percentage of
di.rcctors with Ph.Ds and professorial cxpcri_cncc‘(both powerful negative
predictors of managerial perspectives) may represent a strong countervailing
force i‘n this field.

~ By contrast, t‘hc regression analyses provided little reason to expect
change in the social orientation of performing-arts administrators. Among
art-muscum directors, on the other "hand, professional participation exerted

such a strong positive effect on social orientation that we might expect

~
[

orientation to the muscum's educational mission to increase over time.

Again, however, the strongly negative ~effects rof having a Ph.D. in art
/

history and professorial experience could excercise a countervailing f&{cc.
» : \

Indeed, if the mdseum’s historical alternation between education and

connoisseurship is any guide, we can expect aesthetic and social orientations

to“yontinue to co-exist in American art museums for many years.

I74
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Table 1: Wording of Board Member Items

Question: In your opinion, how'ihporcant is the presence of persons with each

of the following characteristics to the effectiveness of a resident N
theatre's! board of trustees? \S\\

Item Word ing " Short Form3

1, Willingness and ability to donate money ~ DONATE

2. Personal interest in the arts INTé&EST

3. Willingness to interact with theatrez staff at the- INTERACT
depsrtmental level

4. Connections with wealthy indivi@uals WEALTHCON

5. Commitment to education and outreach EDUCATION

6. Connections with husiness corpo%ations | BUSCON

7. Legal or management skills ? ' SKILLS

. 8. Representativeness of community’s. racLal and . - ETHNIC

ethnic groups l .

a, Influence in govermment circles 1 | GOVCON

10. Willingness to respect orchestra's formal heirarchy HIERARCH‘

of commupications

1. Orchestra, art museum, community art's agency, in respective instruments.
2. Orchestra, museum, and agency, in respective instruments
3. Short form used in subsequent tables.

A . :
~ .
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2
Table 2: Porced-Choice Alternatives by Disc ipline
Item Theatre Managing Directors Short Forml
7. 1 Resident theatres should look to business corporations BUS/GOV
to proYide an increased proportion of their support in
. years come. ; '
-
2 Resident theatres should look towards govermment to
‘> ‘ provide increasad proportion of their support in
' year s to tOme.
8. 1 Resident theatres are often tod-concerned with maximiz- EARNED/CPz
ing earnead income. '
2 Resident theatres have come a long way in recognizing | >

the importance of boosting earned income.

. \
9, 1 In the current fiscal enviromment it is increasingly COORD/PC*
important that performing-arts organizations coordin-
ate their planning and programming with one another,

2 While some forms of cooperation are useful, theatres
that become too imvolved in coordinating their acti-
vities with other arts organizations risk losing their
autonomy and flexibility.
. 10. 1 In order to fulfill its responsibility to its commun- /EDUC/PC

. ity, the resident theatre must go beyond {ts regular
programming to educate its audience and potentisl
audience. '

‘2. Resident theatres should concentrate on presenting
innovative drama of the highest quality: Educational
programs *can deflect energy from this central task. F\,

11, 1 Public subsidy to the arts should be\directed to those EX/ACC
institutions which, by virtue of a record of profes-
sional excellence, have proven that they can use it
best.

Public subsidy to the arts should be directed to pro-
viding artistic experiemce to as many Americans as
possible. .

If resident theatres made a sericus effort, they could '~ OUTRCH/PC
eventually expand their audience to include far greater '
numbers of the poor, minorities, and working people.

(3]

[

12.

2 No matter what resident theatres do to attract the pub-
lic, "their audience will always be.limited to those
individuals who can really understand and appreciate
the dramatic art.

13., 1, In order to be taken seriously by potential patronms, ADMIN/PC
theatres must develop efficient administrative methods
s¥milar to those usad in business enterprises. .

2 Efforts to institute business practices in performing
arts institutions reflect a profound misunderstanding
of the nature of such organizations and the theatre's
goals. v

RELRY (continued)
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* ‘ \

N
Table 2 (continuad)
Item Theatre Hanagigg Directors Short Forml
14, 1 While some degree of fjhancial stability is desirable, INST/CP

institutionalized resideént theatres are likely to lose
the coomitment to innovation and the creative flare
that make them distinctive.-

2 Institutionalization is elsengial if the resident
theatre is to achieve the level of professional ex-
cellence that is its goal.

15. 1 New developments like video-disks and cable televis- TECH/PC
ion represent a potentially important new source of
earned income that theatres should pursue aggressively,

2 The resident theatre's first commitment is to pre-
senting professional quality live drams: video and
film can never capture the excitement of a live per-

formance. . ,
16,. NA
17. 1 Resident theatres should avoid entanglements with the- CoM/CP
commercial stage: the purposes of the two sectors . ' /

are so distinct that xhey are really in quite different

businesses., \

2 Closer ties to the commercial stagé can only help resi-
dent theatres, and resident-theatre administrators °~
should have previous experience in the commercial stage. .

18. NA N ~ . p
19, NA
. ~ ,
Item Art Museum Directors : Short Form
7. 1 Art Museums should look to business corporations to BUS/GOV

provide an increased proﬁcrtion of their support in
years to come. -

‘2 Art museums should look towards govermment to provide
an increased proportion of their support in years to
come.

8. 1 Art museums have become too concerned with maximizing EARNED/CP
earned income by mounting popular exhibits of dubious
scholarly or artistic value. ‘

2 Art museums have come a long way in recognizing the
x\ impogrtance of boosting earned income by designing exhib-
{ its that appeal to large segments of the public.

9, 1 . In the current fiscal emviromment, it is increasingly COORD/PC
‘ important that museums coordinate their planning and
programzing with one another.

2 While some forms of cooperation are useful, museums
that becowe too involved in coordinating their activi-
v ties with other museums risk losing their autonomy.

(continued)

‘ . , z 7“7 | ‘ »
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3
Table 2 (continued)
Ites Art Museus Di;ec:ors Short Form
10. 1 In order to fulfill its responsibility to visitors, EQUC??C'

the art museum should make available thorough inter-
pretation of exhibited works.

2 Works of art should be appreciated on their own terms:
extensive interpretation often interferes with the re-
lationship between the viewer and the work of art.

11. 1 Public subsidy to the arts should be directed to those EX/ACC
institutions which, by virtue of a record of profession-
a1l excellence, have proven that they can use it best,

2 Public subsidy to the srts should be directed to provid- ¢
ing artistic experience to as many Americans as possible,

12, 1 If art museums made a serious effort, they could expand OUTRCH/PC
their public to include far greateg numﬁérs of the poor,
minorities, and working people.

