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Introduction to the Study

Separating teachers into subject area departments can be a vital organizational tool for many schools.  After all, mathematics teachers will have similar needs, be they physical (space and resources needed for proper teaching) or curricular.  The same applies to the other traditional departments.  While each teacher has varying needs (e.g. the type of equipment needed in a biology laboratory as opposed to a chemistry laboratory in science education) the similarities of others working in their subject area make a department a strong support system.


But what of the fine arts department?  Fine arts is traditionally a wide umbrella that covers performing and visual arts, while sometimes also including various forms of journalism, publishing, forensics, and technical arts.  These areas often have only one thing in common: how different they are from the other academic areas of the school.


The difficulties of leading a department made up of such divergent subjects seem quite large.  How does a theatre teacher grasp the subtleties of visual arts, vocal music, or dance to help guide the teachers in the department?  Would this not be similar to a department made up of one math teacher, one English teacher, one history teacher, and one science teacher?  


All of these questions occurred to me at the end of last school year when I was named fine arts department head at First Presbyterian Day School.  As a theatre teacher, I have spent the previous four years buried in my theatre, trying to create a strong program.  Now, the most pressing demand on me this year is the need to become a strong leader for our dedicated fine arts department while maintaining my own program.  While many colleagues have provided me with useful advice on making this transition, I feel that I would benefit from knowing how other teachers handle the leadership decisions I am about to encounter.  My research question for this study will therefore be: What do teachers of the fine arts in independent schools believe are the qualities and skills needed for a department chairperson to effectively manage the unique aspects of a dedicated fine arts department?
Ontological and Epistemological Reflection

I am entering my fifth year at my current school, First Presbyterian Day School in Macon, Georgia, and my 12th year of full-time teaching.  My career has been split between theatre education and professional theatre direction, choreography, and acting.  Aside from my first two years of teaching I have been part of departments made up solely of fine arts teachers.  The composition of these departments has been quite diverse.  My current department contains teachers in elementary music (Orff-Schulwerk/Kodaly based), elementary music (choral/music appreciation), middle & high school chorus, band (elementary through high school), theatre (elementary through high school), elementary visual art, middle & high school visual art, and dance.  I have had the opportunity to observe several different leaders of these departments, but find myself leading one for the first time.


As a first-time department head I face the challenge of leading a department going through a bit of a reinvention – not the least being myself as its head.  New band and chorus teachers are entering the mix.  A new arts facility is in the early planning stages.  The SACS committee is coming to town this year.  While I was not at the school for the previous SACS visit, the committee was concerned with the ability to grow our arts program in the current climate of the school.


To be successful in my new position I need to find effective leadership strategies to bring the teachers of these divergent forms into a stronger collaboration with each other, build all of the programs collectively, solve long-standing administrative problems with each program, build the stature of arts on campus, and continue to find the time and resources to build my own theatre program. 

My closest connections with leading the fine arts department at a school are my experiences being led.  I have had the opportunity to watch many different people lead the arts departments I have taught in.  Watching them has given me many ideas of what works and what does not.  I also have the knowledge of being a student in the theatre departments of three major universities.  In my two graduate ports of call, I saw some of the administrative qualities necessary for a good leader.

While I have never led an arts department myself, I do have experience leading arts organizations.  I was the resident director of a community theatre in Mississippi for several years as well as the artistic director of other theatre companies.  Being a theatre director requires a large amount of leadership skill – often with artists from divergent fields.

I was selected to be the department head largely because of my knowledge of all of the divergent art forms housed in the fine arts department.  Theatre is often considered to be the most collaborative of the arts, so I have had to develop skills in all areas to be a successful theatre practitioner.   Therefore, I can speak intelligently about the needs of a band or chorus program without ever having led one myself.

Most importantly, I have a peer’s knowledge of what the other teachers in the department need.  I know the problems the art teacher has had with getting his classes scheduled appropriately.  I know the difficulty our top-notch Orff-Schulwerk/Kodaly teacher has of getting teachers to appreciate to value of her work.  I know the battles all of the fine arts teachers fight in the never-ending clash between product and process.

