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CHAPTER I 

INTRODUCTION 

Management is a process--a process that is inherently 

sequential and, once a full cycle of the process is 

complete, continual. The primary objective of management 

must be the involvement of all personnel towards achievement 

of the organizational goals and objectives. Any such goals 

and objectives are most efficiently met when all personnel 

in an organization work with personal stake. Stake is 

relative to each employee's expected benefit, which may be 

financial, intellectual, or emotional. Many different 

schools of management theory and principle have evolved 

through time. All of them must be bound by something: the 

basic objective of empowering the staff of an organization 

towards achievement of specified goals and objectives. 

All personnel in an organization have specific, 

personal goals and objectives which are as important as the 

organization's .goals and objectives. Acknowledgment of this 

factor by management assures that personnel needs, as well 

as the consumer's needs, will be addressed by the 

organization. Hence, personal stake is established. This 

directly influences an employee's involvement and commitment 

to the organization. If personnel needs are ignored by 

management, the personnel will minimize their involvement 

and commitment to the organization; personal success is of 
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greater importance to the worker than organizational 
I 

success .. If personnel needs are met, personnel will invest 

great personal stake and share in a unified commitment. 

Organizational success equals the sum of each worker's 

personal success. 

Within the context of these premises, the researcher 

engaged in the management task of coordinating the Kennedy 

Center/ American College Theatre Festival, Region VI, 1993, 

as hosted by the Department of Theatre and Dance at Texas 

Tech University. The goal of the experience as Festival 

Coordinator was to coordinate and execute the most dynamic 

regional festival in the history of the KC/ACTF. Other 

personal goals were also met. Coordinating the festival 

provided a means of studying and applying management theory 

and using the application for thesis research. The project 

helped meet the thesis goal of a Master's candidate. One 

objective helped achieve both organizational and personal 

goals: to empower all festival staff members under the 

festival coordinator's span of management through 

involvement in planning and organizing, as well as 

execution. This involvement includes the necessary 

authority to suggest policy and to develop necessary 

procedures within each staff member's span of management. 

This subject matter and experience is viable as the 

subject of a thesis for several reasons. Lessons can be 
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learned through mistakes. There is no better opportunity to 

solidify one's management education than to develop a plan 

of management, apply it to a specific task, and evaluate the 

effectiveness of that plan in implementation. This thesis 

serves as the culmination of such a process. Also, there 

has not been a thesis based on practical application, in 

this manner, through the Department of Theatre Arts at Texas 

Tech University. 

One lesson encountered, which now seems obvious, has 

universal importance. Theory can only prepare a manager for 

a portion of the situations that may evolve during practical 

application.· The researcher contends that this thesis will 

help future managers, regardless of their tasks, to prepare 

more holistic plans through the lessons that I experienced. 

Preparation, unless guided by previous experience, is 

certain to overlook some aspects of the complete mural of 

the manager's responsibilities. For example, time allotted 

for preparation should be relative to the breadth and nature 

of a task. This, of course, is theory. In reality, time 

allotted for preparation is not always substantial or even 

adequate for a given task, but managers must make their best 

effort. 

The nature of this thesis calls for a brief discussion 

of the management process as it was utilized in the 

management of the KC/ACTF Region VI held in Lubbock, Texas, 
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and hosted by the Department of Theatre and Dance of Texas 

Tech University. Next, the position of festival coordinator 

will be defined in relation to the span of management of the 

department. This study will provide a discussion of the 

preparation work engaged in, as well as an evaluation of the 

effectiveness of the preparation. The opportunity for 

practical experience is invaluable to any student of arts 

management. 
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CHAPTER II 

THE FUNCTIONAL PROCESS OF MANAGEMENT 

Five primary functions guide this management process. 

They are planning, organizing, staffing, directing, and 

controlling. These functions are inherently sequential and, 

once a full cycle of the process is complete, continual. An 

extensive number of theoretical books concerns itself solely 

with the theory and practice of management. To attempt a 

definitive summary of the management process would be 

outside the purview of this study. 

Instead, this study will briefly discuss the functional 

process of management that was utilized in the completion of 

the task of coordinating the KC/ACTF for Region VI, 1993. 

This process is a result of the school of management theory 

learned through management courses in the Master of Fine 

Arts program, and then adapted by personal belief of the 

researcher. Documentation of various other schools of 

theory provides a mean for cross reference. It also serves 

to illustrate that the functional process employed for the 

task established in this thesis is based on the traditional 

theory, but utilizes the idea of empowerment and total 

quality from the contemporary school. 

The primary functions of management serve as the road 

map to a desired destination. The vocabulary used to 
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describe these functions varies only slightly among schools 

of management. In Dimensions in Modern Management, editor 

Patrick E. Connor employs a similar vocabulary in organizing 

numerous essays concerning the management process and 

experience, with one difference. Connor inserts 

"influencing" as the fourth function, rather than 

"directing." The book presents the same basic functional 

process of management altered slightly through a shift in 

vocabulary. 

Stephen Langley, author of Theatre Management and 

Production in America, also alters the vocabulary of the 

process slightly. This alteration takes into consideration 

the nature of the theatre. Langley expands the third 

function into "staffing and casting." Unlike Connor, 

Langley inserts "supervising'' for the verbiage of the fourth 

function. This illustrates how a theory of management will 

alter vocabulary in order to influence the mood and 

characteristics of the organization in operation. This 

factor influenced the decision to choose the term 

"empowerment" for the supreme objective of the festival 

coordinator. For our purposes, the terminology used to 

define the primary functions of the management process, 

aimed at total customer satisfaction through empowerment, 

throughout this text will remain: planning; organizing; 

staffing; directing; and controlling. 
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Planning 

Planning is the beginning of the management process. 

It deals with the process of narrowing ideas. Claudia 

Rawlins defines planning as, "the process of deciding in 

advance what to accomplish and how to accomplish it" (59). 

With the complexity of contemporary society, it seems 

obvious that there can be no single equation for planning. 

Different tasks require different interpretations of the 

planning process. Mary Jean Parson, author of Back to 

Basics: Planning, supports this theory by stating, "There is 

no universally correct way to write a plan" (15). One must 

be careful, however, not to stray too far in negative 

directions, as success begins, and may end, with the 

planning process. 

In simple terms, the planning function can be 
defined as making decisions now about the future. 
This future-oriented decision process involves 
setting objectives, gathering and organizing 
information, determining feasible courses of 
action and choosing among them, implementing the 
actions, and monitoring the results to insure 
compliance with the objectives. If the objectives 
are not being met, modified or alternate plans are 
employed. (Reinharth 3) 

In addition to the above components, budgetary 

considerations must be made during the planning process. 

Budgets of money, time, personnel, facilities and raw 

resources must be considered. The planning process is 

propelled by the continuous function of identifying possible 
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problems. Developing objectives, based on organizational 

goals, is one way of clarifying a position's or department's 

function in an organization in advance, and thereby avoiding 

certain problems from the outset. As stated earlier, it 

must be remembered that the various personal goals and 

objectives of each staff member are also at work and must be 

recognized. Once recognized, they must be developed and 

pursued. 

This brings about the need to discuss the compass of 

effective management: the achievement of the objective of 

empowering all personnel within a given span of management. 

It seems ironic that only now is the idea of empowerment 

surfacing in management theory. 

Any organization that takes the time and effort to 

establish itself certainly wants to succeed. Logically, 

success is amplified by efficiency in operation, which is 

directly affected by economical allocation and uses of 

resources. Efficiency and economy are directly related. 

Management has traditionally delegated tasks and procedures 

to subordinates rather than share the authority and 

responsibility of the full scope of a department's, or 

team's, function as the contemporary trend is attempting. 

Total customer satisfaction at the most economic cost for 

producer and consumer is the timeless quest of management. 

Total quality management is considered a new idea. 
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(Empowering is a new idea; total quality management theory, 

minus empowering, has been in existence for as long as there 

have been organizations.) 

Empowerment is simply the sharing of power. It begins 

with viewing people as a vast resource. This human resource 

deserves more attention than all other resources. The human 

factor is truly unpredictable. Empowerment allows personnel 

to place greater value on themselves. 

In addition to maximizing the personnel's efficiency 

and involvement, empowering must accomplish the following: 

* 

* 
* 

* 

Give workers the resources and authority to 
do their job. 

Encourage teamwork and team-based decisions. 
Establish methods for self-monitoring work 

progress. 
Give people the authority to do whatever it 

takes to get the job done. (Gozzo 26-7) 

The nature of coordinating a theatre festival deals with 

providing service. This is the base of setting goals for a 

festival hosting organization. The primary resource of a 

service organization of this nature is human beings. 

This is self evident. 

An organization must concern itself with the personal 

goals and objectives of the people who comprise the 

organizational structure. Although empowerment promotes 

teamwork, this does not necessarily mean that personal goals 

and objectives will lose prominence. Peter Drucker contends 

that a team with fixed positions has benefits, as do teams 
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with parallel and flexible positions. The type of team used 

depends on the task. The strength of a team with fixed 

positions is clearly laid out by Drucker. "Each member can 

be evaluated separately, can have clear and specific goals, 

can be held accountable, ... , and can be trained and 

developed to the fullest extent of the individual's 

strength's" (Drucker All). 

The combination of a fixed position team and 

empowerment of the personnel within that hierarchy should 

yield efficient activity and economy. The same should 

result, in theory, from any team design when joined by 

empowerment. If an empowered team is designed incorrectly 

for a task, the members will make necessary changes before 

permanent or vast damage occurs in the organization. If an 

unempowered staff is incorrectly designed for a task, it may 

take long periods of time before management realizes that 

damage is occurring. 