2 No matter what art museums do to attract the public,
their visitors will always be limited to the minority

of individuals who can really understand and appreciate N
art, '
13. 1 In order to be taken seriously by potential patrons, ADMIN/PC

nuseums must develop cost-benefit measures of effi-
ciency similar to those used in hospitals or schools.

2 Efforcts to ,measure the efficiency of museums reflects
a profound misunderstanding of the nature of museum

work and the museum's goals, , e
© 14 NA |
15. : NA
16. 1 Museﬁms that rely on auxiliary activities like museum SHOPS/CP

stores or restaurants to increase earned income risk
subordinating their artistic functions to commercial
ends.

2 Museums have a responsibility to exploit a wide range of
commercial dpportunities to increase theig earned income.

17. NA | : | .
18. NA \ ' ' )

19. NA |

Item Orchestra Managers Short Form

7. 1 Orchestras should look to business corporations to BUS/GOV

provide an increased proportion of their support in
years to come,

2 Orchestras should look towards goverrment to provide an
increased prqxgrtion of their support in years to come.

-
! . (continued)
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0

&

Item

8.

10.

11.

Orchestra Hangﬁgrg

1 Orchestras are often too concernad with maximizing

-~

L

income and too little concerned with performing
challenging and' innovative prograas.

2 Orchefjtras have come.a long way in recognizing the
importance of bbosting earned income through pro-
‘gramming and marketing.

1 1In the current fiscal environment, it is increasingly
‘important that performing arts organizations coordin-
~ate their planning and progr:mmins with one anothet,

2 While some forms' of cooperation are useful, orchel:ras
" that become too involved in coordinating their activi-
ties with dther arts organizations risk losing their

tutonomy and, flexibility

-

DiMaggio, Chapte; 6:

Tables

Short Form

EARNED/CP .

+

* COORD/PC

,

..

-

9

1 In order to fulfill its responsibility to its community, EDUG/PC~

the 'orchestra must go beyond its regular programming to
educate its audience And potential aud ience.

2 Orchestras should concent:pte on presenting musical’
, performances of the highest. quality: eddcational pra-
grams can deflect energy from this central task.

#1 Public subsidy to the arts should be directed to those

instifutions which, by virtue of 8 record of profes-
sional excellence hsve proven that they can use it T
best. .

-

2 Public §ubsidy to the arts should be directed tc pr04
viding artistic experience to as many Ameri;ans as
possible :

1 1f orchestras made a serious effort, they could expand
their audiences to include far greater numbers of ’ the
poor, minorities, and working people. -

2 No matter ‘what orchestras dp to attrac; the gubllé,

,their audience will always be limited to thé minority
of individuals who ean really understnnd and apprcei&te
music. , - »

-1 In order to be takan eeriously by potential patrons

.orchestras must develop efficient administrative i
7ethods similar to those used 4n conmercial enterprises

2 Efforts to measur:éx%e efficiency of perf g-arts
institutions reflett a profound misunderstl g of

such organizations and their goals.

M4 -

a

NA

—

\ /

A

EX/ACC

-

youfacﬁ/ic

Py New dcvelopments like video-disks nnd cable television

represent a pagengislly important nev source of earned
income that orchestras should pursue azgressively

-
\ * .
. ‘
- . .
.
Q ‘ . . s
"‘ - - L) . ’ .
. . .
.

E’?(}‘ ‘(cbntinded)cb/

ADMIN/PC

TECH/PC
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' 3

Table 2 (continued)

]

"Item VA Orchestra Managers Short Form
. ' F -
4
2 The orchestra’s first commitment is to presgnting pro-
- fessional quality l1ive musical performances: video and
. film can never capture the excitement of a live perfor-
mance.
16, NA .
17. NA T
18. j§' NA
19. NA
' wit em - Community Arts Agency Directors " Short Form
o t
7. , 1 CAAs should lpok to business'corporations to provide an BUS/GOV

: ‘ s increased proportion of their income in years to come,

2 CAAs should look towards state and federal governmegc to
provide an increased proportion of their support in

years to come. \
. . ' \
8. NA -
9, 1 CAAs are pa¥t of an arts service delivery system: in COORD/PC
, the current fiscal enviromment, it is increasingly im-
T portant that CAAs coordinate their planning and pro-

gramming on a regional basji

2 While some forms of cooperat j0n are useful, CAAs that
coordinate too closely on as/fegional basis risk losing

. their autonomy and flexibMity. \~ .
. 10,7 1. CAAs should go beyond the traditional arts to support EDUC/PC
and encourage minority, neighborhood, and other non-
traditional arts groups. - -

"~

CAAs should concentrate on providing services for the. '}}
most imgortant and highest quality organizations in’ //
their community: these organizatlons are the critical .

cultura@ resources that the community must preserve.

11. "1 Public Subsidyfto the arts should be directed. to those = EX/ACC
inst itutions which, by virtue of a record of prof€ss
. sional excellence, hdve proven they can use it beSt.

2 Public subsidy to. the arts should\ﬁe directed to pro-
viding artiétic exper ience to as many Americans as
possible,. ) . , ,

N1 eIf most traditiona% arts organizations made a serious OUTRCH/PC

effort, they could expand their audiences to include
far greater numbers8 of the poor, minorities and working

r people. C :
2 No matter what art ' museums or symphony orchestras do to
attract the public their audiences will always be
limited to the minorityrof ' individudls who can really

under stand and appreciate great art and music. , \
‘ 4

P

12.

’ . | | 150 (cont inued)

~
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Tadle 2 (continued)

Item Community Arts Agency Directors - Short Form
13, 1 In order to be taken seriously, CAAs must develop AIMIN/PC

- efficient administrative methods similar to those
used in the better-runm social services agencies.

2 An arts agency can never be run like a social-service ' 13'
agency. CAAs must be careful to maintain their spon-
taneity and to avoid becoming bureaucratized.

