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The Program Review Final Report finds that “The Department of Theatre at the University of West Florida is undoubtedly on the verge of necessary transition” (p. 7), and identifies a wide range of challenges and shortcomings in the areas of curriculum, resources, creative and scholarly activities, assessment, and departmental goals and policies.

CURRICULUM

The Program Review Final Report finds that:

· “Analysis of the curriculum, including course offerings and sequencing, appears to be the most troubling area of the assessment” (p. 3)

· “The current curricular offerings can not and are not being delivered given the available resources” (p. 7), and that “the department’s degree programs do not appear to have the necessary resources to deliver them with any degree of quality” (p. 3).

· Both BFA programs lack “entrance audition” as well as “annual assessment” requirements (p. 3).

· “There is little difference between the BA degree and the BFA degree in acting” (p. 7).

· The BFA in Musical Theatre is “almost devoid of any classes in musicianship (i.e. private voice, music theory, keyboarding skills, sight singing, etc.) and is significantly lacking in dance rigor.” (p. 8).

The Program Review Final Report recommends that the University

· “Focus resources to offer the best BA in the region and develop a ‘program of distinction’” (p. 8).

· Eliminate the BFA programs (p. 8).

Addressing the Report’s concerns in this area may require extensive curriculum review and redesign, significant additions and/or changes in staffing, and alterations in resource distribution.

RESOURCES

The Program Review Final Report finds that:

· “Human resources are the largest issue observed” [since] the “department has undertaken an ambitious curriculum and production program without adequate faculty and staff” (p. 8).

· The students in the program “believe they are not getting from the faculty and the program what they need” (p. 8).

· “Production budgets are quite large by University standards,” but fees paid to musicians, “guest designers or other staff” as well as the “Large rental and purchase costs for costumes” (p. 4) consume excessive amounts of funding.

· “Little or no budget exists for on going maintenance” of the facility (p. 4).

The Program Review Final Report recommends that the University 

· “Add a new line to the department, bringing the total to 5 fulltime faculty with appropriate support staff in the shops” (p. 8).

· “Hire a full-time faculty member in the design and technical area” (p. 3).

· Reconfigure the production budgets (p. 9).

· “Develop an ongoing maintenance budget for facilities and equipment” (p. 9).

Addressing the Report’s concerns in this area may require significant additions and/or changes in staffing as well as extensive alterations in resource distribution.

CREATIVE  AND  SCHOLARLY  ACTIVITY  AND SERVICE

The Program Review Final Report finds that:

· “There is little involvement on a regional or national level for the faculty in either creative or scholarly activities. This is a problem that inhibits professional faculty development, and may affect future promotion and tenure considerations” (p. 5).

· There is “some service activities to the profession, though not at levels usually expected of faculty in these positions” (p. 5).

Addressing the Report’s concerns in this area may require significant additions and/or changes in staffing as well as more rigorous expectations for reappointment, tenure, and promotion.

ASSESSMENT

The Program Review Final Report finds that:

· “There is little assessment being done with regard to the students, course work or the program as a whole” (p. 4).

Addressing the Report’s concerns in this area may require extensive curriculum review and redesign, with an eye toward meaningful student learning outcomes and a more rigorous distinction between levels of student achievement.

GOALS AND POLICIES

The Program Review Final Report finds that:

· “The department lacks many of the goal statements, policies, procedures and other written documents that help define a clear direction and vision” (p. 8).

· “The staffing of the department needs attention beginning with the recruitment of a chair to define what that the staffing structure should be” (p.8).

The Program Review Final Report recommends that the University 

·  “Re-evaluate Goals and priorities” (p. 8)

· “Hire department faculty on tenure lines using National Searches” (p. 9).

· “Develop department guidelines and criteria for tenure and promotion. Align expectations of creative and scholarly activities, service and teaching with the Institution’s Mission” (p.8).

· “Run rehearsals and productions more in line with professional standards” (p. 9).