It is important to understand how goals and objectives 

can affect the structure of an organization before starting 

work on the organizing function. One must always remember 

that once the management process has begun, inevitable 

failure will always attempt to write itself into the 

organization. Flexible planning equals good planning. 
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Organizing 

As the functional process of management is sketched in 

this text, it should become apparent that satisfying the 

personal needs of employees is more crucial to the success 

of an organization than their skills, knowledge, and 

experience combined. The manner in which an organization is 

structured comes through the organizing function. Saul 

Gellerman contends that, "organization structures ... must not 

only facilitate organizational performance, but also cater 

to the needs (especially for security and power) of the 

individuals and groups that work within them" (67). Here is 

a clear example of the manner in which the functions of the 

management process are sequential. If one organizes a task 

before the content and desired end are determined, much time 

and energy will be wasted. 

The structure of an organization that must cover 

several different areas of service or production 

simultaneously often is divided into departments. Each 

department covers a specific area of service for the 

organization. Organizational structure is affected by 

function in a similar fashion to the process of management 

itself. Lines of authority and communication between the 

levels of an organization must complement one another. The 

division of labor must not divide the goals of the 

organization. 

11 



Even though contemporary management theory is moving 

towards total quality management, which seeks to equally 

involve all levels of an organization's structure, 

traditional views still persist. Representative of the 

present course of management theory, Christopher Jones 

maintains, "Total quality also requires that work groups be 

empowered and encouraged to take ownership of their outputs, 

to measure their own performance, prioritize, develop and 

implement improvements" (22) . Jerry Kinard is not convinced 

of the necessary development of the management objective of 

empowering. In Kinard's opinion, the authority and 

responsibility that Jones would happily share with all 

levels of the organization should be reserved for managers. 

Responsibility, which complements authority, is a 
felt obligation. Unlike authority, responsibility 
cannot be assigned or given away. It must be 
willingly accepted. For this reason, authority 
should be given only to managers who are willing 
to assume an equal amount of responsibility. (190) 

Kinard does agree that authority and responsibility must not 

contradict one another in proportion or focus. 

Once all necessary positions in an organization have 

been determined and their interrelationships defined, it is 

necessary to create position descriptions. These will help 

to consider what qualifications are necessary for each 

position. John Stitt, author of Managing for Excellence, 

supports the contemporary school of management and states, 

"one of the criteria of success is matching the people of 
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the organization to their roles" (184) . Without 

predetermined qualifications for each position, the ability 

for a manager to empower the personnel within his span 

decreases. 

Organizing is strengthened by staffing, as planning is 

strengthened by organizing. This interdependence applies to 

all functions of the management process in relation to each 

other. The management process is a chain. Each function 

can be viewed as a link in the chain. Each link, however, 

is composed of the same basic resource, human beings. The 

quality of the components of one link becomes the shared 

quality of the chain. If one link breaks, the chain becomes 

ineffective and insignificant. The importance of the 

staffing function clearly begins to emerge. 

Staffing 

The method a manager utilizes to determine the 

qualifications of a person in a specific position is similar 

to the way a director considers actors for casting in the 

roles of a play. Langley, the contemporary leader in arts 

management, labels the third function of the management 

process as "staffing and casting.'' This parallel is 

purposefully drawn by Langley. Concerning staffing and 

casting, he states, "In both areas it is advisable to fit 
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people to available jobs and roles rather than to fit overly 

defined jobs and roles to the people available." (31) 

The staffing function is not complete when all 

positions have been filled. It is true that a description 

of a position will usually be given to a candidate during 

the interview, whether formal or informal. This cannot be 

considered as enough information for an employee to begin 

fulfilling their function in an organization. Additional 

steps must be taken to complete the staffing function. 

The manager responsible for staffing various positions 

must provide the following for each staff member: the 

organization's goals and objectives; the organizational 

structure; the established organizational policies and 

procedures; the authority to suggest policies and develop, 

execute, and evaluate procedures specific to a position's 

function; and consideration of personal goals and 

objectives. This begins empowerment. 

Directing 

Directing is the continuation of the empowerment 

process. Directing, as the word suggests, is the process of 

providing guidance towards the determined objectives. Jerry 

Kinard labels the fourth function, leading. Kinard 

discusses the components of the directing function in the 

terms: motivation; need theories; and incentive theory. 
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Within Need Theories, Kinard discusses Maslow's Hierarchy 

of Basic Needs. 

Once a person satisfies his or her physiological 
needs, they are no longer motivators. Other, 
higher-level needs emerge and become dominant. 
When they, too, are satisfied, still higher needs 
emerge, and so on .... A want that is satisfied is 
no longer a want; a satisfied need is no longer a 
motivator. (268) 

Kinard's statement exemplifies an inherent directing 

principle. Satisfying the needs of organization personnel 

is a continuous process from the instant a person is hired 

until affiliation with the organization ceases. 

John Stitt also includes a brief discussion over Maslow 

in his contemporary school management text Managing for 

Excellence. He raises a key point: "Often the matching of 

corporate needs and individual needs is more a problem of 

communications than of reestablishing priorities" (17). 

Communication is a powerful tool of a manager. 

At this point, communication becomes increasingly 

difficult. Early communication was easier due to fewer 

people to communicate with and a shared vocabulary. During 

the planning and organizing functions, all parties involved 

communicate in common terms. Now vocabularies may not be 

compatible concerning various aspects of preparation and 

functional activity. Clear, concise communication is 

essential for effective empowerment. Empowerment is the 

essence of the directing function. It allows organizations 
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and individuals to work towards self-actualization, or full 

positive development. 

Controlling 

"Control consists in verifying whether everything 

occurs in conformity with the plan adopted .... It has for 

object to point out weaknesses ... " (Fayol 107). Control 

systems compare actual performance to planned performance. 

An example of a control system is an ordinary home 

thermostat. Organization control systems are similar in 

design. A control system involves six main elements: input; 

a converter, output, a sensor, a regulator, and information 

(Haimann 442-3) . 

An effective control system possesses certain traits. 

Control systems are inherently subject to organizational 

goals and objectives. Therefore, control systems must be 

understandable, flexible, economic, molded towards the task 

of the organization, economical, and produce feasible 

possibilities concerning corrective actions. To utilize a 

control system, an organization first must set standards of 

performance and production. Activities can then be 

evaluated, and corrective action taken when necessary 

(Haimann 446-54). 

Controlling does not hinder empowerment. Controlling 

aims to improve the product of an organization. 
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Controlling also aims to strengthen empowerment in a staff. 

Any situation which leads to alteration of an organization 

due to results of the controlling function reveals positive 

growth. These situations show that the organization is 

evolving towards full actualization, which equals efficient 

and economical productivity with a minimum of unsought 

consequences. 

This management process provides for an organization 

guided by the objective of empowerment. This directly 

results from considering the nature of the task at hand. 

Empowerment will truly begin to revolutionize business, "as 

each employee realizes that the task is his or her own 

responsibility. We are all looking for hopeful signs that 

this is taking place" (Block 193) . 

The idea of empowerment in business reflects the 

evolution of the human race towards higher consciousness. 

In the same way that every human affects the evolution of 

our race, the empowerment of an organization must include 

all personnel. 

If we sit on top of the pyramid we can have a very 
broad impact on structure, policy, strategy, and 
procedures. If the pyramid sits on top of us, our 
direct impact may be confined to our own unit or 
even our own individual actions, if we are a sole 
contributor. In a way it doesn't matter where we 
sit. The challenge is to pursue our visions with 
as much courage and intensity as we can generate. 
(Block 189) 
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With this in mind, we are now prepared to discuss the 

specific application of this process to the task of 

coordinating the Kennedy Center/American College Theatre 

Festival for Region VI, 1993, as hosted by the Department of 

Theatre Arts, Texas Tech University. 
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CHAPTER III 

THE PROCESS OF MANAGEMENT IN 

APPLICATION 

Because this thesis project was conducted on a personal 

level, and because a personal log provided the notes from 

which the following procedural description is taken, this 

discussion will be presented in the first person. This will 

also aid in separating individual activity (on the part of 

the Festival Coordinator) from group activity (on the part 

of the staff). Those activities carried out by the staff 

will be separated by discussing them in the third person. 

Preparation 

Texas Tech University Theatre has hosted the KC/ACTF 

for Region VI for six consecutive years. Each year the host 

staff of the festival is created anew. Each year host staff 

positions are filled with people who have had little or no 

previous experience. Under these considerations, I was 

asked to fill the position of Festival Coordinator for this 

year. 

All positions on the host staff, with exception of the 

host, business manager, technical coordinator and the Irene 

Ryan acting competition director, were primarily filled by 

Texas Tech University Theatre doctorate, graduate, or 
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undergraduate students. For the most part, these students 

all volunteered their time and energy to host the festival. 

The benefits of such involvement to these students will be 

discussed later. A few non-majors also volunteered from the 

introductory level theatre courses offered to all Tech 

students. 

On January 12, 1993, I was approached by Patti Perkins, 

Business Manager for TTUT. She offered me the position of 

Festival Coordinator. She informed me that this opportunity 

was being offered to me after discussion concerning possible 

candidates with the host, Dr. Richard Weaver, Chair, 

Department of Theatre Arts, Texas Tech University. I 

accepted the position. 