14. NA %
15. NA
16. NA
17: NA ‘ :
18. 1 CAAs' major task is to provide support services to SUP/PROG
local presenting and exhibiting organizatioms.
' 2 CAAs should become involvéd in artistic programming
that provides access to events otherwise unavailable,
as well as in providing wpport.aervice*to other arts
o organizations.
' 19. 1 CAAs are often too concernediwith garnering grants or EINC/PC
. pudblic subsidy, and too little concerned with opportun- ﬂ
/ ities for increasing their earnad income through selling
‘ services, . v !
’ 2 CAAs should seek to provide services to organizations
S and constituencies that are too poor to pay for them:(™ -
- attempting to support CAAs by charging is inappropriste,

1. Shortggorm used in subsequent tables.
2. CP=Con/ and Pro (in that order); PC=Pro and Con (in that on‘er).

?
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TABLE 3: Percentage Ranking Characteristics of Board Members Among the Top
Three (of Ten) in Importance, by Discipline

‘-Itml Theatres A;t Museums Orchestras CAAs
DONATE 63.73  (102) 70.83 (120) 80.19 (106)  34.35 (131)
- INTEREST 65.35 (101) 65.00 (120) 65.09 (106)  59.5 (131)
INTERACT 18.18 (98)  10.17 (3A9) 16.04 (106) 28.46 (130)
WEALTHCON 53,06 ‘' (98) 39.17 (120) 53.77 (106) 33,08 (130)
EDUCAT ION 20.43  (93) 32.50 (120) 19.05 (105) 40.31 (129)
BUSCON 58.82 (102) 53.33  (120) 69.81 (106) 58.02 (131)
SKILLS 30.69 (101) 37.50  (120) 12.26  (10§) 46.56 (131)
ETHNIC 17.20  (93) 19.17 (120) 14.29  (105) 29.01 (131)
GOVCON 32,56 (86) 33.33(120) 20.00 (105)  39.69 (131)

HIERARCH 44,46 (63) 56.30 (119) 25.71 (105) 27.91  (129)

1. For code, see Table 1,

A v 7o providea by eric
- . Pl
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Table 4: Responses to ForcedChoice Items by Discipline

' Iteml §§§2 Theatres Art Museums “Orchestrns CAAs
7. BUS/GOV 1-3 88.352 ' 85.60 95,33 91.54
1 68.93 56.80 76. 64 67.69
- 6 1.94 4.80 0.93 1.54
, N 103 125 < 107 4 130
€ ' -“2
8. EARNED/CP 1-3 12.00 ' 56,00 16.82 . NA .
- 1 3.00 35.20 v 6.5 t :
6 58.00 20.80 Y53, 27
N 100 125 107
9.  COORD/PC 1-3 Lk . 66 61.60 39.62  \ 71.32
1 21.36 . 38.40 13.21 46.51
6 27.18 16.80 25.47 12.40
N 103 125 . 106 129
10. EDUC/PC 1-3 71.29  65.04 89.72 79.23
: 1 42.57 30.89 60.75 © 43,08
& 9.90 15.45 1.87 3.08
N 191 123 107 130
11. EX/ACC N3 76.47 70.40 66. 04 28.46
' 1 48. 04 37.60 31.13 9.23
9 , 6 9.80 13. 60 12.25 40.77
N 102 125 106 130
12. " OUTRCH/PC 1-3 71.00 52,89 56.60 87.40
1 42.00 20. 66 -, 51.18
b 15.00 14.05 15.09 1.57
N 100 121 . 106 127
. 13. ADMIN/PC 1-3 92.23 4b.83 83.02 63,28
‘ - 1 64 .08 12.50 ' 60.38 35,16
6 1.94 27 .50 - 7.55 . - 20.31
X 103 120 106 128
14. INST/CP 1-3 38.61 N ONA NA NA
1 7.92 | .
6 29.70' ! ' .
N 101 '
: ¢
15. TECH/PC 1-3 49,51 . NA 38.89 NA .
: 1 23.30 ' ' 16,81 | »
6 27.18 , e 32,41
N 103 108
’ Y
V _ .
' . , (cont inued)
" . . *
» P N3
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!

Table & {continued)

¢ ) »
I:eml RES2 Theatres Art Musemms Orchestras CAAS
16. SHOPS/CP 1-3 NA 41.60 NA . NA
. 1 : 15.20
5' 6 30.40 .
N 125
13
17. CoM/CP 1-3 41.41 NA NA NA
1 6.06
6 18.18
N 99 -
) 18. SUP/PROG 1-3 NA NA NA 14.73
1 ' - 6.98
6 : . 48,94
N 129
19. EINC/PC 3 ' A NA NA 71.09
1 — D 27.34 .
6 ) 7.03
N 128
- - "

1. For item code, see Table 2. . .
2. RES=response. category. l-3=chose first of_tWQ.options;-l-"easy" choice of

First option; 6-"is:'" choice of second option. '
]
~ ",
N “ ¥
el
s | ‘
4 . . ‘
gy -
B . ) - ‘
S -
é -
| , ~ 4 .
4 RS ‘
\ ’ ]
C A\A
- l (" _"‘{ . \ ‘
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} ,
Table 5 : Items in Managerialf{sm Factors (Loadings .30 or Above)

Iteml : Theatre \Art'ﬂuseum Orchestra
— 3 - .

£

”~

Director Attributes . ' .

1. Aesthetic Knoﬁlodge o . } -.461
2. Managerial Experience .686 Ab2 \ ' 541

4. Formal Training in .
. * Administration ' ‘ . 369

. Tact, Ref{nement .331
6. Grantsmanship YA 435 1411
7. Fundraising © 542 416
8. Educdtion‘Experiehce. | ‘ -.342
.9. Budgetary Ability .710 - +359 ' ‘7309
' 11." Standing in Field .352 | + -.308 '

12. Marketing Experience .409 : - .336 ‘ .

"Forced .Cholices

1. Art v. Management L
Background 421 .550 430 454 3

7. Bus/Gov | .o ~.345 , -.332

.

. 8. Earned/CP B ' .358

7 13, Adnin/PC T -.46% -.376

16. Shops/CP | S SRS ¥

+

Revénue Desifabili;y'; R -, ‘

. ' .
. . — ) . '
1,- Endowment - - " .. ' e . =324
o . Lt o TN ..., ) " y o
2. Admisstons .. 7 - L3869 .
3. Membership . . -\ o DS e L 380 -
v 7' - .y : L . . - i . - . \: .. ) " .
* ’ , [P A v, s .
.4, Othsar Eerned , - o e : % -.423
LI S Yo ~ : L e e YL
A ‘ , T s , -
8. Federal N T R SoerTere w433
, : S L S 4 LA |
) . * - . ot . ' . - . e ‘ o H"- 4 ) - ’ . . !
40.  Municipal . N o ~u325 AN . Y, ‘ . .
"Eigenvalué - - - *, . 2.997 0 - 39 2.21 ‘ 1.97 ¢
’ . M ! s - \ ' ! s \ \, -’ 3.‘" s . -.e . ‘,. N
’ * . Te . v ' . a r," ! f,t)"_m . !;‘3 . - ki ) -~ .
o L7 Eor‘kcy';o‘ittg;f see Chlptgrv5; Table 5, ;qé Chapter €, Table 2. .' , e e -

. i )
- G,
ERIC , SR AN S
. . » .t . ' / . © EE - .
e : . : : . f ot - -, : -

L4 . .
) N , . . - N .
'r . : Y . ) B ’ Q r ' . N . N * . ' :‘ 5“, a te e ..