Addressing the Report’s concerns in this area may require extensive of the department’s configuration, structure, and day-to-day practices.  Happily, the search for a new Chair has been successfully concluded.
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THEATRE

Mission Statement
The mission of the Theatre Department is to provide exemplary training in theatre arts and to support the cultural enhancement of the local community and surrounding area.
Student Learning Outcomes

UWF Theatre graduates should be able to do the following:

Content

· Identify and apply the basic concepts, principles, and theories of the discipline of theatre

· Describe the history and traditions of the theatre arts

· Articulate how the component functions of theatre (e.g., acting, directing, stage design) develop and become integrated in production

· Differentiate career opportunities in theatre

· Exercise relaxation strategies to promote emotional control

Critical Thinking

· Analyze and evaluate elements of theatre (e.g., scripts, productions, performances) according to quality criteria

· Solve problems creatively related to specific functions (e.g., actor, director, set designer) in production

· Design and conduct research using electronic technology to solve production problems

· Develop a personal vision for what constitutes good quality

Communication

· Speak clearly and confidently to communicate with audience or cast

· Show refined use of voice and body as an instrument to accomplish a theatrical objective

· Write persuasively for different kinds of audiences

· Interact effectively one-on-one or in groups



Integrity/Values

· Express accurate and honest personal insights about the strengths and weaknesses of one’s own performance

· Give and accept feedback, correction, and direction courteously and professionally

· Build trustworthy reputation by establishing consistent record of professionalism (e.g., positive attitude, habitual preparation, dedication, and emotional maturity)
· Exhibit high standards of academic integrity honesty

Project Management

· Research and select theatre projects that can be reasonably produced according to time, space, and monetary limitations

· Collaborate with all members of the artistic team on the artistic vision of the project

· Integrate business and artistic requirements of theatre production

· Demonstrate high level of proficiency in selected area of specialization (e.g., acting, directing, stage design)

Job Prospects for Graduates in Theatre

Theatre graduates can work center stage as well as behind-the-scenes in a variety of capacities.  Some professional opportunities require advanced training through graduate education.


Actor




Director


Stage Manager


Costumer


Set Designer



Choreographer


Events Manager


Arts Administration


Resource Developer


Writer


Critic




Fundraiser

Find Out More about Theatre at UWF:

www.uwf.edu/theatre
THEATRE                                                                               College of Arts & Sciences
Statutory Mandates

Required Common Prerequisites (bachelor's only)


Adheres to statewide common prerequisities

Credits-to-Degree Limits (bachelor's only)


120 sh

Limited Access Status (bachelor's only)


N/A

Accreditation Status

N/A
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To:

Dr. Jane S. Halonen, Dean, College of Arts and Sciences

From:
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Lee Byron, Chair, Department of Theatre Arts, Ithaca College

Date:

Monday May 16, 2005

Re:

Program Review: Department of Theatre

The outside evaluation team would like to thank the kind colleagues at the University of West Florida for the tremendous hospitality shown during the team’s visit from April 12th – 15th of this year. The cooperation and graciousness extended to us by the administration, faculty, staff, students and concerned parties was extremely appreciated.

The team would also like to extend special thanks and appreciation to Dr. Greg Lanier, Chair of the Department of Theatre at UWF. Dr. Lanier’s efforts in preparation of the self-study prior to our visit were thorough and thoughtful. The organization and execution of our visit was flawless.  

Attached to this memo, please find our final report. It has been our pleasure to serve you and it is our hope that we have provided thoughtful response to our observations during our visit as well as our understanding of the self-study. We wish you the best in your ongoing assessment of the Department of Theatre.

Academic Program Review: Department of Theatre 

University of West Florida

Site Visit: April 13 – 15, 2005

Reviewers:
Daniel Guyette, Dean, College of Fine Arts, University of South Dakota



Lee Byron, Chair, Department of Theatre Arts, Ithaca College
Introduction

The Department of Theatre at the University of West Florida is an undergraduate degree program currently offering the Bachelors of Fine Arts degree with majors in Acting and Musical Theatre. The department had recently offered the BFA degree in design/technology. This degree has been eliminated and there is one last student that will be finishing this track. The department also offers the Bachelor of Arts degree, a more liberal arts directed course of study. The department also offers a minor in Theatre. Currently, there are four full-time faculty working in the department with the current chair’s teaching responsibility assigned to the Honors Program and the Department of English. There is one part-time continuing dance instructor, one part-time instructor who also holds a staff position, various part-time, per-course instructors and one administrative assistant. Technical support is primarily accounted for with one full-time staff member who is concurrently finishing his degree program.

During the course of the site visit the external evaluators met with and observed the following:

· Met with Dr. Greg Lanier, Chairperson, department of Theatre

· Met with Dr. Jane S. Halonen, Dean, College of Arts and Sciences

· Met with Internal Reviewers Dr. Mary Lowe Evans and Dr. Cheryl Swenson and with

Dr. Carl Backman, assessment administrator 

· Met with a student group. This group represented each of the degree programs

· Met individually with full and part-time faculty members Jan Savage, Joe Tomko, Kaye

Celeste Evans, Tim Kennedy and Lavonne French

· Met with staff members Annabelle Carlino, Christian Fontaine and Musetta Jensen 

· Observed various classes including: 

· THE 2300 Survey of Dramatic Literature

· TPP 3140 Acting realism

· TPP 4141 Acting Styles I

· DAA 2200 Ballet I

· TPP 3257 MT Voice

· THE 2000 Theatre Experience 

· TPA 2200 Technical Theatre

· Toured the Center for Fine and performing Arts

· Toured Pensacola Little Theatre and met with the AD there as well as the E.D. of the

 
Opera Company and Tim Kennedy as head of Opera Educational Outreach.