Due to multiple responsibilities as a Teaching 

Assistant and University Theatre Box Office Manager, I 

requested a week to complete preparation work in these areas 

before assuming the duties of Festival Coordinator. This 

time was granted. A meeting was scheduled for January 19, 

1993, between myself and Patti Perkins to begin the term of 

management duties--a span that would cover six weeks. 

Orientation 

Orientation to the position of Festival Coordinator was 

provided by Patti Perkins, my direct supervisor as Festival 

Coordinator. Notice that the staffing and orientation for 

20 



this position was completed by the position responsible for 

managing said position. Orientation included familiar-

ization with the structure of the host organization and a 

verbal job description, which contained all responsibilities 

and extended the authority to complete all responsibilities. 

I already understood the nature and events of the 

festival. Last year, I served as co-coordinator of the 

registration desk for the KC/ACTF for Region VI. This 

experience provided a sound base of knowledge about the 

festival. That position in no way provided all the 

knowledge required to now serve as Festival Coordinator. 

From the outset, I recognized and accepted the challenge. 

Orientation was supplemented by various materials 

presented to me by Patti Perkins: 

1. A list of all institutions registered with 
the Southwest Theatre Association and the 
KC/ACTF, Region VI. 

2. A list of institutions that participated in 
State Festivals in Region VI for 1993, 
either through participating productions or 
associate productions. (Note: 
Participating productions are those which 
are performed at a state festival. 
Associate productions are productions 
mounted by a registered institution within 
their season of plays. Institutions can 
nominate candidates for competition in the 
Regional Design Competition and/or Irene 
Ryan Acting Competition.) 

3. A list, in order of performance, of all 
institutions sponsoring productions 
participating at the Region VI, 1993 
Festival. 

21 



The largest enterprise of its kind in the world, the 

American College Theatre Festival was organized in 1977 with 

the purpose "to recognize the best and improve the rest" of 

American college theatre productions. More than five 

hundred college and university theatre programs across 

America enter screening processes that lead to the 

production of eleven region festivals from which seven plays 

are selected for presentation at the Kennedy Center in 

Washington D. C. During its twenty-five years of operation, 

more than one hundred new playwrights have had plays 

produced, hundreds of theatrical careers have been launched, 

and thousands of college actors and technicians have shared 

their creative efforts with students from other 

institutions. 

We now began to discuss logistics specific to this 

year's festival. The information pertained to the festival 

in general terms at this point. Some of it was passed down 

from the Regional Chair who establishes all policy. It 

would be my task to integrate it into my chosen process of 

management and to organize a staff to carry out the 

festival. 

Festival t-shirts and sweatshirts would be provided by 

a company contracted by the national organization. A 

company representative would be responsible for sales at the 

festival. We needed only to provide a location for 
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merchandise sales. Mrs. Perkins informed me that the host, 

Dr. Weaver, had prepared and sent a packet of information 

notifying the participating institutions of their 

advancement to the Regional Festival, as well as providing 

basic information concerning their attendance at the 

Festival. In the cover letter, he requested that each 

institution submit a complete company roster, a press 

release, and black and white publicity photos by January 25, 

1993. Festival promotion would be handled by the University 

Theatre promotion team, headed by doctoral student Don 

Hebert. All publicity information had to be gathered and 

then given to Hebert. It would be my responsibility to 

oversee publicity. 

Our organization would not have to provide box office 

services for this year's festival. Admission to festival 

performances would be granted to festival guests and 

participants who would be identified by a name badge issued 

through the registration desk. At this point, there would 

be no tickets for festival performances available to the 

general public due to the ratio of festival guests and 

participants to seats available. This policy was still 

under consideration, however, and subject to change. 

Festival facilities were discussed. Festival 

performances would take place in the Texas Tech University 

Theatre. All facilities within the building would be used 

23 



as necessary to effectively execute the performances. 

Laboratory Theatre would be used for two play readings. 

The 

All 

other festival activities would take place at the Holiday 

Inn--Civic Center in downtown Lubbock. The University 

Theatre is approximately five miles from the Holiday Inn. 

All festival guests and participants were advised to lodge 

at the Holiday Inn Conference Center. Facility planning at 

the Holiday Inn was handled by the Business Manager. I 

would become involved closer to the Festival. 

Transportation would be a necessary service due to the 

distance between the Festival facilities. A transportation 

coordinator would price a fleet of vans. Reservations for 

the vans had to be completed as soon as possible. The 

number and type of vehicles necessary were estimated to be a 

car for the Regional Chair, two fifteen-passenger vans for 

the Regional Committee and workshop leaders, and three 

fifteen-passenger vans for participants' shuttle service 

between the facilities. 

The Regional Chair requested that we hire a small band 

to play during the judging period of the Irene Ryan finals 

on the last night of the Festival. Several possibilities 

already existed due to musicians used by Tech Theatre for 

musical accompaniment in productions. It would be my 

responsibility to fill this position. 
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There would not be an all-festival student party this 

year. Traditionally, one has been held on the final night 

of the Festival. There would not be one this year due to 

lack of a good location. Here I should have realized the 

opportunity for input towards the solution of a problem. At 

the time, it seemed like a question for future 

consideration, especially when taking into account that 

primary functions, such as planning and organizing, had yet 

to begin. 

I inquired about specific goals and objectives and 

discovered that formal goals and objectives had not been 

recorded in previous years, nor had formal job descriptions 

been developed. I took it as my responsibility to develop 

formal statements of goals, objectives, and job 

descriptions. To realize what job descriptions would be 

needed, I would have to visualize the organizational 

structure. 

Training and Development 

My training for this task consisted of a year and a 

half of Master's level management studies. This, however, 

would be my greatest practical application and, therefore, 

my greatest opportunity for education. Due to the 

educational element involved in the situation, development 

would come as the experience unfolded itself and not before. 
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A stronger lesson is never learned than that one learns for 

himself. 

With my orientation complete, my training on the 

"chopping block," and my development on the way, I was at a 

crucial point in the management process, the beginning. The 

experience was certain to test my personal ideas of 

management. Personal stake had been included from the 

moment I was asked to fill the position of Festival 

Coordinator. It was amplified in geometric proportions when 

this management task became the focus of my Master's thesis. 

This occurred near completion of the planning function. 

Originally, all personal stake was to result from the 

benefits of practical experience. This opportunity suddenly 

possessed incredible stake and value. The benefit of 

utilizing the experience as the focus of this thesis was 

immeasurable to me, as a student and a manager. 

I was fortunate to find myself involved and an 

empowered manager. The least I could do would be to return 

the favor to the people who worked within my span of 

management. The opportunity for practical application of 

their training would hopefully serve for personal stake on 

their part as well. 
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Planning 

First, I had to establish formal goals and objectives 

for my span of management according to my understanding of 

the mission, goals and objectives of Texas Tech University 

Theatre, as the hosting organization. Also, the mission, 

goals and objectives of the KC/ACTF organization would need 

to be considered. My experience as a graduate assistant at 

Tech, coupled with my previous experience with the KC/ACTF 

through Tech, served as ample background to make these 

considerations. 

The mission of the Host organization revealed itself to 

be based on service: To provide functional services that 

facilitate the execution of all festival activities for the 

Festival guests and participants in a unified, pleasant 

manner. Formal goals were stated as: 

1. To conduct the most dynamic Regional 

Festival in the history of the KC/ACTF. 

2. To continually provide quality 

opportunities for the sharing and 

advancement of knowledge and experience for 

practitioners of all disciplines within the 

theatre arts. 

3. To continually expand the regional and 

national network between the academic and 

professional theatre communities. 
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Formal objectives were recorded as: 

1. To operate, as an organization, at maximum 

efficiency. 

2. To operate at minimum expense concerning 

budgets of personnel, time, and finances. 

3. For proper channels of communication to be 

maintained within the organization for the 

duration of the planning and execution of 

the Festival. 

4. To provide a friendly and relaxed 

environment for the Festival. 

In addition to these formal goals and objectives, I 

would utilize a personal, unwritten objective: to achieve 

the empowerment of the personnel within my span of 

management. Empowerment is said to come through 

involvement. Personal stake would come through the benefit 

of the experience, as well as loyalty to Texas Tech 

University Theatre. My task would be to provide the 

necessary authority and orientation to involve and empower 

each employee under my span in order to increase customer 

satisfaction to an optimum. There has never been a greater 

purpose of management. 

With these planning activities complete, I now began to 

consider the information at my disposal. All of it would 

come into play while establishing structure, policy and 

28 



procedure. Personnel must be selected, first, from the 

teaching assistants, and then from all other qualified 

volunteers. The timetable for completion of this task was 

brief. 

The management team under my jurisdiction would need at 

least three weeks to prepare. This meant that I had until 

February 2, 1993, to plan, organize, and staff my level of 

management. Orientation, training, and development would 

need to begin as soon as possible. Responsibility would be 

relinquished upon completion of all Festival business, 

according to each person's function. 

All financial considerations were under the Host's 

jurisdiction. Dr. Weaver had final authority on all 

monetary expenditures for the host organization. The 

business manager served in an advisory role to the host in 

matters concerning financial expenditures. Raw resources 

would need to be acquired as economically as possible. 

Organizing 

Organization would have to begin with the design of the 

organizational structure. To accomplish this, I made a 

mental sketch of the organizational chart that would be 

formalized with an outline version of the host organization 

structure, accompanied by formal job descriptions listing 

supervisory relationships. (See Appendix A.) A formal 
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organizational structure chart was created. (See Appendix A, 

Figure Al.) The final draft of the organizational structure 

outline evolved well into the directing function of this 

process. Each department coordinator contributed to the 

evolution. The structure was designed to facilitate the 

mission and objectives of the organization as outlined 

earlier. 