]
*
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/

Items in Soc 4}l0rientatioanac:ors (Loadings .30 or Above)

Iteml

-

Director Attributes

3. Arts Appreciation
6. Grnn:pm&nship
© .,
7. Fund-Rai{sing
8. Education Experie
10. Outreach
11. Standing in Field

o, 7

’Board Attributes

5"

7~
8.

Skills
Ethnic

-

Education/Outreach

eatre

.352

.396

. 495

415
.331

-

Service Organizatlon Function

8.

Accegsibility

Forced Choices

10. Educ/PC
11. Ex/Acc
B 12. Outrch/PC
18. Sup/Prog
_ 4 )
Revenue Desirability
1. Endowment
7. Foundatiohs
?::‘ ” ,':‘8.' Fedgral
-9, State
S 10. Municipal
Efggnbalﬁé"
[ ; ¢ - N'
. . . l.
A " ’ ~!
. . S:?’\& » ' E
s T K ¥
" §

-

.367

.587
-.352

347
-525
606
» 532

2.9Q

N

Art Museum

458

474
. 545

.511

417

.392

.332
-.321

-.372

L494
+ 638
. 554

3.04

For key :b%f:kms, see Chapte;ié, Tables 5 and 6 , and Chapt

Orchestra : CAA
.390
.389
404
417 406
.707 . 500
. 507
.380 499
. 328
. 502 453
-.362
.365
JG4L8
~N
2.07 2.38

er 6, Tables 1 and 2.



DiMaggio, Chapter 6: Tables -13-

>

- Table 7 : Regression Analyses of Determinants of Managerialism by Discipline
I.V.sl Theatre 3 - Art Museum ‘ QOrchestra : ‘CAA
r b . b . b r b
BUDGET 133 . .135 ~.236 -.221%% - 260 ~.169 -,032  -.045
GENDER | |
(FEMALE) -.149 .194 ' .358 .203% .178 . 150
YEARS IN | |
FIELD .016  -.081 NA' -.281 -.273%%  _.103 -.037
" YEARS IN ’
ARTS NA -.416 —.493%4%  NA -.068
PARED -.102 | -.264 ~.190%% .. .190 » .169* ,
PRIVATE 071 -.159 .006 .221 288 Rxx
' cLass 0 .104 -.123 .171 -.036 ,
EDATT 182 -.183 .029 -.276 -.171 -.037 |
ASTIN 013 -.107 : -.273 -.234%% 051
BUSDEG .310 L 225% NA -.018° . 085
ARTPHE}; NA | 231 L335%A%  NA A ‘
MUSDEG" NA NA .180 117 ' NA
THEADEG?  -.138 NA NA
ARTDEG® | NA . . NA - NA -.130
EV‘ERMGRz -_.372 ~.43b%%*% NA NA ) | NA &
EVERARTZ, .233 ‘_81* - NA NA NA L Z\
EVERPROF®  NA\ .182 L279%% . NA NA
. PREARTS NA NA 218" .148 NA
ARTMGR® NA ' NA NA' 226 .232%%
‘P}ARTIC. . 183 L 258 %% .029 159%  -.002 L237%  -.193
R 338N\ 435 359 SRS U2
P 4 . 0001 . 0001 - ~.0001 .0011

<

1. I.V.s are independent variables. PARED=years of education of more educated parent;
PRIVATE=attended private secondary school; CLASS=guardian's occupation (3 categories:
professional, owner or manager of large business; owner or minager of small business,

: middle, manager, bureaucrat; blue-collar worker or fnrner), EDATT=educational attainment
in years; ASTIN=Astin quality (selectivity) score of college from which respondent
graduated; BUSDEG=earned any, postsecandary business degree; ARTPHD=earned Ph.D. in art

\ history; MUSDEG-=earned any postsecqndxry nusic degree; THEADEG=earned any postsecondary
degree in thestre or relafeé subject; ARTDEG-earned postsecondary degree in any of thé
arts; EVERMGR=has experience as re:id:nt ‘theatre public relations, marketing, or ,
development staff member; EVERART=has expericnce as actor, artistic director, or: theatre .
technician; EVERPROP=has professorial experience; PREARTS=worked in arts before fi:st
orchestra employment; ARTMGR» arts management experiqqce before CAA employment L
PARTIO=score on profession;l par:itipa:ion scale. " . ‘ - .

,% L ]

Q. . b 1& | . o - vk
ERIC - . o/ -
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Table 7 (continued)

2. Variable scaled inversely: 1{i.e., a positive sign indicates a nega:}ve relation-
ship, and a negative sign indicates a positive relationship.

3. "b" 1is the standardized beta coefficient, ranging from -1.00 to +1.00. \
*=p equal or less than .05.
*%=p equal or less than .01. ) : ‘
ddédmp gqual or less than .001. /

e | . ).
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Table B8 : Regression Analyses of Determinants of Social Orientation by Discipline

‘l//f/,(/ Theatre Art Museum . Orchestra CAA '
I.V. r b2 r . b T b r b

———— —_— tet——

\ BUDGET ~.348 ~. 40B*%kx  —_064 -.037 . -.123 -.093 -.048 -.012
GENDER 154 173 ' .290 L322%%% 210 124
(FEMALE) -

SALARY -.296 -.139 ~.136 -.186 -.138
YEARS IN .012 L2114 NA .066 .165 -.010 -.057 .
FIELD : .