I also understand the difference between the needs of our department and the other departments in the school.  First Presbyterian Day School serves grades 4K – 12.  The Fine Arts Department has teachers who serve in all of the levels.  Unlike a mathematics department where all of the teachers have similar curriculum and materials needs, our needs are quite different.  We are also responsible for a huge amount of the programs, assemblies, and after-school activities at the school.  Because of this, the director of the department is responsible for managing a large and complicated budget with many sub-budgets for individual programs and activities.  The position requires a higher level of administrative duty than the more conventional department head positions.  
While I feel that I have many experiences that will help me become a quality leader, what I truly lack is the knowledge of what other teachers feel are successful strategies that work in making fine arts departments function well and grow into their true potential.  I want to make sure that I do not “reinvent the wheel” when other experienced educators may have solutions that will help me be a good leader of a top-notch fine arts department.  Unfortunately, I am still relatively new to the area.  I do not have many contacts in my own field, largely due to the tunnel vision I get while building my own program.  I will need to push myself to look outside my theatre for answers.
Literature Review


In the current academic environment the fine arts are in a rather tenuous position.  The arts  - whether individually or integrated with mainstream academic subjects – are hailed as vital by many authorities for students’ education and personal growth, yet are being removed from schools for economic and political reasons (Holcomb 2007, Loschert 2004).  For the arts to survive this onslaught and thrive, strong leadership is needed at the school level.  This leadership is centered often in a dedicated fine arts department and its designated chairperson.  But how is a fine arts department led?  What qualities does a chairperson need to provide the strong leadership needed in the current political climate?  What are the inherent differences from other departments that provide challenges for the chairperson?  


Focused research on secondary education departments is rather sparse and specific research on fine arts departments is practically non-existent.  Still, studies performed on the general qualities of department leaders can provide insight to this topic, especially when compared to the documented specialized needs and rewards of serving in a fine arts department.


The position of department head traditionally exists in a cloud of ambiguity.  School administrators often do not convey the specific duties of the position to a new department head.  There is uncertainty as to where the department head fits into the organizational ladder (Gold 1998).  Many find themselves caught in a rather difficult position: naturally allied with the day-to-day needs of their colleagues in the department but needing to serve the sometimes conflicting needs of the administration (Bell 1992).  Yet Gold (1998) argues that because department heads serve in both the teaching and administrative realms that they can be among the most influential people in a school setting.  No other position has equal connectivity with students, teachers, and administrators.


Weiler (2001) built on the theoretical base of Gold and Bell by surveying 200 department heads from various subject departments in secondary schools.  In this study, Weiler sought to determine what duties department heads actually performed and what knowledge and skills they felt were vital to their success.  The respondents to this survey echoed Gold’s concerns about the ambiguity felt by department heads in their duties, yet in the course of performing those duties they had determined the skills vital for leadership:

More than 90 percent of the respondents listed "people skills" (interpersonal relations skills), command of subject matter, and good communication skills as most essential to successful job performance. Knowledge of leadership, the ability to work with teams, flexibility, and diplomacy were frequently mentioned as success variables. … Many department heads commented that having a good "command of subject matter" was essential to job success; for example, one respondent stated, "When I am recognized as knowing what I am talking about, I mean really knowing, I have the respect and credibility necessary to get things accomplished."   (Weiler 2001)


Bowman (2002) was also struck by the many facets needed by department heads while attending a discussion with faculty members of Winona State University.  The panel was attempting to decide what was needed from their department chair in anticipation of its vacancy at the end of the term.  The participants outlined more than fifty leadership demands from the position.  Not surprisingly, after determining the complexity of the position, none of the participants volunteered to assume the department chair.  Bowman, like Weiler, sees similarities between department heads and the middle managers of business.  However, while both researchers spoke of active listening and building bridges in the department, Bowman’s research also stressed the need to bravely search out the truth and bring dissension to the forefront.


But does a department need a single leader?  In some departments, while a formal department head may be designated by the administration, vital informal leadership structures develop naturally within the department (Livesay, Moore, Stankay, Waters, Waff & Gentile 2005, Robbins & Zirinsky 1996, Barylick 2004).  Robbins and Zirinsky (1996) studied an English department considered to be one of the finest in the country.  Through interviews they derived a personality profile of each department member.  Their findings showed that even though the department had a designated department head with local and national accolades for her teaching and great respect in the department, other members of the department still led key areas.  The teachers in the department consistently referred to the collaborative nature of their decision-making as a strength.