Through consideration of the factors affecting the 

organizational structure, and discussion with the business 

manager, six major divisions of service emerged. They all 

would need to be headed by a department coordinator. The 

department coordinators would constitute my span of 

management. All coordinators would be on an equal level of 

responsibility and authority, with full opportunity for 

input concerning our task. These divisions were established 

as: Registration Desk; House Supervision; Hospitality; 

Transportation; Irene Ryan Acting Competition; and National 

Selection Team Liaison/Driver. A seventh division, 

Southwest Theatre Association Auditions, was included in my 

span of management in an advisory relationship only. I did 

not provide job descriptions for any of the positions 

involved in this activity. 

The Southwest Theatre Association holds their regional 

auditions in conjunction with the KC/ACTF for Region VI 

annually. Don Hebert and Helen Noey, University Theatre 
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teaching assistants, would be serving as co-coordinators for 

the auditions. The auditions would take place in Festival 

facilities at the Holiday Inn, and many Festival guests and 

participants were likely to participate. For these reasons, 

this advisory relationship was established to promote 

communication between the two entities. 

The process of recording formal job descriptions for 

coordinator level positions, under my jurisdiction, could 

now begin. (See Appendix B.) These job descriptions would 

go through three revisions, as altered according to the 

requested suggestions of the business manager, before 

settling into their final form. 

Due to the timetable of this process, I developed the 

support staff positions for each department, as well as 

preliminary job descriptions for these positions. (See 

Appendix C.) Had more time been available, this would have 

been completed with total involvement of the department 

coordinators. Each coordinator would be instructed to 

evaluate the positions and descriptions that were developed 

as suggestion rather than accept them as complete. Some 

changes did occur, as suggested by department coordinators, 

during the orientation, training and development stages of 

the staffing function. 

Development of job descriptions made it simple to 

delineate exactly who would be responsible for which task. 
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This added to the ease of determining what personal 

qualities would be best suited and necessary for each 

position. Staffing could begin as soon as I completed 

preparations for orientation, training, and development of 

the coordinating staff members; preparations to empower. 

All general information provided for me in orientation 

now had to be integrated into policy and procedure for 

specific departments. This was completed in a draft form, 

leaving room for alteration by the individual department 

coordinators. The staffing function could now commence. 

Staffing 

Consideration of the qualities best suited and 

necessary for each position was facilitated in that all 

department coordinator positions would be filled by 

colleagues accessible for observation on a daily basis. 

This accessibility quickly yielded strong candidates to fill 

each position. In fact, several people had already 

requested to fill certain positions. These tips were 

extended to me by the business manager. This allowed for 

the lobbying process to be informal and brief. 

The prime example of successful staffing can be seen 

through the case of Bill Doll, Hospitality Coordinator. 

Bill possesses a caring, outgoing personality. He is known 

to be a generous man by all who know him. Also, he was 
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chair of a theatre department at a school in this region for 

six years before coming to Texas Tech to work on a Ph.D. 

Through this experience, Bill had met most of the Regional 

Committee for this region, as well as a majority of the 

faculty members that served as chaperones for their 

institutions while in attendance at the Festival. On the 

basis of these qualifications, Bill Doll was hired to fill 

the position of hospitality coordinator. Empowerment begins 

when candidates are matched with positions and not vice 

versa. 

In the manner that the position of hospitality 

coordinator was filled, all department coordinator positions 

were staffed. Transportation was considered to be a detail 

oriented Department. For this reason, Pete Loza, an 

undergraduate student with a stage management focus, was 

recruited to fill the position of transportation 

coordinator. 

The vehicle pool would be established by me, with final 

approval of the business manager. This was necessary due to 

the liability assumed by the Department of Theatre Arts for 

renting vehicles. Specific policies of the University 

dictated festival policies and procedures for all 

transportation services. (See Appendix D.) The 

transportation coordinator would be responsible for 

following these policies. 
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With all positions within my span of management filled, 

I could now begin the process of empowering them through 

touching upon their personal benefit of involvement in this 

organization. Empowerment would be the aim during the 

process of orientation, training and development. Not only 

did it need to happen quickly, but evenly across the span of 

Department Coordinators. 

Orientation 

A primary orientation for all Department Coordinators 

through a collective meeting was held on February 4, 1993. 

(See Appendix E.) The festival host and business manager 

were requested to attend to provide guidance and reference 

as necessary. 

The meeting opened with a welcome and introductions. 

The personal benefits of their involvement in hosting the 

KC/ACTF for Region VI as department coordinators were 

discussed by the host. Department coordinators were 

provided with formal copies of the Festival Coordinator and 

all department coordinator job descriptions and copies of 

the preliminary support staff job descriptions which I had 

developed. This informed them of their position within the 

organization. The host organization's mission, goals and 

objectives were presented. Practical guidelines to aid in 
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departmental planning and organization were extended and 

discussed. 

One example can be seen in the discussion and 

determination of the procedure and timetable for staffing 

department support staff positions. These positions are 

referred to as "support staff" due to their importance in 

the execution of the organization's mission. Their effort 

and energy would be critical to the successful achievement 

of the organization's mission. 

Consideration of the nature of these positions was 

offered to the department coordinators for their 

utilization. Suggestions to organize the process for 

filling the support staff positions were: (A) sign-up 

sheets, including formal job descriptions, could be posted 

on the call board; (B) a departmental meeting could be held 

providing information about the nature of the Festival and 

their possible involvement in it, with a sign-up session 

upon conclusion of the meeting; and (C) department 

coordinators could lobby candidates individually and offer 

positions to those determined as suitable candidates. 

Consensus provided the process of utilizing a departmental 

meeting, supplemented by posting sign-up sheets for those 

departments that could not fill all positions through the 

meeting. If posting the sign-up sheets did not fill all 

support staff positions, lobbying would called upon. In the 
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end, all three steps were necessary to fill all support 

staff positions. 

The departmental meeting was scheduled for Monday, 

February 8, 1993. This time frame was decidedly the most 

efficient. It allowed the department coordinators only a 

few days to prepare. All information and authority 

necessary to do so had been provided. The specific 

utilization of this information became the responsibility of 

the department coordinators. They also understood that 

guidance was available upon request. 

Training and Development 

The training for the department coordinators was the 

sum total of their previous educational and practical 

experiences. Individually, and collectively, they possessed 

remarkable qualities as a result of their training 

combinations. Training and development would mainly consist 

of communication of the general policies and procedures that 

would affect execution of their responsibilities. 

This was accomplished through meetings involving a 

department coordinator, the business manager, and myself. 

One such meeting was held to provide development for the 

hospitality coordinator. Bill Doll, Patti Perkins and I met 

immediately following the department coordinators 

orientation meeting on February 4, 1993. 
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Bill was immediately concerned with the number of 

positions within his span of management. (This situation 

will also surface in the conclusion of this thesis as 

evaluation of the execution of this management process is 

discussed.) He requested that the position of hospitality 

suite host/hostess be created to allow him to coordinate 

effectively all hospitality responsibilities. This 

suggestion was accepted and the position was added to the 

support staff. 

Bill also suggested that only two people would be 

needed to serve as company ambassadors. The original 

number of people suggested to fill this position was seven, 

one for each performance minus the Irene Ryan finals, which 

did not require a company ambassador. Bill Doll viewed the 

situation from the vantage point of primary time slots to be 

filled. Each day of the festival, except the final day, 

there was an afternoon and evening performance. This meant 

that a company ambassador would be needed in the morning and 

again in the afternoon to assist in the load-in process for 

a given show. Bill thought it best to utilize two people-

one for each time slot--to fill the positions of company 

ambassador. Bill confirmed that he would approach staffing 

the company ambassador position in this manner. 

Meetings of this nature were conducted with the house 

supervision, registration desk and transportation 
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coordinators. Ms. Jean Fish-Davis, house coordinator, 

possessed previous house management experience, and, 

therefore, required little developmental guidance. Ms. 

Ruthann Benson, registration desk coordinator, had no direct 

registration desk experience. Benson did have, at her 

disposal, extensive management experience with a young 

playwrights festival. She is organized, as well, and needed 

little guidance. In both cases, the coordinators were 

informed of general policies and procedures that would 

affect operations within their span of management. 

Pete Loza, transportation coordinator, Patti Perkins 

and I met several times. Due to the fact that the vehicle 

pool would be secured by me, Loza's entire management 

process could not begin until I provided him with vehicle 

pool information. I was prepared at our first developmental 

meeting and delivered a formal copy of the transportation 

planning, which included vehicle types and suggested 

combinations for effective employment of the vehicle pool, 

subject to change. (See Appendix D.) 

One important policy relayed to Loza concerned 

qualifications for the drivers. At this point, Texas Tech 

University Vehicle Rental would be supplying the vans for 

the vehicle pool. Their policy required that drivers be 

employed by the University in some capacity and that a check 

be completed on each candidate's driving record. 
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Ironically, Loza did not qualify to drive a vehicle. 

He was instructed that he was not authorized to drive any of 

the vehicles supplied by Texas Tech Vehicle Rental. This 

would not affect his ability to coordinate the department, 

as the transportation coordinator was not to be responsible 

for driving a vehicle during any point. The idea for back

up drivers was communicated to Loza by Patti Perkins. He 

readily agreed. 