\ | '
YEARS IN NA -.117 -, 262%% NA .028
ARTS
PRIVATE » -.313 -, 224% -.248 . =, 227%% ~.010 ' -.022

: ’ -
CLASS‘ -.165 ~.143 -.246 -.129 -.108 -.073 ~
ASTIN ©.118 ' -.121 -.015 : -.286 -.24L0 **
EDATT * .069 ‘-.iisl . -.102 ~.213 ' 140 ¢
ARTPHD® NA , 255 238%% «  NA NA
EVERPROF®  NA -296 .308%%%  NA NA
PREARTS NA : NA \ -.196 _.227% NA
. \ | -
PARTIC -.124 _ .284 .352%%x - 006 -.1%82
R .238 .ol .160 119
p’ .0001 | .0001 .0011 1.0067
L) ‘ )

1. 1I.V.s are independent variables, PRIVATE=attended private secondary school;
CLASS=guardian's occupation (3 categories: professional, owner or manager of
large business; owner or manager of small“business, middIe manager, bureaucrat;
blue-collar worker or farmer); ASTIN=Astin quality (selecti ty) score of
college from which respondent graguated; EDATT-QduCICiOﬁ ainment in years:
ARTPHDmearned Ph.D. in art histofy: EVERPROF=has prdfes rial experience;
PREARTS=worked in arts before firsg ordhest:a gmplafment PAﬁigc-score on
professional participation scale,

-~

Y

2. 'b' is the standardized beta coefficient, ranging from -1.00 to +1.00. *=p
less than or equal to .05; **=p less than or equal to ,0l; ***=p ]ess than

or equal to .Q0l.
3. Variable scaled inversely: 1i.e., a positive sign indicates a negative relation-
- ship and a negative sign indicates 8 positive relationship.

&
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In the previous chapters we have cxamined the backgrounds and careers of
senior administrators of resident theAtres, art museums, orchestras, and
c;mmgnity arts agencies; the rewards they receive from their work and
their cxpec;tations about future employment; the trainipg thc&’h’avc had and
N
their evaluations of it; and their professional participation and attitudes on
a range of management and policy issucs._ This section will summarize the
higﬁlights of the study's findings under three hcadings, each a fopic of

.importance to, arts administrators and policy makers: recruitment and reward;
. >

training; and professionalism.

+

Recruitment and Reward

The 1960s and 1970s were a time of expansion for the arts m:two senses.

First, many arts organizations grew significantly in size during that pcnod
et

~

Second, the ‘number of organizations in many ficlds grew substantially as’
well. Growth of both kinds increased employment opportunities, drcw

>
_people mto thc labor market for managers, and prowdcd rapid advanccmcm

v ¢

for many of the pcoplc thus drawn 'in. To the extent that growth slows
down in the years to come, arts organizations may have a more fiifficu!t
- time  recruiting manager, and managers, once recruited, may find fewer
opportunities for carcer growth than did their predecessors.

Indeed, the wyears of entry of men and women Y who are . now
managers into their fields tend to cluster im all the disciplincs but the
orchcstras._ Thus more than a ghird of the theatre managigg directors who
responded to the survey entered theatre work between {971 and 1975; more-
than a third of the art-muscum respondents cntcrczi museum work between

1966 and 1970; and almost three quarters of the CAA directors cntered the

. BINIY ' i
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commmunity arts between 1975 and 1979. These periods of influx occurred

'Y .
> cither during or immediately after expansionary eras.
¢

Most  administrators came from relatively, but not extremely,
privilcged‘ social backgrounds. Their Pparents had more years of schooling
and better jobs than most Ameriéans of thcirAagc; bu(cxccpt perhaps for:
those of  the art-museum directors, weie not predominantly college educated,

professional, or upper managerial. Cohort comparisons indicated that in the

~

musecum field and, to a lesser extent, am@ng the theatre administrators‘

family backgrounds have become less high status over time, : )
By contrast, the administrators are notable for the extent of their

owg formal educations. ~ In every field, all.but_ a few top managers

) ~

possessed, college degreess and more than one ,hélf"gursucd" their formal
. " * ' N .4. . )
education beyond dollege. Increases in educiationb! attainment over time

were most striking among the theatre ” managing directors and the art

muscum directors, the latter of whom increasingly had earned Ph.Ds in art

history. - About half of the theatre managing directors and three fifths of

~

\

. the art-m.'use'um directors with college degrees ca'rncd‘ them at very selective
cotl'dgés and ’.u’niversit.ilcs, c'omparcd:to about 0ge Ihird of the orchestra
~ mapagers and fewer than one quarter of the community arts agency (CAA)
diréc't.'ors.

~

All ficlds but the art muscums hsd incrasing percentages of .women

in more recent cohorts of administrators. In all fields, women managers

-

x

. _administered smaller organizations and tended to have received fewer years

of education. Because it js possibie that the attrition of women , managers
. A

-

will be greater than that of their male counterparts, we cannot aslumc that
e \
their greater representation in more recent cohorts indicates a long-térm

expansion of opportunity for women administrators. « For example, among

Q , z\ql o
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theatres listed in Theatre Profiles 2 (1973-4), 3&) percent of the manager

—

were woincn, compared to 37 percent of top adminigtrators listed in Theatre
Profiles § (1970-80). Of the women managing directors in Profiles 2, only

35 percent reappeared as .managing directors in Profiles 5, compared to 53

percent of the males. \ -~ S ’

Administrators were jitially rc{:ruifcd into : their ficlds from a

40 percegt of the art-muscum directors and
N

orchestra’ mdanagers cntered their disiciplin

varicty of* sources. Abou

immediately after compicting

' - .
their formal educations, compared to 30 percent of the -theatre managing

directors and only about 10 percent of the CAA\ dirgctors.  In none of the

_ ~. _
*disciplines but orchestrasy (about 20 percent) were administrators frequently

recruited from business enterprises.

The first jobs of many respondents in their Fields (from; one quarter

. o ‘

of the art-museum dircétors to more than 80 percent of the CAA directors

’ ‘- [ ' . .‘. » ’ ' . " .
‘were top administratorships. Minorities in, each ficld entered into aesthetic

14

" positions, from 10 percent of thec theatre managing directors and ‘orghestra
. . i ) F I

‘managers who began, respecfively, as actors or musicians. to two fifths of

&he art-musesm directors, entering into curatorial, "\;cgistra'tiom\or cxhibition
.-I " . v .

positions. -

A
“ Nonctheless, many administrators have first-hand famhliarity with /th
'arts‘that tfxcy manage. Approximately 20 percent of the orchestr

respondents had been cmployed at some time as musicians; a similar

4
percentage of the CAA directors reported working as visual or performing
artists, two fifths of the theatre. managing directors had worked as actors

or artistic directors }not'ncccssarily on a full-time Mbasis); and more than

two fifths of the art-museum directors had been curators. What is more,

S( \
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N . ‘ . &

substantial percentages of top managers in cach field reported majoring in

' the relevant artistic discipline in college.
»

. ' « | In the performing arts, however, tﬁc percentage of administrators .
" with artistic experience appears to have declinc?{cr time: the most recent
entrants into "the orchestra and theatre fields were more likely to ‘havc
administrative -'cxpcricncc‘ and/or managcnicnt degrees, and lcsg likely &

report artistic experience than were more senior sdmiﬁistratms. Similariy:
~ the pcrccntagﬁ of art-museum dircc:ors who had been curators declined

‘ with time -as’ the percentage moving from academic teaching jobs increased.