Barylick (2004) describes a similar situation in her performing arts department.  A dance teacher, Barylick combines with a theatre and music teacher to lead an integrated arts program in Mamaroneck, New York.  The three artistic disciplines are woven together in the program, as are the three instructors as leader.  


In the situations described by Barylick and Robbins/ Zirinsky the development of these leadership structures was a natural process.  However, the teachers of the English department of Trenton Central High School documented their deliberate actions to build more leadership across their department (Livesay et al. 2005).  This initiative was brought on largely by the school’s students underperforming by the standards of the No Child Left Behind mandate.  The teachers, in an effort to improve their students’ scores and build up their voices as educators participated in more collaborative leadership.  The result was an improvement in the way the department met the needs of its students.


But can the methods that work for other departments be used in one dedicated solely to the fine arts?  The daily challenges of a fine arts department are quite different from a standard academic department.  A 1992 study of Blue Ribbon Schools of Excellence by the United States Department of Education revealed several characteristics of successful fine arts programs that are unique from other departments.  The fine arts include several disciplines, including various forms of music, dance, theatre, and visual arts (among others) each with their own specific needs.  Instructors in fine arts programs are often not traditional teachers but are drawn instead from the community or professional arts community (Department of Education 1990-91,  Daniel 2000, Hatfield 2007).  Assessment strategies for the arts are, by necessity, quite different.  Arts departments also historically have stronger ties to the local community.  Barylick (2004) adds the vast after-school requirements of arts programs to this list.  Some arts programs only exist as extra-curricular activities with little or no classroom time dedicated to them.  Others, such as theatre, band, and chorus, require numerous hours outside of class for rehearsal and performance.  The building and equipment needs of a fine arts department are also quite large: performance spaces, consumable art supplies, band instruments, sheet music, performance royalties, etc. (Daniel 1994).  Lazarus (2005) reminds of the deeper, ethical responsibilities and dilemmas of fine arts departments including proper choice of subject matter, increased closeness with students, and balancing the needs of creating a quality performance (product) with the needs of training young artists (process).


Fine arts programs have an additional struggle to justify their very existence. With the math and English centered demands of No Child Left Behind (NCLB), arts programs (although listed in NCLB as a core subject) can be cut to focus more funding on improving test scores (Holcomb 2007, Loschert 2004).  For some arts programs, the problem is closer to home than a federal mandate.  Some arts programs struggle to find support from their own administrations.  Vicki Bodenhamer, a former Art Educator of the Year, remarked in a 2001 interview that fine arts programs often have to be find a way to become great on their own just to earn the support of the school (“Support follows excellence” 2001).  In other schools, the administration’s athletic mentality finds success in arts programs only if the requisite trophies have been earned in competition (Bates 2006).   This competition and comparison with the athletic department is another consistent problem for the leadership, faculty, and students of many fine arts departments (Pierce 2007, Hall 2007.)


From a review of the existing literature in this area several points become clear.  The challenges of a dedicated fine arts department are quite different from a standard academic department.  Different needs of a department bring different challenges to its leadership.  Weiler’s (2001) research showed some strong trends in what traits and training department heads felt they needed to possess to lead effectively.  While it is certainly probable that his survey included a few fine arts department heads among its respondents, specific research on fine arts teachers and their leadership needs is necessary.  If Weiler’s instrument could be adapted for fine arts teachers, the data would be extremely useful.  However, Weiler’s research focused purely on department heads and their opinions on the topic.  While his methods and data are enormously useful, this approach leaves out a valuable perspective: the fine arts teachers who are led by department chairs on a daily basis.  


The question also remains of whether a multiple leader strategy is more effective in building a strong fine arts department.  To a certain degree, this question may actually be moot when applied to fine arts.  The inherent nature of a fine arts department is an organization of several specialist-artists who are responsible directly for their individual programs.  Even with a strong department head, the teachers of the other various arts are often the only teachers with expertise in their areas on a given campus.  A fine arts department is therefore already a coalition of leaders.  The more important question seems to be what is needed to connect these leaders into a cohesive group and lead them to collaborative success.  Since leading people who are used to being responsible for large programs themselves is often complicated, this could prove to be the most difficult task of fine arts leadership.

Methods

This section is divided into three parts: the original research proposal developed prior to the project, the survey questions themselves, and refinements made to the methods upon further research and exploration of available technology.  