At this juncture in the management process, empowerment 

had either been established deeply enough within each 

department head to promote growth and facilitate activity, 

or it had not. All required steps had been taken for 

empowerment to be achieved. Now only the tests of time and 

practical application could determine the caliber of this 

management process and the people chosen to implement it. 

Directing 

The directing function was executed in both formal and 

informal ways. Accessibility, of the Festival Coordinator, 

to each department coordinator on a daily basis provided 

ample opportunities for brief, informal meetings. 

Memorandums also served as useful communication tools. 

Two additional meetings were scheduled with the 

department coordinators. The first was to report progress 

and changes; the second to finalize all plans, policies and 
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procedures. (See Appendix F.) Major plans and policies 

involving admission to festival performances, the 

transportation vehicle pool, and interdependence of the 

departments were established. Throughout this period, 

compliments promoting confidence and stake were extended to 

the department coordinators. Concern with satisfaction of 

personnel's needs had to be reinforced if empowerment was to 

be actualized. 

Directing would continue throughout the management 

process. Controlling could be considered a refined, 

specific directing activity. Whatever the case may be, the 

combination of the two provides the final support for 

empowerment to achieve actualization. 

Controlling 

The controlling function is necessary whether 

empowerment is achieved or not. During the actual festival, 

I mainly confirmed that preparations were being executed 

according to plan. Multiple small problems developed and 

were handled. Then the opportunity to engage in controlling 

presented itself in a sudden manner. The situation involved 

the transportation coordinator and failure to adhere to a 

policy specifically administered to cover liability. 

On the second night of the festival, Pete Loza drove a 

van after he had been specifically told he could not. The 
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next morning he continued to drive the van. I was contacted 

by Patti Perkins and informed of this. I was instructed to 

correct the situation before it affected the organization in 

negative terms. Loza was about to leave on an errand in the 

van, when I instructed him that he could not continue to do 

so after his current errand was complete. 

In a few minutes, I realized that if anything negative 

happened to him or the van while on this errand it would be 

my responsibility. I quickly arranged for a back-up driver 

to go and exchange vehicles with Loza at his known 

destination. He was informed of this procedure by me via 

cellular communication. (Cellular phones have traditionally 

been utilized for communication purposes during the 

festival.) 

Upon his return to the Holiday Inn, Loza was instructed 

to find me. I explained the liability issue to him and 

recalled for him that he had been specifically instructed 

that he was not authorized to drive any van from Texas Tech 

University Vehicle Rental. He apologized for his actions 

and asked what the repercussions would most likely be. I 

advised him to privately apologize to Patti Perkins and told 

him that if the situation occurred again that he would be 

relieved of his authority and responsibilities as 

transportation coordinator. He assured me that the 

41 



situation would not recur. 

Loza. 

I took no further action against 

I contend that Loza was empowered as transportation 

coordinator. A gap in the control system utilized allowed 

Loza to choose to solve a departmental situation by 

contradicting an organizational objective. This situation 

brought unsought consequences to the organization, but was 

successfully corrected without serious or lasting damage to 

the organization. The control system utilized did not 

detect a scheduling difficulty concerning transportation. 

Loza's choice to remedy the situation himself shows his 

confidence as an empowered manager. The negative aspect of 

the decision did not outweigh Loza's personal objective of 

decisive leadership. 

Perhaps Loza had been over-empowered. Can empowerment 

go too far? At what point must individual objectives have 

to be subordinated to organizational objectives? Loza's 

individual objective began to affect the quality of service 

being produced by the entire host staff. Management must 

institute control systems that will prevent situations from 

reaching this point. The success of an entire organization 

may be at stake. 

As Festival Coordinator, I completed various tasks in 

assistance to the business manager. The specifics of these 

activities would expand analysis of this process beyond its 
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focus. In order to complete functional activities, I 

maintained daily lists of tasks to be completed. When this 

management task became the focus of this thesis, I compiled 

these daily task lists into a diary format. For those who 

are interested in tracing the execution of specific 

functional activities to a limited degree, I have provided a 

sample of the diary as Appendix G. Understand that it is 

written in personal slang consisting mainly of abbreviations 

and fragmented sentences. In no terms do I present this 

material as grammatically proper, but instead maintain that 

it provides a look at the management process on a specific 

level--a look that could provide the curious with a new or 

different insight into the creative aspect of the management 

process. 
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CHAPTER IV 

EVALUATION OF THE APPLICATION 

All responsibilities as Festival Coordinator were 

completed by March 4, 1993. Wrap-up activities had been 

effectively implemented by the department coordinators. 

There was little left for me to do other than wait for the 

proper opportunity to thank everyone for their time, energy, 

and conviction, and then evaluate the process of management 

that I chose to employ. 

Contact with participating institution could have been 

improved. Efficiency in communication was impaired briefly 

because institutions failed to respond. The deadline for 

submission of company information and promotion materials 

passed without contact from six of the seven organizations. 

They had to be contacted and reminded of their 

responsibility. 

Upon receipt of the participating organization's names, 

production title, and schedule for performance at the 

regional festival, a contact sheet containing necessary 

phone/fax numbers and the name of the person ultimately 

responsible for each production should have been compiled. 

This spurs the thought that a reminder call should have been 

made on January 19, to acquire the materials. 
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In organizing, one situation provided worry throughout 

the implementation and execution of the management process. 

This situation concerned the span of management given to the 

hospitality coordinator. Hospitality represented the 

largest of the departments. The concern focused on the 

breadth of the hospitality coordinator's responsibilities. 

This concern was present from the beginning of the 

organizing function. Doll proved to be an empowered manager 

as evidenced by the execution of his responsibilities. 

While coordinating the functions for and managing the 

hospitality support staff, Doll retained his poise and 

provided levity. His empowerment was supported by the 

excellent performance of his entire staff. Personal stake 

on his part was obviously infused into his support staff. 

This is not surprising when considering the compassionate 

nature of Doll. 

One specific choice in directing occurred in an attempt 

to increase the personal stake of the transportation 

coordinator. This choice also brought unsought consequences 

to the organization which affected efficiency. Loza, as 

stated earlier, is a stage management student and regarded 

highly as such. On the opening day of the festival, he 

requested permission to stage manage the Irene Ryan finals. 

He had already acquired approval from the Irene Ryan 

director. Loza was the best candidate for the position, 
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although granting permission would directly contradict the 

principle of unity of function. A split focus will surely 

provide room for errors in both areas. With these 

considerations in mind, I granted permission for Loza to 

stage manage the Irene Ryan finals. 

The situation placed strain, but no permanent damage, 

on the organization towards the afternoon of the last day of 

the Festival. Loza was engaged with load-in for the Irene 

Ryan finals. Ruthann Benson, registration desk coordinator, 

voluntarily stepped in as acting transportation coordinator, 

in conjunction with her registration responsibilities. 

Benson proved to be empowered as a manager. She was 

able to rely on her support staff to operate the 

registration desk while she attended to transportation 

responsibilities. Her support staff reacted in a confident 

manner. Realization of Benson's empowerment, and the 

empowerment of her staff, certainly justifies the value of 

the decision, which now becomes a decision that I no longer 

need to fear. 

The decision resulted in unsought consequences. These 

consequences were balanced by the positive aspects of the 

situation. Benson and her staff proved to be empowered, the 

Irene Ryan finals ran smoothly, and Loza achieved a personal 

objective. The fact that Loza continued to seek new 
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responsibility within the organization positively 

illustrates the degree of his empowerment. 

A task of this nature provides a definite challenge to 

any host organization. The timetable of a festival of this 

nature requires that a host staff pace itself. With four or 

five consecutive days of activities scheduled from early 

morning to late in the night, fatigue can begin to produce 

unsought consequences. Fatigue will weaken the directing 

function in an obvious way. Less positive reinforcement 

will result. Due to mental and physical fatigue, this 

reinforcement will weaken when it is needed most. 

Management must weigh this factor to properly execute the 

directing function. 

I regard the experience as a complete success. No, the 

Festival did not operate flawlessly. In many ways, however, 

the experience was beneficial and stimulating as I never 

imagined it would be. I attribute this to natural results 

gained when the objective of empowering personnel guides and 

motivates the work of a manager. 

All personnel within my span of management accepted 

their positions with conviction. I believe that all of them 

executed their responsibilities with this conviction fueling 

their efforts. I can only hope that the department 

coordinator's conviction resulted from my personal 

conviction to the objective of empowering personnel. From 
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the outset, the organizational mission, as I understood it, 

was aimed at total customer satisfaction. The primary 

logical objective for achieving total customer satisfaction 

at the most economic cost to the service organization would 

have to be empowerment. 

Simple inquiry of the regional committee, festival 

guests and participants revealed that the host organization 

was successful. A general reaction was that the festival 

ran smoothly and did so in a friendly, relaxed atmosphere. 

Perhaps organizations that host regional festivals for 

KC/ACTF could communicate evaluative information to each 

other to focus the direction of the KC/ACTF on a national 

level. 

Each regional festival could be evaluated in several 

aspects. The effectiveness of the host organization in 

providing all necessary services for successful completion 

of the festival is one aspect. Also, the quality of 

workshop subject matter, participating productions, the 

Irene Ryan acting competition, the regional design 

competition, and affiliated professional auditions should be 

evaluated. Evaluations should come from all levels of 

festival staff, but primarily from the festival guests and 

participants. This evaluative process could only result in 

progress for the KC/ACTF as a whole. The quality of the 

festival experience would be increased for all. 
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Evaluation is necessary for all organizations. Without 

implementation of evaluative measures, before, during, and 

after a task, empowerment cannot be effective. If 

empowerment is not effective, then self-actualization, of an 

individual organization and the people who constitute its 

staff, is unlikely. 
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APPENDIX A 

FESTIVAL PERSONNEL HIERARCHY 

HOSTING ORGANIZATION 

FESTIVAL HOST -- Dr. Richard Weaver 

FESTIVAL BUSINESS MANAGER Patti Perkins 

FESTIVAL COORDINATOR 
John King, Jr. 