-

Arts-administration careers lack the formal structure that traditional
N , A

. professions receive from educational and internship requirements, and that
m’nagcrs of the largest. corporations receive from internal labor markets.

There are na formal ranks- or systematic ecvaluitions as there are in

“n

government service to provide individuals with guides to their own progress.
Indeed, on{;r in the art.museums, wherc one career pattern (from” curator to
director) may be in the process of pre-emption by another (from art-history

professor to director) arec therd one or two modg¢l carcer progressions. In
» -~ -~
iy

s . . . .
the other ficld, and particularly id the community arts, carecrs were
neither routinized nor predictable.
S . ‘ ® :
Such unpredictable career structures are often experienced as
~— stressful. Where carcers are sufficiently chaotic, retention of personnel

may be  difficult. To some c¢xtent, ¢xpansion may have softened the
‘ . ]
effects of lack of routinization during  the past  twenty years.

.
Administrators in. all of the fields rose’ quickly to ‘commanding positions.

"Median years to first top managership ranged from “none" among the
. \ ’ )
community-arts respondents (where most directors were  hired into QP

>

. . positions from outside the field) to about six in the art-museum field.

. ¥
f

»
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- -
Most administrators attained their first chjef exccutive position while they

were still in their thirties. Contrary to popular belief, arts administrators

who remain in their ficlds do not appcar to be job-hoppers: more‘than half
. -~ . .

« . - . . :’)
of the managers survc'vcd had worked for not more than two organizations

in their fields, and 6nly about one in ten had held jobs at more than
-

four.

To the extent that the rate of growth (and with it opportunities for .

v

career advanécment) have dcclined durinﬁ'thc 1980s, arts organizations may
have trouble recruiting a;x , Pparticularly, keeping talented administratérs.
Just as many  colleges hav#
rccc;lt ycar; of retrenchment in  higher eoducation, sq'trustccs of aris
organizations may find it hard, in the coming d'ccadc, to find the Lop
administrators that they want.
i . . . .
¥ It is thus all the more important to understand the rewards that
keep administrators at ‘their jobs. Organizational bgdgcts and salaries were
highest for the art muscums:a.nd ofchcstras; lowest for the resident theatres
and community arts agencies. Art-muscum directors and orchestra managers
als‘o rcbortcd .so.mcwhat higher lchls‘ of satisfaction than administrators of
theatres or community arts agecncies. Directors of the !atter were mbre
likely to report it likely ‘that they would accept a job outside the a‘rts
(over half compared to about one third, of the other respondents); that they
would»work for public arts ‘agcncics (over two thirds compared to from one
fifth of . the art-museum directors to two [ifths of‘thc theatre managing
dircctors); or that they would manage some other kind of arts organization
(half of the CAA directors, compared to one fifth of the theatre
administ_rators). These findings suggest that the lack of both resburces -and

. N )

-

faced difficulty in presidential vacancies during

¥
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/

, other more subjective rewards may lead to attrition in the ranks of CAA

directors and, perhaps, in other ficlds as well.
Holding other factors constant, seniority was related to organizational

budget in all. ficlds but the art muscums. Also controlling . for other

factors, women managed smaller organizations than men. Attending a

‘private school or a prestigious college was associated with _organizational

budget as well. Among the art-museum directors, the best predictor of the
resources a director commands was whether or not he or she held a degree

from a single prestigious American university.  Seniority influences salaries
- PR B

in every field, as does o‘pcx;g‘tinfg budget ixgall fields bu; art mixscﬁms,
Women received lower pay than comparable male administrators in every
field as well. * ' . -

Different factors were associated with expecting to lecave the arts ig
different fields, Women theatre managing directors, for example,” were
more likely tc; expect to take jobs outside of Yhe arts than were their m:}!c
counterparts, Orchestra managérs with business dcg‘rcés .wc'rc less .likcly,
other -things equal, to anticipate working outside of the arts than were
those without them. Art-;rxuscum dircctorsv were more ljkely to anticipate
leaving the arts, controlling for other factors, if they had a lot of museum
experience for their age*™and if they had worked as curators. F}or CAA
dircctors‘. intention to work outside the arts was negatively stociatcd with
college selectivity and ycars, of experience, and positively associated with

‘L
parental education. -

{
Among al‘ groups but the art museum directors, administrators in the

L : . N
middle cohort were most likely to report it likely that they would take a

job outside the arts, perhaps indicating frustration over career blockage

among mid-career managers. It is among these mid-carcer managers and,

e A

V
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1
for the theatres, among female administrators that the dangers of

significant attrition are greatest.
. , , -

These findings suggest the importance of both rewards and relatively

stable carcer '‘paths in recruiting and keeping talented administrators.. The
, ’ danger of attrition appears greatest in local arts -agencics, where Carccrs
/

are mo¥t chaotic and - salaries lowest; and least pressing among the art- '
musecum directors, Whose . salaries are' Highest and whose career patterns are

&ost predictable,

\

\ Some administrators will always be attracted to the artss Those
»W%Yéa reported deriving satisfaction from m}hy aspects of their work.

Yet it is likely to remain difficult - and,» to the extent expansion slows, to

.