Original Research Proposal

With the limited amount of time available for action research with this project, the most efficient form of research to address this question would seem to be survey-based.  It is my intent to create an online survey which addresses two general questions: what are the unique aspects of a dedicated fine arts department and what qualities and skills are needed by the department chair in order to successfully lead.  All fine arts teachers associated with the Georgia Independent School Association will be asked to respond to this survey.  Originally it was my intent to only seek the input of current department heads, but after further thought I realized that I might be overlooking important information with that tactic.  I know one of the teachers in my department was a department head for many years and would have interesting input.  Also, who better to ask how a department should be led than the people in the department?  I hope the larger sample will also give me more useful raw data to interpret.


I am concerned with the time involved in doing a pen-and-paper survey and e-mail surveys have confusing elements I wish to avoid.  I plan to set up the web-based survey to ask largely for free-response style answers.  A published survey of department heads (not just fine arts) conducted by L. David Weiler, Jr. in 2001 is providing a useful guide to phrasing and selecting my questions.  I plan a few numerical-based questions, but the useable data for me will be the actual anecdotes and ideas I receive.  I am also toying with the idea of a question that asks for a very artistic response – asking for an answer as a poem, song lyric, or reference to a known work of art.  Many artists speak better through art.  In person I could explore this technique more, but I plan to experiment in a small way with the survey. 


The data I receive should give me a good idea about the daily successes and difficulties in the arts programs in Georgia’s independent schools.  The questions on the uniqueness of fine arts program will set the context for the questions concerning the needs of a fine arts leader.  I believe I will see trends in my data that will suggest areas for me to focus on in my own development as a department chair.

Survey Questions

The following questions will be included on the survey:

Quantitative questions for demographic information:

· Which grade levels do you teach?

· What arts-related subjects do you teach?

· What arts-related subjects are taught at your school?

· How many years have you taught a fine arts subject?

· How many students attend your school?

· Does your school have a dedicated fine arts department?  If no, with what department is your area included?
· Are you the current department chair for your department?

· Have you previously been the department chair of a fine arts department?

Qualitative questions for all respondents:
· What makes leading a fine arts department different from other academic departments?
· What are the most common challenges faced by your department?
· What additional challenges or advantages does your department have being in an independent school?
· What are the future goals of your department?
· If your department could be symbolized by a specific piece of art (song, painting, poem, etc.), what would it be? (Examples: Rodin's "The Thinker", Ravel's "Bolero", Shakespeare's King Lear, etc.)
· What are the most important abilities a person must have to be an effective fine arts department head?
· Please share a situation where the leader of your department used inspired or creative leadership.
· If you could symbolize the ideal department head as a specific work of art, what would it be? (Examples: Rodin's "The Thinker", Ravel's "Bolero", Shakespeare's King Lear, etc.)
Qualitative questions asked of department heads, past and present:

· What would it take to make your position as department head more effective?
· Do you feel you were adequately prepared for the role of department head? Why?
· What do you think your role as department head should be?

· If you could symbolize your style as department head with a specific work of art, what would it be?

Qualitative question asked of non-department heads:

· Would you ever be interested in becoming a department head yourself? Why?
Refinements to Original Proposal


A few difficulties arose in implementing the original research design.  I had initially planned to create the survey on one of the web pages I host using standard html form creation.  This method would have sent the surveys to me as raw text data in e-mails.  Ultimately, I would have to go through each e-mail and compile the information into a master list.

As I was in the initial phases of authoring the web survey, the assistant headmaster and curriculum head at my school, Dr. Barry Shealy, mentioned an internet survey service called SurveyMonkey.com at one of our pre-planning faculty meetings.  The administration had decided to use the service to distribute their own surveys to parents.  Dr. Shealy was excited about the powerful tools available for data analysis with SurveyMonkey.  I immediately experimented with the service and found it a perfect tool for the project.  SurveyMonkey provides instant data analysis of quantitative questions and strong reading and organization tools for qualitative questions.  The program also provided skip logic, so I could target specific questions for fine arts department heads. The cost for using the service was also quite affordable.  I created the survey online, sent several beta testers through it look for bugs, and made sure the data collection was functioning correctly.  Through the service I assigned a specific URL to the survey and prepared to send it to fine arts teachers.  