DEPARTMENT COORDINATORS 

PRODUCTION COORDINATOR 
Frederick B. Christoffel 

Registration Desk Coordinator--Ruth Ann Benson 
--Registration Desk Staff 

House Supervision Coordinator--Jean Fish-Davis 
--House Manager 
--Ushers 
--Door Monitors 
--Ticket Agent 

Hospitality Coordinator--Bill Doll 
--Procurer 
--Assistant Procurer 
--General Hospitality (Refreshment} Staff 
--Hospitality Suite Hostess 
--Hospitality Suite Bartenders 
--Company Ambassadors 
--Workshop Assistants 

Transportation Coordinator--Pete Loza 
--Drivers 

Irene Ryan Acting Competition Coordinator--David Allen 
--Registration Desk Staff 
--Door Monitors 
--Timekeepers 

National Selection Team Liaison/Driver--Rudy Alvarado 

SWTA Auditions--Don Hebert & Helen Noey 
--Registration Staff 
--Stage Manager 
--Timekeeper 
--Callback Coordinators 
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APPENDIX B 

FORMAL JOB DESCRIPTIONS 

FESTIVAL COORDINATOR 

The job of Festival Coordinator is to coordinate all 
areas of service for the regional festival with the Business 
Manager, Host, and Regional Chair. This includes providing 
job descriptions for all positions employed in hosting the 
festival, management of the Department Coordinators, and all 
other tasks as requested by the Business Manager. The 
Festival Coordinator reports to the Business Manager. 

DEPARTMENT COORDINATOR 
JOB DESCRIPTIONS 

REGISTRATION DESK COORDINATOR 

The job of Registration Desk Coordinator is to 
supervise the preparation of registration materials for all 
groups or individuals participating in the festival and to 
oversee the distribution of all such materials. Materials 
include name tags, general festival information, and 
coupons/special deals from Lubbock merchants. The 
Registration Desk Coordinator directly trains and supervises 
the Registration Desk Support Staff. The Registration Desk 
Coordinator reports to the Festival Coordinator. 

HOUSE SUPERVISION COORDINATOR 

The House Supervisor is responsible for the care and 
treatment of all patrons attending a festival performance. 
This includes upkeep of the seating and lobby areas, 
distribution of programs, hanging and taking down the front 
walk flags, and staffing and supervising the House Staff. 
The House Staff includes the House Manager(s), 
Ushers and Door Monitors. The House Supervisor reports to 
the Festival Coordinator. 

HOSPITALITY COORDINATOR 

The Hospitality Coordinator is responsible for general 
hospitality (set up and restocking of refreshments daily), 
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~he setup and operation of the Hospitality Suite, which 
1ncludes the staffing of Bartenders, providing meals for the 
Honor Crew, and the staffing and training of Company 
Ambassadors and Workshop Assistants . The Procurer will 
assist the Hospitality Coordinator in securing all meals and 
general hospitality food. The Hospitality Coordinator 
reports to the Festival Coordinator. 

TRANSPORTATION COORDINATOR 

The Transportation Coordinator is responsible for 
coordinating van service for the Regional Committee and 
general shuttle service for festival participants and guests 
throughout the duration of the festival. This includes the 
staffing and training of the Drivers. The Transportation 
Coordinator reports to the Festival Coordinator. 

IRENE RYAN ACTING COMPETITION COORDINATOR 

The Irene Ryan Acting Competition Coordinator is 
responsible for coordinating all areas of service for the 
competition with the Irene Ryan Acting Competition Director, 
the Festival Coordinator and the Regional Vice-Chair. This 
includes the staffing and training of competition 
Registration Desk Staff, Door Monitors, and Timekeepers. 
The Irene Ryan Acting Competition Coordinator reports to the 
Irene Ryan Acting Competition Director. 

NATIONAL COMMITTEE LIAISON/DRIVER 

The National Committee Liaison/Driver is responsible 
for the general care of the National Committee while in 
attendance at the festival. This includes greeting the 
members when they arrive (at the airport), assisting them in 
becoming familiar with the logistics/schedule of the 
festival, driving the National Committee car, and assisting 
in their departure. The National Committee Liaison reports 
to the Festival Coordinator. 
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APPENDIX C 

PRELIMINARY SUPPORT STAFF 

JOB DESCRIPTIONS 

REGISTRATION DESK SUPPORT STAFF 

The Registration Desk Support Staff is responsible for 
directly assisting the Registration Desk Coordinator in 
preparing all necessary registration materials for all 
festival guests. The Registration Desk Support Staff is 
also responsible for operating the Registration Desk for the 
duration of the festival, which includes distribution of 
registration materials and general information, replacing 
lost or incorrect name tags, and monitoring a Festival 
Message Center. The Registration Desk Support Staff reports 
to the Registration Desk Coordinator. 

HOUSE MANAGER(S) 

The House Manager is responsible for assisting the 
House Supervisor in the care of the patrons and public 
access areas. The House Manager is also responsible for 
assigning the House Support Staff to their specific position 
for each scheduled shift. The House Manager will directly 
supervise House operations for each festival performance. 
The House Manager reports to the House Supervisor. 

USHER(S) 

An Usher is responsible for the upkeep of the seating 
area of the theatre, providing assistance in seating patrons 
and providing information to patrons with questions or 
discrepancies. The Ushers report to the House Manager. 

DOOR MONITOR(S) 

A Door Monitor is responsible for the upkeep of the 
lobby and theatre entrance area. Each Door Monitor is also 
responsible for one, or a combination of, the following: 
greeting patrons; distribution of programs; and flag duty. 
The Door Monitor reports to the House Manager. 
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TICKET AGENT 

The Ticket Agent is responsible for the sale of 
Standing Room Only tickets for each performance of the 
Festival. The Ticket Agent is also responsible for the sale 
of Festival t-shirts, processing Complimetary/VIP Badge 
Requests, and distribution of Complimentary/VIP Badges. The 
Ticket Agent reports to the House Supervisor. 

PROCURER 

The Procurer is responsible for organizing, securing, 
and delivering food for the Honor Crew, refreshments in the 
Green Room, and supplies for the Hospitality Suite. The 
Procurer is responsible for staffing and training the 
assistant Procurer(s). The Procurer reports to the 
Hospitality Coordinator. 

ASSISTANT PROCURER 

The Assistant Procurer is responsible for assisting the 
Procurer in all responsibilities. Main tasks will include 
set up of daily refreshments in the Green Room and delivery 
of supplies and meals. The Assistant Procurer reports to 
the Procurer. 

BARTENDER(S) 

The Bartender is responsible for preparing drinks, 
beverages and snacks in the Hospitality Suite. The 
Bartender is also responsible for the general upkeep of the 
Hospitality Suite and bar stock/snacks. The Bartender 
reports to the Hospitality Coordinator. 

WORKSHOP ASSISTANT(S) 

A Workshop Assistant is responsible for contacting the 
Workshop Host that he/she is to assist at least twelve hours 
before the scheduled workshop. At this time, each Workshop 
Assistant is to introduce themself, inquire about the nature 
of the workshop and how to best assist the Guest. This may 
vary for each workshop, but basic responsiblities will 
include assisting in any necessary special set up for the 
workshop and general care for the space (picking up trash, 
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arrangement of furniture, making sure there is water and 
glasses, etc.). Workshop Assistants report to the 
Hospitality Coordinator. 

COMPANY AMBASSADOR(S) 

The Company Ambassador is responsible for acting as a 
liaison to a specific visiting company for the duration of 
the festival. The Company Ambassador should greet the 
company on their arrival to Lubbock, introducing yourself, 
providing useful information concerning festival 
logistics/scheduling (ex: shuttle service schedule), and 
daily contact with the company. The Company Ambassador 
reports to the Hospitality Coordinator. 

DRIVER(S) 

The Driver is responsible for driving a shuttle and/or 
the Regional Committee van. The Driver is also responsible 
for the general upkeep of an assigned vehicle during her/his 
scheduled shift. The Driver reports to the Transportation 
Coordinator. 

IRENE RYAN REGISTRATION DESK STAFF 

The Irene Ryan Registration Desk Staff is responsible 
for assisting the Irene Ryan Acting Competition Coordinator 
in gathering and organizing all registration materials from 
Irene Ryan Nominees. The Irene Ryan Registration Desk Staff 
is also responsible for the operation of the Iren Ryan 
Registration Desk through the Regional Semi-Final Round. 
The Irene Ryan Registration Desk staff reports to the Irene 
Ryan Acting Competition Coordinator. 