. ) bcr\omc more difficult - to attract and retain committed and talented
’ . N v .
administrators in-all of the fields discussed in this report, except possibly

art museums. The data reported here suggest that a prograin. aimed at

G

attracting and keeping managers would have to acmmplij’x three things: A

l. Raising salaries in fiefd$ in which administrators are least well
paid; ) -

'2. Establishing somewhat more predictable career paths that offer the
promise of fur¢her opportusdities to administrators who -reach C—‘
the top of targ{ or medium-sized organizations relatively early : *
in life; and |

3. Offer¥hg more equal opporgunities to women managers who pursue
caregrs in these ficlds. ' '

. + Tralning
Strikingly few of the administrators surveyed reported that they were well

prepared to assume¢ many administrative duties at the time they were

- -

appointed to.their first top managership. CAA directors (who, on average

¥

were older upon assuming’ their first directorship than were administrators

in other fields) were somewhat more likely to report good preparation, and

-

o . L9 -
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zrt-‘muscum directors were somewhat less likely to report having been well
prepared for their administrative duties. For each ({ui\ction. for each field,
between 10 to 55 percent of respondents reported being poorly prepared,
while from 10‘ to 55 percent reported being well prepared. In «Short, then,
administrators in all_fgur ficlds believed that their preparation for their
positions could ha\;'c been much better than it was. In particular,
preparation for financial m#‘nagcmcnt and labor relations was problematic in
each field, as \\;crc. readiness for board relations among. thcatrci m;naging

directors and for marketing and public relations and government relations

among art-museum directors.

According to these self-reports, only the theatre managing directors

had bccbmc more well' prepared for their positions during the professional

lifctimes of the managers surveyed. The more junior mansaging directors

were morc' likely than any others to consider themselves well prepared t:or

all funct‘ions but labor relations, and lcs;s likely to consider th;msclycs

poorly prepared for cvcry functiogy but pcrsohncl managcm;n‘t. By vcontrast,

th;: least senior art-mus;ﬁm directors and orchestra managers were more

likely to report thcrms'c'h@boorly prcp‘arcd for everything but personnel
-

management thﬁ. were directors in the middle cohorts of their fields.

Administrators in M1 ficlds reported on-the-job training as the

principal means by which they had attempted to master cach of the

management functions about which they were asked. - Professional workshops

and senMnars werc also used by many, as were consultants, especially by
v,
the art-museum and theatre administrators. A smallier. minority of

administrators in each field had taken university arts-administration and

general-management  courses, particularly in  the area of financial

management.  Theatre managing directofs reported relatively high rates of

197
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attendance at a{ts-administrati’on - courses, “whilc orchestra managers relied
more than others on gencral-management courses. CAA directors took
fcwcr'cour.',cs, wh.ilc art-museum directors made less use of /professional
workshops and seminars. ‘ |
Attcndanccfat'-arts-administration_ and gecneral-management courses
a;;bcars to be rising éx.ﬁong the theatre managing .diréctors. The least
senior orchestra managers were also‘ much xﬁorc likely Ithan their
predecessors to report attending grts-administration and general-management
courses for a varjmty. of purposes. "At'tcndancc’ at university arts
administratiop courses rose sharply lam‘opg CAA di’r;ctor‘s as well.

Global reputations of different training formats were surPrisingly

consistent from field to fiéld. Respondents in all fields ranked on-’thc-"job

!

Management consugtants werg ranked very low in every field. Respondents
were most polarized around university arts-administration and " genéral-
management courses: many ranked these. formats high, while many others

ranked them low. Change in .reputation by cohort appeared only among

. “"p",- B -
: N . . ﬁgﬁs .
the theatre  managing directofsi* where relative newcomers wére more -

favorable towards university courses ;nd’ less favorable towards workshops
and seminars than were their -colleagues. ’

Yet when the question specified  the manag'cmcnt function for which
cach training format was used a:n\d.,\thy-cspondcnts were limited to those
who had actually employed the respective formats, the responsés were quite
different. Althoush‘ the rcputation of consultant’s among all administrators

was quite low, those managers who reported using consultants reported high

levels of satisfaction. By contrast, those respondents who reported using

L

19¢g

“ N

training above all other forms, and internships were highly valued as well. .
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I e . .
arts-administration programs found them rejatively unhelpful for most
o , .

pur'pdscs, cven though their ‘generalized reputation was rather high. )

These findings reflect \subjective appraisals; they do not represent

Vébjcctivc measures of the quality of ecither the preparation of -arts

administrators nor of diﬁ'crcnt{ kinds of Itraining.' formats. They do,

however, sugs‘cst' several paints that policy makers should bear in mind:

- ) : :

1. Administrators in all of these ficlds perceive “that their

prcparatxon for “executive positions was inadequate;
’ A

2. On-the-job tramms is still the most common kind of trammg in
every. field; \ -~

3. Tn“ the extent that evaluations -of training formats are sounder

- . when they come from pfoplc who . have experience with the

‘activities they are cvaluatmg. "program decisions based on

-global reputations of 'training alternatives: are likely to be

misguided. © Agencies and -foundations. that have supparted the
development of spcc:ﬁc kinds of managcmcm training should = .
consider rigorously evaluating the effectivene s-of the programs .-

that they have aided before cxpcndmg more Iunds t‘or this

purpose.

-

The term 'grofcssion'alism' is of:cn\ used fo connote "competence” in this

usage, -2 professional manager is oq‘c who \is '.k‘no'wlcdg.;ablc. and capabile.
We have not used the term “profcssionalism;' ‘in  this \;ray in this report,
because it does not tell us hou: occupations rcgﬁrdc'd as brofcgsions differ
from those that are. not secen as professional. (There are, for example,
well and poorly trained, competent and inc5mpctcnt: bricklaycrs. train
conlduc':tors. ‘and ‘aut,omotiﬁ{ mechanics; yct \fcw people talk about
"professionalism”™ in those fields, and shosc who do are not taken wvery
seriously.)

Instead, we have adhered to a definition >of professionalism that is
based on a tradition of studies of professionals and professionalizing

occupations. In this tradition, professions are described as occupations with

. | | 199 -
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'some “or all of the following characteristics: a monopoly of at least

S . >
somewhat esoteric knowledge: a body of professional ethics or standards:

professional associatiéns . that enforce these standards, accredit training
institutions, and license practitioners; extensive collegial interaction among

practitioners employed in different organizations; . a commitment to.

- -~

professional standards even when thcjcjconﬂict with organiiat’iona! goals;

and 38 claim to altruism and dxsmtcrcs dness in profcssxonal pracncc

: Vg

\\dmxmstrators in all four ﬁclds studied participated in an extensive

web of local, s:a_tc-widc.\ and national professional activities, ranging from

. *

explicitly professional societies like the Associgtion of Art Museum Dircctprs

3

to service organizations that function, in soé/c__ ways, like professional
. . » . | .
associations, to peer review panels in state and federal arts\and cult\xral

agencies. And s‘pcc‘c'hcs at association mecetings and articles in the {telds’

publications make frequent reference to professionalism as a goal or a
rcality. y ) . ", a

Yet in none .of . thcsc ﬂclds are managcrs prof&ssxonals in Yhe sense

‘x~

that thc term is used hcr\c In no case, for cx‘amplc. are practitioncrs'

i

\rcquircd to hold  degrees ‘in a particular- management curriculum; nor,- in -

any field, are ﬁﬁ.cy ‘iiccnscd by profcﬁsional panels. What is more,
allegiance to values associated with profc/ssionalism (mastery of a formal
body. of cxpertise, support for professional over organizational standards,
licensing for practitioners) was far from universal ameong the )cspondcnts.