Discovering a way to reach all of the arts teachers in the Georgia Independent School Association proved to be the second problem.  No formal mailing list was available to teachers or administrators.  I considered sending the survey invitations to literary competition sponsors at each school and asking them to distribute the surveys to arts teachers.  Still, not all schools participate in literary competition and not all areas of the competition are fine arts.  I wondered if the GISA would circulate my survey requests for me.  Dr. Shealy again came to my aid.  He put me in touch with Robin Aylor, an administrative assistant in the GISA offices.  Through communications with Aylor, we determined that the best plan of action would be to send an invitation to all headmasters and their executive assistants and ask their help in distributing it to fine arts teachers.  Both of these mailing lists existed already, so they would be convenient to use.  Also, the scholarly aspects of my study made it proper to send the invitation through official channels.  As reciprocation for the help, I promised to make all of my data and findings available to the GISA and its member schools.

The official invitation e-mail read as follows:

Dear GISA Fine Arts Teachers:

I would like to ask for your participation in a research study I am conducting through Lesley University as part of an Ed.S. program.  I am studying the special qualities and needs of fine arts departments and their department heads.  Would you be so kind as to take a few minutes from your hectic beginning-of-school schedule to complete a brief online survey?  All respondents remain completely anonymous through the survey process, and the analyzed data will be made available in a few months to all GISA schools.

Click this link or copy and paste the address into your browser to jump to the survey: 

http://www.surveymonkey.com/s.aspx?sm=bWpByhat1EFhZMbIAuCENA_3d_3d
Thank you very much.  Best wishes for a wonderful school year!

Sincerely,

R. Andrew Strickland, M.F.A.

Director of Theatre and Chair of Fine Arts

First Presbyterian Day School
The survey was successfully distributed.  Responses began to come in within the first day and continued for six weeks before the final analysis of the data. 

Study Findings, Analysis, and Reflection

Over the course of six weeks, 109 fine arts educators took the survey.  Not all respondents answered every question, but the acquired data provides a useful picture of what teachers believe are important factors in leading a fine arts department.

Demographics

The first section of questions focused purely on demographic information.  The reason for including these questions was to judge the context of the qualitative information.  It was important to get information from teachers of many of the arts disciplines, across all grade levels, with varying degrees of experience, and actual experience in dedicated fine arts departments.  Without all of these factors present, the qualitative data would not be representative of the departmental situation I wished to analyze.

The results of each of these questions are presented in chart form with comments and analysis following each.

[image: image1.emf]
Respondents had the ability to select more than one level.  Since independent schools often teach many grade levels, it is very common for teachers to teach a combination of the three levels.  Middle and high school teachers were very likely to teach across both levels.

[image: image2.emf]
At first glance the survey seems dominated by visual arts teachers.  But as visual arts are traditionally offered in most schools, it is reasonable to expect a large number of respondents from this area.  The numbers from the other traditional areas (music and theatre) were strong.  Respondents had the opportunity to provide alternative subject areas.  Responses in this category included journalism, music theory, oral interpretation, and art history.  All and all, these numbers reflect a good cross-section of fine arts teachers.  
[image: image3.emf]
The departments represented by respondents generally contained a wide selection of arts courses, focused particularly on visual art, music, and theatre.  Since I was particularly interested in how department heads lead diverse departments, this question shows that the respondents have similarly diverse departments to my own.  The dance number was higher than I expected, especially with only five dance instructors responding to the survey.  
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I was pleased to see a wide range of experience represented among the respondents.  The data on the qualitative section of the survey would reflect the needs of both new and experienced teachers.  Unfortunately, the national trend of educators leaving the profession within their first five to six years in the field may be partially reflected by this data, with a full third of respondents included in this experience range.
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GISA member schools tend to be smaller, so this once again reflects an accurate cross-section of the schools surveyed.  As may be expected, respondents from larger schools tended to have a wider variety of arts disciplines offered.
[image: image7.emf]
This question was very important to my data gathering.  I wanted to know about needs and leadership of dedicated fine arts departments.  If few respondents came from fine arts departments, the qualitative data would be considerably less useful.  However, with 78% of respondents coming from a fine arts department, the data would seem to be quite relevant to the research question.

[image: image8.emf]
These two questions were posed later in the survey to target specific questions about fine arts leadership to current and former department heads.  I was delighted to have 30 total respondents with department head experience to answer a separate series of questions.