IRENE RYAN DOOR MONITOR(S) 

The Irene Ryan Door Monitor is responsible for access 
to and exit from the competition space for contestants. The 
Irene Ryan Door Monitor reports to the Irene Ryan Acting 
Competition Coordinator. 
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IRENE RYAN TIMEKEEPER(S) 

The Irene Ryan Timekeeper is responsible for timing 
each contestant's audition package in performance. The 
Irene Ryan Timekeeper is also responsible for reporting this 
time to the Irene Ryan Adjudicators. The Irene Ryan 
Timekeeper reports to the Irene Ryan Acting Competition 
Coordinator. 
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APPENDIX D 

TRANSPORTATION PLANNING 

VEHICLE POOL 

NATIONAL COMMITTEE 
Cadillac borrowed from Alderson Cadillac as per 

Dr. Weaver 2-15-93 

REGIONAL COMMITTEE CHAIR (Dr. Andy Gibbs) 
Rental - Dodge Monaco 

Discount 741-1388 $105.00/WK including 
700 free miles 
Price quoted by James to John King on 1-25-93 

Reserved 2-18-93 by John King 
Pick up with Dr. Gibbs Tues. 2-23 
Return Sun. 2-28 prior to Dr. Gibbs' departure 
from Lubbock 
Form of Payment - As per Dr. Gibbs 

REGIONAL COMMITTEE/FESTIVAL GUESTS 
1-- TTU Vehicle Rental - 15 pass. van reserved 1-26-93 

by John King 
Acct. # 0368 44 0743 Cost: $32.00/day +$.08/mile 
Quoted by Traci Langdon 742-3810 

2-- TTU Vehicle Rental - 15 pass. van reserved 2-18-93 
by Patti Perkins 
Same specifications as above 

SHUTTLE SERVICE 
1-- TTU Vehicle Rental - 15 pass. van reserved 1-26-93 
2-- Same as #1- reserved 2-10-93 
3-- Same as #1- reserved 2-18-93 
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APPENDIX E 

DEPARTMENT COORDINATORS' 

ORGANIZATIONAL MEETING 

(FEBRUARY 4, 1993) 

AGENDA 

I. INTRODUCTIONS AND WELCOME - JOHN KING, JR. 

II. OPENING COMMENTS FROM THE HOST - DR. RICHARD WEAVER 

III. DEPARTMENT COORDINATOR'S JOB DESCRIPTIONS - JK 

IV. SUPPORT STAFF JOB DESCRIPTIONS - JK 

V. PLANNING - JK 
A. FESTIVAL GOALS 

1. To host and conduct the most dynamic 
Regional Festival in the country. 

2. To continually provide quality opportunities 
for sharing and advancement of knowledge and 
experience for practitioners of all 
disciplines within the theatre arts. 

3. To continually expand the regional and 
national network between the academic 
and professional theatre arts communities. 

B. FESTIVAL OBJECTIVES - JK 
1. To operate, as an organization, at maximum 

efficiency. 
2. To operate at minimum expense concerning 

budgets of personnel, time, finances, and 
raw resources. 

3. For proper cahannels of communication to be 
maintained within the organization for the 
duration of the planning and execution of 
the Festival. 

4. Provide a friendly and relaxed environment. 

VI. ORGANIZING - JK 
A. Determine the number of Support Staff personnel 

needed for each position. 
B. Determine shifts of duty for each position. 
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C. Determine the necessary resources (ex: 
information, name tags, refreshments) for each 
department. 

D. Determine the process for staffing all Support 
Staff positions. 

E. Determine the date to begin staffing. (A.S.A.P.) 

VII. QUESTIONS/ANSWERS - PATTI PERKINS, Business Manager 

VIII. CONCLUDING REMARKS - JOHN KING, JR. 
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APPENDIX F 

DEPARTMENT COORDINATORS' 

PROGRESS MEETING 

(FEBRUARY 18, 1993) 

AGENDA 

I. Welcome and Relax!!!! 

II. Focus of This Meeting 
A. Departmental Progress to this Point 

1. Registration Desk 
2. Hospitality 
3. Transportation 
4. House Supervision 
5. Irene Ryan Competition 
6. SWTA Auditions 

B. The Path Ahead 
1. Develop an outline of procedures each 

Department will utilize 
2. Methods of Informing, Guiding, and Empowering 

a. Plan Ahead - Plan Ahead - Plan Ahead 
b. Communication 
c. Patience 

III. Focus of Monday's Meeting 
A. Departmental Responsibilities - Finalize Policy 

and Procedure 
B. Unification - How Do the Departments Affect 

One Another 
C. Review Goals and Objectives 
D. Pride and Patience 
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APPENDIX G 

DAILY DIARY 

1/25/93 
1. PROMO DEADLINE-info recvd from univ of ozarks, but 

no pix or honor crew recs A. compiled phone numbers via 
patti B. called all part. prods to remind them (PROBLEM: 
most had forgotten over the holidays) C. got in touch w/ 
everyone that day except TCJC 

1/26/93 
1. tried to get TCJC again-no luck 
2. presented fest heirarchy and job descrips to patti 

and we discussed revisions/improvements we also 
discussd who would be dept coords 

3. presented rental prices on vans/car TTUT lowest for 
vans/ resrvd 3 vans w/ ttu veh rent *see transpo 
planning 

1/27/93 
1. 

two one 
2. 
3. 
4. 

message 

1/28/93 

left message for TCJC promo with Tex Wes since doing 
acts together 
revised job descrips. and heirarchy 
began to lobby coord. candidates 
ollie jones called me/was not in-called back/left 

1. continued to lobby coords. rudy yes ruthann yes 
jean yes david yes bill interstd 

2. met w/ patti - should make any moves on transpo? 
not yet - see if we can't get rest of vans from ttu veh. 
rental 

3. rcvd promo info from 2 schools 

1/29/93 
1. gen admission badge policy from andy via patti 
2. confirmation of position acceptance by all dept 

coord candidates 

2/1/93 
1. scheduled cooords meeting 2-4 8:15am rudy and don 

excused 

2/4/93 
1. Meeting with Dept Coords. 
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2. Met w/ Bill d. and Patti-- A. Hosp. Hostess pos. 
created and Bets Mighell rec for job by me and agreed on 
by patti and B.D. B. bill suggest using 2 people as 
company ambass. (1 aft show/1 even. show) 

3. Met with Jean and patti- jean is well set up with 
experience she inquired about comm between house man and 
stg mangr-clear com work jean to inquire from fred staffing 
scheduling training no prob 

2/5/93 
1. informed by patti that there would be a party for the 

student guests of the festival Sat Night on the University 
Theatre Stage after Ryan finals - pizza and soda - have 
procurer try to have donated or a deal cut 

2. contacted by Norma watts who wants to bring a group 
of students to see God's Country- explained badge policy to 
her said no gaurantees 

3. met with patti and ruthann about reg procedures 
covered reg packet contents nametags info packages 
vips/guests incl gifts info from chamber of commerce and 
some of wine for gifts t-shirt on display at desk shift 
scheduling for desk staff message board/center at desk 

2/6/93 
1. informed by patti that andy wants drivers to checkin 

with pete when reach destination of pick up or errand to 
see if anything else has come up and needs to be picked up 
or transported 

2/8/93 
1. All departmental meeting for support staffing 
2. informed by patti that norma watts is to get the 

thirty badges for God's country and we won't sell any more 
for that prod. 

3. jean-clear com does not work can we get walkie 
talkies YES head set style 

2/9/93 
1. recvd promo info for uTulsa (hecuba) no company 

roster - called and requested 
2. need to call wamble olds to see if they would donate 

two mini vans Mark wamble they donated a couple of vans two 
years ago (realized we don't have enough transpo for 
reg/vip/guests) 

3. called norma watts confirmed that she would get 
badges-she won't know exact # until 2-11 

4. purchased walkie talkies for house man 
5. all promo info to don hebert 
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2/10/93 
1. spoke with Ollie jones 2pm time to begin 9pm 

approx extended offer of $150 for two hours instead of $100 
for 1 hour - he will check with rest of combo and get back 
to me 

2. spoke with david cook UTULSA- rcvd company roster 
HE ALSO INQUIRED ABOUT LOBBY DISPLAYS - NO - CALLED BACK AND 
TOLD HIM NO. 

3. spoke w/ pete richardson Louisiana Tech about badge 
situation for students wanting to attend shows but not 
participating in fest, if it would be possible for them to 
check into HI early wed morning 9am, and if there would be 
shuttle service for students flying in 

4. planned to enter performances into box off comp 
5. need to call norma watts about tix for God's country 
6. Ruthann inquired about vip list for reg desk 

2/11/93 
1. Called Molli Risso-requested full company roster for 

registration purposes. She said try by tomorrow afternoon. 
asked about swta--asked me to give don message to call chuck 
shefield about # of companies coming to audition. 

2. extended the message to don hebert-8 or 9 camps are 
coming so not a factor of cancelling swta 

3. Bill Doll suggested having workshop hosts also 
monitor critiques as well. 

4. rcvd vip list for myself and ruthann from patti -
gave to ruthann 

5. spoke w/ Linda at the holiday Inn-they provide 
airport shuttle and early check in for LousTech probable 
atleast they will secure their luggage until check in is 
possible call 2-22 to confirm early check inn 

6. spoke w/norma watts current count at 33-she will 
call me on 2-17 with final count 

7. the father of a person in a show called and wanted a 
ticket for that show Badge situation seems to be becoming 
inconsistent in policy Patti and I agree to reevaluate she 
will consult andy. 

8. spoke with pete richardson-relayed check in info and 
airport shuttle servic-will confirm 2-22 and relay info 

9. realization that sig up for support staff needs to 
be finalized asap and students need to be motivated to sign 
up -how 

10. realization as per patti that we need more transpo 
for vip/comms/guests she will check with ttu veh 1st 
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2/15/93 
1. Distributed memo to dept coords and patti(first) 

asking all dept coords to see me today about the progress 
that they are making in planning, etc. 
NOTE: SOME WERE STILL WAITING FOR INFO FROM ME .... 