It is possiblc‘ thaf these findings reflect °  processes of

. t

prqfcssionaﬂzation that are still incomplete. Indeed, professionalism seems -
least advanced among community-arts administrators, the newest managerial 7

group, and most advanced (although in 1its art-historical rather than in its

administrative sense) among the art-musedm directors, members of the arts’.
’ s

<0
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oldest administrative profession. There was some c¢vidence in the surveys

- (¥4

of managerial professionalization in the resident stage. Younger managing

directors were tnore likely to have formal training beyond college, to have

" §
msnagement degrees and management experience before taking on their

[y

first top administrative position, and to report “in-scrvicc training i'n.
univcrsity.' managc,mént programs. Thc"attjtudcs of the mofc recent cn;ra.nts
to the- theatre field -;vcrc also.\in some respects, morein to traditional
professional values than were those of their more senior~ colleagues.
k’ioncthcless_, cvc; the most junior managing dircc‘tors divcrgcd ;om the
professional model in somé respects and, in the other fields, administrators’
expericnces and attitudes were even less typical of professionalism.

e ——

X?'lanagcrial professionalism in the arts is a movement fraught with

%

paradox. One paradox }?.g to do with the nature of professional N

-
/

C . . / : . .
management in ,any field. A second has to do with tensions between
)

v

managerial and aesthetic professionalism in the arts. A third involves the
|

. underlying structure of managerial caréers and the absence of a, basis in

s | : A
the labor market for an arts-management profession. :

N . ‘ " ‘
First, thc/rc exists a tension between the emphasis in professional

idc&logy'on peer control and the emphasis in management on the pursuit
of thc}bcst interests of an organization. If the professional, by definition,
must cvade organizational control to live up to the standards of his .or her

profession, the manager, by definition, must exert control fag the benefit
r\\ - ’

} . . . . 4 ..
of his pr her organization. If the professional’s legitimacy comes from the

impossit}ility of routinizing his or her work, the manager’s dcri)cs from his

or her expertise at making organizational chores more routine, Managerial

t

and profedsional warrants for occupational authority are different and, to
¢ /

some extent, inconsistent.
' ’ / fl

2’)1 /

.
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[y

Second, within the arts, even. among administrators, there is umc,\“\
consensus as tp the kinds of expertise that should be expdeted of managers.

In A some organizations, the manager must master the techniques of

’ ) L

budgeting, marketing, and ‘Public relations.. In othcrs,\ subordinates execute
these functions and tHe manager is a catalyst and integrator of the work
of others. In still others, the administrator, deals primarily with the

organization’s cnvironment, specializing in _fund-raising and public relations.
: ]
2

In the absence of uniformity in arts organizations’ ?cds. and thus of

-

consensus about what thc/éxpcrt manager should be expert about, it is

A

difficult to- design a formal curriculum, much less to expect that arts

organizations will demand a specialized credential of administrative .

] \\. candidates. Uncertainfy about the nature of managerial work is reflected N
" in" the emphasis on hands-on experience in respondents’ criteria for sclecting
' .

directors and th;i:; evaluation of\ approaches to training.
This uncertainty is confounded by the belief of many (particularly

of the older) particip?nts in arts organizations that the chief executive
. t L4 °

should be someone with aesthetic as well as administrative . expertise.

~ .

mong the administrators _sur;cycd here, 'this iS a minority view in all '
fields but the art muscur;xs- Ironically, - however, it is the art-muscun/
dircctorship- that has professionalized at a faster pace than any of Jthc
others. More than half of the most recent. cohort of art-muscum directors
responding to the survey held a specialized advanced degree (the Ph.D. in
art  history); education appears to h#.vc become A more impor{ant
determinant of success, while family background has declined in importance;
and ar’t-muscum’ vdircctors were more likely than on{;r respondents to stress e

- the importance of professional codes of ethics, and even te ecntertain the

idea that professional associations should play a role in enforcing such

-

* &
-
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codes. Yetsthe art-museum directors ‘arc least likely to have management
L] . . v . .
training or to value a management background. Theirs is a “professionalism

in which administrative expertise plays only a minor role.

-

Finall‘y, there is little evidence in these data khat' an "arts

A}

administration” profession” exists in any meaningful sense of the term.g The

. 3 . ) ’ . C'Y -
labor markets for the fields investigated here (with the important exception

¢

of the community arts) appcarc& to be highly segmented. Few respondents

in any field but thq’commumty arts had every bedn administrators in any
/ . T )
other, and few (cxc&t for the CAA directors) anticipated ever managing a

I

different kind of" arts organization. Very few of the art-museum ‘directors
N

had ever wyrkcd for any other kind of museum and nearly as few

v

expected to ever work for one, much less to administer some other kind of
art; organiiationl Many of the CAA directors reported experience in the
performing or visual arts; but/ evidence On- the backgrounc'ls of other
administrators suggested that the road from disciplinary organizations to the
community arts was a one-way strect. What is more, few administrators
possessed 'dcg;cg/s in arts administration, and such degrees vi'crc. not wvalued
as Hhighly as many other kinds of preparation. For these reasons, it
appears that "arts administration"“is a term that déscribcs a fam'ily of
occupations, each wi;h its own labor market, rather than a Single profesion.

The issue of professionalism shouid nat, however, obscure the real
need of arts organizations,for strong management in an\‘incrcasing!y
complex c_nv'ironmcm.' Arts organizations i.n the fields studied here face
chalichgcs in recruiting talented administrators, in rctainin‘g thcmg/and in
providing the training that xhcy \nccd to do their jobs well. ¥ The Rrowth
in the arts during the 1960s and 119705 may havc.sot‘:cncd the challenges

of getting and keeping competent administéators at the same time it made

-

-
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~
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L their jobs more complicated than they had once been. Slower growth in
the years to come  could make those challenges even more prcssins_‘ and

. y :
\ jeopardize the gains in administrative performance that have Been achieved.

T
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