In short, the demographic information established that the survey respondents reflected the required diversity to accurately address the research question.   
Qualitative Questions Posed to All Respondents

[image: image9.emf]
Several trends emerged from the answers to this question.   Many respondents believed that fine arts departments were driven by creativity and allowed faculty members to work with students in unique ways.  Fine arts teachers have the advantage of working with students over many years in situations in and out of the traditional classroom.  They are less tied to rigid structure and have more freedom in planning curriculum.  In general, the students who study in these courses want to be there and often develop a passion for the subject.  
Yet, the respondents relayed many specific difficulties.  Most common was the failure of their programs to be recognized as vital by their school communities.  The respondents are often forced to justify the need for their programs to exist, unlike traditional academic subjects.  The support structures that exist for athletics are often missing for them as well.  Money and time were also mentioned often as difficulties that are more acute in fine arts departments.
The inherent diversity of fine arts departments was mentioned frequently.  Respondents were very aware of how different their artistic fields were from the others in the same department.  This was reflected in the answers in both positive and negative lights:  while the diversity energized the departments, it made leadership and coordinated efforts much more challenging.

[image: image10.emf]
Most common challenges shared by respondents:
· Difficulty in scheduling.  In independent schools, with fewer sections of classes, it can be quite difficult fit students into arts classes.  Also, scheduling performances and other events against athletics proved a challenge for many respondents.
· Insufficient facilities and funding.

· Time.  Arts require long periods of time to perfect – much of it outside of the classroom.  Putting in these hours can be difficult, as can explaining to administrators and parents why they are vital.

· Competing with athletics and each other.  To have an effective program, respondents felt a shared need to recruit.  Often it would force them to recruit against athletics or even each other.  Often a talented instrumentalist is also a talented singer.  Supporting their departments while supporting their programs often became conflicting goals.

· Credibility.  Respondents voiced the need to be taken seriously by other teachers, colleges (fine arts classes are often not averaged into grade point averages for college admittance evaluations), students, and parents.

[image: image11.emf]
The most common advantage and disadvantage listed by respondents was money.  Many respondents felt that being in an independent school gave them more money with which to work; a roughly equal number felt they had less money.  Despite the large contrast in monetary support, several teachers agreed that independent schools provide a more nurturing environment for the arts with increased institutional freedoms.
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There were very consistent answers to this question.  Most respondents hoped to improve arts facilities, expand course offerings, and/or increase student participation.  Additional responses addressed the need to increase the acceptance of the arts into the culture of the school and improve visibility in the community.
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This is the first of several questions that asked for an artistic answer from respondents.  The goal was to allow the teachers to respond more naturally to the question as artists.  As was expected, many respondents chose not to answer this question or wrote that they were unsure of how to answer.  Many, however, gave intriguing responses.  The major trend that emerged among respondents feeling positive about their department was of artwork that involved many different parts or media: a symbol of the diversity of the fine arts department.  Those with reservations about their departments replied with answers such as Shakespeare’s The Comedy of Errors and Ellison’s The Invisible Man.  Songs referring to love and happiness were also a trend with “What I Did for Love”, “Ode to Joy”, and “All I Need is Love” making the list.
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Several abilities dominated the responses to this question including creativity, organization, being a good listener, flexibility, and possessing an understanding and passion for all of the arts.

[image: image15.emf]

This was by far the least successful question, with very few responses and most of those of a rather limited nature.  Of the respondents who offered specific incidents, most mentioned times when the department head initiated an arts project that used the talents of the entire fine arts faculty.  In some cases this was a large-scale performance project, in others it was an in-service exercise designed for team-building and professional growth.

[image: image16.emf]

This question contained quite a diverse series of answers, with Shakespeare’s Prospero from The Tempest being mentioned more than once as well as Rodin’s “The Thinker”.  “The Thinker” being an example in the question, however, probably inspired these answers.

In general, the artistic response questions seemed particularly hit and miss with respondents.  Several respondents produced especially deep answers, while others remarked on the difficulty of answering the questions or of the level of annoyance they caused.


A particularly thoughtful answer was given by one respondent: “Dolly in "Hello, Dolly" - a bit flashy, creative, slightly manipulative, and with a great big heart to see success in the children she teaches - all said, she should still work with integrity and genuine love for her students.”