B. announced 2 meetings 1-thurs feb 18 8:15am 2-
mon feb 22 5:30pm 
NOTE: THE PURPOSE OF THURSDAY'S MEETING IS TO COORDINATE 
PLANNING AS IS DETERMINED TO DATE (SUBJECT TO REVISION AS 
CIRCUMSTANCE MAY WARRANT--GOOD PLANNING IS FLEXIBLE 
PLANNING!! THE PURPOSE OF MONDAY'S MEETING IS TO FINALIZE 
ALL PLANS INTO STRATEGIES FOR CONTROLLING AND DIRECTING THE 
FESTIVAL THROUGH ITS DURATION -- POINTS OF COMMUNICATION 
BETWEEN DEPT COORDS, CHANNELS OF COMMUNICATION FOR ALL 
LEVELS CLARIFIED AGAIN, CLARIFICATION OF EVERYTHING THAT ALL 
DEPT COORDS ARE COVERING TELL THEM THAT THEY SHOULD BE 
PREPARED FOR THIS ON THURS TO GIVE THEM TIME--EACH DEPT 
COORD WILL GIVE SPEAL ABOUT THEIR RESPONSIBILITIES SO THAT 
EVERYONE KNOWS WHO IS RESPONSIBLE FOR WHAT--THE PRACTICE OF 
STATING IT WILL GIVE THEM A BASIC MENTAL DEFINITION TO GO 
OFF OF FOR THE DURATION OF THE FESTIVAL. 

2. Spoke w/ David Allen - IR is fine - he is having a 
meeting with his staff tomorrow - good 

3. Spoke w/ Don H. - SWTA is rockin and rollin 
4. Spoke w/ Jean Fish-Davis - House Sup. going fine 
5. Met with Patti - A/ confirmed her attendance at both 

scheduled meetings B/ inquired do we need to assign someone 
to monitor the design competition room? NO, fred will take 
care of NOTE: inquire from fred if he understands it to be 
his responsibility to coord this, or if Joe Brown takes care 
of this (Ibelieve that last year JB did oversee this) 
C/suggested a letter to attending guests/participants 
schools to give basic info and a prelim welcome - YES -
mailing labels coming from andy to expedite (LETTER WRITTEN 

2-15 6 PM -- REQUESTED 50 COPIES OF FROM REBECCA, 
WILL GO THROUGH PATTI FOR PERMISS., ASAP TO BE MAILED 2-16 
PM PENDING ARRIVAL OF LABELS) D/ Badge situation-admiss to 
perfs policy/procedures - me design/produce 50 sro tix each 
perform. - House staff sell and take money NOTE: NEED TO 
INFORM JEAN OF THIS NEW RESPONSIBILITY -- ADD TICKET AGENT 
POSITION TO HOUSE STAFF AND JOB DESCRIPTIONS!!! 

E/update on transpo situation -- dr weaver took care 
of nat comm car and a car for reg comm F/recieved 
a finalized Irene Ryan list from Bob Busiek today -
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will give to Ruthann after address labels for 
welcome letter have arrived and been pulled 
according to this list - she will then pass it on to 
David to aid in registration - a copy should be made 
as a backup precaution G/Bob included his 
scheduled arrival time in Lubbock on Wed Feb 24 @ 
10:50 am on AMERICAN #1641 - Needs a ride NOTE: INFO 
GIVEN TO PETE LOZA WHO WILL ARRANGE TRANSPO FOR BOB 
UPON ARRIVAL. H/patti suggested making sure that 
Bill has the procurer working on pizzas for the 
saturday night party for the students 

6. Met with Rudy Alvarado-no schedule of arrivals or 
festival activities for the Nat. Comm yet - vehicle 
was secured by Dr weaver. NOTE: MAKE SURE RUDY IS 
AWARE THAT HE WILL BE ON CALL ALL DAY EVERY DAY. 

7. Met with Pete Loza- updated him on vehicle 
situation - B/he inquired if he could compile a 
brief statement about the transportation situation 
to be included in the festival prog - PatPerk 
consulted YES - C/he inquired about parking -
advised him to consult patti on his own D/gave him 
Bob B arrival info E/not enough vehicle space for 
reg comm/vip/guests - checking into getting one more 
15 pass van at TTU TOLD PETE THAT HE COULD MEET 
WITH PATTI ABOUT HIS QUESTIONS W/0 ME AND PATTI SAID 
NO-WANTED ME PRESENT SO NO MISCOMMUNICATION 
OCCURS-BAD JUDGEMENT ON MY PART/SET UP W/ PETE TO 
MEET W/PATTI TOMORROW AT 4PM 

8. Met w/ Ruthann - A/computer program and nametag 
stock should be here on Wednesday B/waiting on 
company roster from Molli Risso (Oklahoma State) 
C/meeting with the chamber of commerce(lubbock) on 
thurs am to discuss convention info and gifts for 
vip's D/nametag covers and ribbons have been 
ordered E/going to begin compiling registration 
packets on thurs F/going to need to have work calls 
this weekend 

9. Recvd memo from patti about cellular phones for use 
during the festival except the memo didn't state 
where from pick up tues 23rd return mon march 1 -
#1 - Pete Loza #2-Reg desk #3 Andy Gibbs (I will 
pick up and return) 

2/16/93 
* distributed memo to coords to get list of all 

students working for by wed afternoon at 1pm so patti can do 
excuse letter 

* set sign up deadline for support staff at 10 am wed 
morn and posted notice to this effect 
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1. Intended to have letter copied and sent-letter 
approved by patti and Dr weaver- labels did not arrive -
tomorrow 

2. called norma watts informed her of update in tix 
situation for God's Country 

3. confirmed with patti that H.I. was taking care of 
all prep for the wednesday evening reception in the HI 
atrium - YES 

4. fred confirmed that Joe Brown takes care of design 
display/camp room at HI 

5. checked with Dr. Sorensen to see if there was 
anything that he needed for IR - NO - he and david A. are on 
sched and having a meeting with the IRcomp support staff 
this afternoon. 

6. told david A. he was doing a good job thanked him 
for his efforts 

7. inquired if I need to reserve car for Andy -YES- he 
will probably pay for with AMER EXPRESS - we will pick up 
car and then pick up Andy w/ car 

8. no van from TTU- will have to find one at 
comparable rates - FROM EARLIER RENTAL RESEARCH KNOW THAT 
SEXTON TRANSPO HAS A 10-12 PASS VAN AT COMPARABLE PRICE -
CALLED AND THEY HAVE ONE AVAIL FOR THURS - SAT NOT WEDNESDAY 
THAT IS FINE W/ PATTI 

9. called Molli Risso to request complete company 
roster by wed afternoon latest or won't have ample time to 
prepare registration materials for her company - she called 
me back - says she sent a packet off a few weeks ago/this 
was their promo info, but no comp roster inclu - said she 
also had something faxed to us last week/not specified/we 
have nothing from her late last week/said I would double 
check/did so-NO comp roster/was going to call back again in 
afternoon but we received a fax of comp roster at 2 pm while 
I was out of the office/I rcvd it approx 3:45pm/called her 
to confirm that we had recieved it-THANK YOU-looking forward 
to seeing you 

10. decided after discussion w/ patti that sro tix will 
be sold by a member of house staff out of the box office -
who will also sell t-shirts- I recommended David Gray -
Patti wanted to use Bill since he is experienced tix agent 
and would have little to do once festival is under way - I 
contended that this would violate unity of function 
principle I WILL PRODUCE TIX FOR JEAN TTU NOT TO APPEAR ON 
TICKET KC/ACTF REGION VI FESTIVAL SHOW PRODUCING COMPANY 
DATE TIME SRO TICK # PRICE also w/ patti * when do 
classes officially let out for actf - Tues noon - (checked 
with fred no classes on mainstage mon to allow stage prep in 
lab ok on mon - play readings will be done in lab during 
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festival workshop basically) cinema lab sections should meet 
through tues afternoon midterm wed night and then no cinema 
labs thurs through next tues class resumes on wed march 3 
* nquired about where to sell t-shirts - at box office with 
sro tix dtsplay one t at reg desk with sign saying on sale 
at box office * when will sched of events be avail to 
coords - Fri morning *patti schedules the restaurants for 
vip/comrn/guest lunches and dinners 

11. met w/ pete and patti - discussed a/shuttle schedule 
b/ #,type vehicles and their employment (pending van from 
sexton -ok'd by pp) c/arrival signs for picking up guets at 
airport-by guest name d/driver staffing-to drive ttu van 
must be univ employee need to check drive records of 
interested students & employ ones that are not already emply 
by ttu must pay need social secur card and driver's 
liscence to employ therefore must pay e/will need to 
have dr weaver get GW Bailey ciourtesy car if he requests 
f/pete to have prelim meeting with driver candidates to get 
id's SScard/driv lise and to update on planning and 
procedures for execution of dutieswhat will be paid for 
(Hosp suite supplies-by andy) Honor 

12. met w/ bill and patti - discussed procurring and 
crew meals procurred; pizza and beverages for sat party 
procurred if possible or atleast deal set up; general hosp 
supplies - green room - procurred if possible -if not dr 
weaver will buy/bill should have a list of specifically will 
be needed - procure wine for guest/vip gift if not dr weaver 
will buy BASICALLY PROCURE MEALS FOR SURE AND ANYTHING ELSE 
THAT IS POSSIBLE AND WE WILL USE WHERE WE CAN 

* load in morning 9am load in aftnoon asap following 
aft performance approx 4pm 
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