· Exit Interview with assessment committee including Dr. Sandra Flake, Provost 

· Attended Performance of Cabaret
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VISION, MISSION, VALUE AND GOALS

The department’s current VISION is as follows:

“To become the premier institution for Musical Theatre training in the Southeast region and a member of the University/Resident Theatre Association with a summer-stock repertory season.”

Though this is a lofty vision, the vision appears to come at the expense of the other offerings of the department. This is also difficult given the competition in the Southeast region including such premiere programs as Florida State University, The University of Central Florida, The University of Miami and the University of Florida. The vision also appears somewhat naïve in terms of membership in U/RTA. U/RTA, the University Resident Theatre Association, is an organization of graduate theatre training programs. This would appear to exclude the institution becoming a member, though a summer theatre or guest artists could utilize their contract management program.

The department’s current MISSION is as follows:

“To provide exemplary training in theatre arts and to support the cultural enhancement of the local community and surrounding area.”

The mission appears appropriate for the department. However, a mission statement often guides organizations in decision-making. The department may want to consider fleshing out this mission to help them with future guidance.

VALUES

At this time, it does not appear that the theatre department has necessarily determined their own values, though the values of the institution can become guideposts. It may be appropriate given the notion of supporting the “cultural enhancement of the local community and surrounding area” that the department considers developing a set of values that can also drive their mission.

GOALS: SHORT-TERM

The department has enumerated a number of goals in the self-study, both in the short term and further out.  

Current goals appear to be what could be referred to as “low hanging fruit” or goals that are easily met. Certainly, action can be taken to move forward with establishing and codifying the partnerships with Seaside Repertory Theatre and the Pensacola Opera. While these unto themselves are valid goals, it may be worth looking at the reasoning, or underlying objectives that drive this pursuit.
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Many of the goals surround the use of guest artists or artists-in-residence. Certainly the use of outside artists is pedagogically a sound move; however, it appears that there are more pressing needs from a staffing point of view. Resources may be better spent on ongoing staffing needs to build additional stability as opposed to transitory experiences of guest artists.

It appears the most pressing immediate goal is the identification of resources to hire a full-time faculty member in the design and technical area. If any element rose above all else in the visit and accompanying material, this was it. It is difficult to imagine how the production program continues to move forward given current staffing. 

CURRICULUM

Analysis of the curriculum, including course offerings and sequencing, appears to be the most troubling area of the assessment. At this time, the department’s degree programs do not appear to have the necessary resources to deliver them with any degree of quality. Courses are covered by a variety of faculty, adjuncts and staff. There does not seem to be a regular or guiding sequence, or four-year plan, that outlines and covers the large number of courses listed in the catalogue required of students for graduation. Students shared concerns about course cancellations, the difficulty in knowing when classes will be offered, planning ahead for graduation and faculty knowledge for advisement in this area.

In reviewing the University catalogue, it was observed, and later verified by faculty, that there is difficulty in distinguishing the differences between the BFA and BA degrees in acting. There seems to be only a few classes that separate the two degrees and these are electives that a student can take either way. There is no entrance audition for a student who seeks admission into the BFA or annual assessment to maintain that status. The level of rigor separating the two degrees does not appear to exist. When asked, faculty and students expressed confusion about the degrees and could not state the differences. 

The BFA in Musical Theatre has the same audition and assessment issues mentioned above. It was also observed to be almost completely devoid of any classes in musicianship such as private voice, music theory, keyboarding skills, sight singing and so forth. It is also significantly lacking in dance rigor, aside from Ballet with seems to have more courses offered than necessary. This is clearly a factor of the small size of the theatre faculty and relations with the music department.