Other answers included Munch’s “The Scream” and several works by Leonardo da Vinci.
Qualitative Questions Posed to Department Heads, Current and Former

Using skip logic based on the initial demographic questions, respondents with experience as a department head were given an additional set of questions.
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Dominating the answers to this question were better communication with administration, improved facilities and staffing, more formal time for department meetings, and more time with faculty and less time spent on administrative tasks.

[image: image18.emf]
 The respondents who felt prepared generally came into the position after many years of teaching and even more years in the arts.  They felt that their training and many years following examples of good leadership prepared them well for the task.  Many of these teachers also mentioned higher-level college degrees that aided in their preparation.

Those that did not feel prepared mentioned lack of knowledge of the other areas of fine arts, no formal leadership training, and being put into the position too early in their teaching careers.
[image: image19.emf]

Many respondents felt they should be an advocate for arts on campus in general and for their fine arts teachers in particular.  Several mentioned the vital tasks of being an encourager and cheerleader for the teachers in the department.  Also considered important was being a liaison between arts teachers and administrators.

[image: image20.emf]

The final artistic response question provided a few thought-provoking answers.  The following examples are taken exactly from the surveys:
· “M.C. Escher's "Drawing Hands" is a great artwork because our department continuously draws in from one another for input on various issues, curriculum, and or concerns. All three of us also have a lot of experience in drawing and painting as well.”

· “Ives, 'Putnam's Camp' from 'Three Places in New England'... There are so many things going on at one time. I try to work with them all successfully.”
· “Mark Rothko----quietly, yet powerfully present”
· “An impressionistic painting The true work of art is most well understood from afar, making the indidual brushstrokes secondary to the final work of art. The efforts of each individual work together to produce a final product in which all players are satisfied with their efforts and the community is pleased with the product.”
· “A photo-mosaic. Where many tiny pictures create a whole that can only be seen from far away. The pictures don't lose any of their integrity, but together, they can make something far grander.”
Qualitative Question Posed to Non-Department Heads

Respondents without department head experience were asked the following question:

[image: image21.emf]
The majority of respondents answering “no” feared that becoming department head would take too much time away from their true love: working and teaching in their personal artistic discipline.  Others feared that the increased responsibilities would be overwhelming for them or that they still lacked the skills necessary to be effective.


Those answering “yes” mentioned having a love for the arts, a knowledge of many disciplines, and the desire to serve others through leadership.

.
Action Plan
The information from this survey is enormously useful to me.  I tend to exist in the cave of my own theatre.  I rarely get to see other schools or witness the dynamics of other departments.  Through the respondents I discovered that the issues I face on my campus are quite similar to those faced by fine arts teachers across the state.  The lesson is well learned.  If other teachers’ experiences are similar, then their solutions will be helpful to me as well.  I need to be prepared to reach out to the other teachers in the state and expand my own personal community of educators.

I also received valuable feedback on how arts teachers want to be led.  I need to continue to review the responses to the leadership sections of the survey and use these to inform my approaches to First Presbyterian Day School’s fine arts department.  Several of the teachers in my department completed the survey and shared their answers with me.  These discussions have already helped me develop ideas for the future.

As part of looking outside of my school for connections with other arts educators I will be presenting the data from this study at the GISA Annual Convention on November 5, 2007, at the Lovett School in Atlanta.  My presentation is entitled “Fine Leaders for the Fine Arts: Exploring Fine Arts Department Leadership in the GISA.”  It is being advertised in the conference catalogue as follows:

This presentation explores the results of a recent research study of GISA fine arts teachers, programs, and leaders. Through reflection and art one hundred teachers sought answers to the following questions: What makes a fine arts department in an independent school different? What makes an effective arts department chair? As a fine arts community, what do GISA teachers want for the future of their departments?

I am looking forward to meeting some of the people who gave such interesting and helpful answers to the survey.  I also feel that I am returning the favor to the GISA by disseminating the information that they helped me obtain in the first place. I hope it will prove useful to those who attend my session.
I also believe the information from this study will aid me as I continue towards my thesis research in the area of developing fine arts programs in independent schools.  Leadership is a major portion of this development as the survey respondents made very clear to me.  This study will most likely become a chapter of my thesis and provide me with ideas of how to effectively solicit additional information from fine arts teachers.
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