The BA degree seems to be a well-defined degree program offering the appropriate mix of didactic classes and practicum courses. The size of the department and the requirement that the students be involved in every aspect of production each semester makes this a natural choice for the department. The BFA by definition requires a focused and intensive program of study. This cannot exist in the current situation due to the small number of students and faculty. There appears to be a shift in the department focus to production and away from class work. This may be an attempt to introduce BFA rigor into the students’ program, but makes the mistake of substituting lab experiences for the course work that it should extend from.
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ASSESSMENT

It was observed in the self-study document, and through discussions with faculty, that there is little assessment being done with regard to the students, course work or the program as a whole. One section of the self-study described current class assessment, but indicated that the only measurement being used was the final class grade. Since this includes other factors such as attendance, class participation and effort, the final grade is an unreliable assessment measure. Picking specific projects during the course to compare would be more useful. Other options include an exit exam for all students, an annual portfolio review, or acting audition assessment, with specific yearly expectations of goals to have achieved for each level of the program. 

RESOURCES

In reviewing the self-study, it appears that resources vary greatly in each area.  Production budgets are quite large by University standards and especially for a department the size of this one. Yet, these numbers are misleading when you look more closely. Because of the small size of the faculty and staff, there are often guest designers or other staff hired from these budgets. Large rental and purchase costs for costumes are also seen, again due to the small staff available to build costumes. The largest costs on musicals are the fees paid to musicians to play these shows. This is a large part of the production budget and later recommendations will suggest ways of reducing this expense.

Facilities, as a resource, are quite good, but little or no budget exists for on going maintenance. This will continue to become more and more of a problem as the building ages. The building structure has quirks that have been dealt with but the technology in the building, such as lighting and sound equipment, appears to need updating. Storage space is always at a premium and efforts to keep the spaces organized have helped, but there also seems to be a need for more storage.

Human resources are the largest issue observed. As discussed above with regards to the degree programs, the department has undertaken an ambitious curriculum and production program without adequate faculty and staff numbers to support it. The work is largely being accomplished but it is clear that this will not continue for much longer. Strained situations were observed and recounted by students and faculty. In the shops and during technical rehearsals this can lead to safety issues as well as in classes requiring physicality such as dance and stage combat. Recommendations regarding the degree programs and department staff size will address this.

Other resources such as the community, the campus and the administration all seemed positive. There is a strong administration that wants the program to grow and prosper and is ready to add resources to make this happen. The area is thriving with a junior college that could help develop transfer students. The community and professional theatre companies, with whom a relationship has been established, could help enhance development activities by providing a potential donor base to help support program growth. The campus has tremendous possibilities with large amounts of space to develop and numerous downtown buildings from a recent donation from the state that should allow other growth opportunities.
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ENROLLMENT

Student enrollment in the department is small with approximately 35 students. This does not seem to be a critical mass for the level of curriculum or productions currently being attempted. Recruitment efforts seem restricted to an annual statewide thespian conference. It was conveyed that this was the reason for the BFA degree - so that the department could compete with the bigger schools in the state. No other recruitment was discussed. This seems to be an area where a large increase in effort and financial resources would create numerous benefits. 

SERVICE

There was not much discussion about areas of service for the faculty in regard to the campus or the profession. Faculty vitas indicate some service activities to the profession, though not at levels usually expected of faculty in these positions. It is difficult, however, to determine such involvement from vita documentation. Faculty service to the campus seems to focus on creative activities, as part of the job, and extra performance and production activities outside the normal season, such as Tapestry Theatre, which seems to be an excellent opportunity for students and faculty. The problem created by these student projects, dance groups, partner theatre companies and other outside projects is that they add more time commitments to an already thin department.

CREATIVE  AND  SCHOLARLY  ACTIVITY

As mentioned above, these activities focus on departmental responsibilities plus additional work with the local community theatre, opera company, dance group and Tapestry Theatre. It appears that there is little involvement on a regional or national level for the faculty in either creative or scholarly activities. This is a problem that inhibits professional faculty development, and may affect future promotion and tenure considerations. Limited professional networking, will diminish the faculty’s ability to aid students in securing internships and jobs after graduation. In the long term, this will also affect the reputation of the department and its efforts in the area of recruitment. This will need to be addressed if the department is to grow.

ARTICULATION AGREEMENTS WITH OTHER UNITS

There was much discussion about relationships and agreements with local community and professional theatre companies, but little specifics could be provided and details differed from person to person. There appears to be several partner companies, but again the focus seems to be on production. How these agreements benefit the student in the classroom is unclear. Internships available for students with local companies are valuable and an excellent pedagogical tool. However, if these companies are places where students have already done work or the work becomes inexpensive labor with little defined connection back to course curriculum, then it becomes problematic.  If faculty had wider connections to regional and national companies, these internships would have a greater impact on the student’s education. Clearly defining the agreement with each company in a written document, which reflects the department’s mission, and stating the goals of the relationship to the student and the program would be beneficial.
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SWOTs Analysis

For purposes of clarity, the outside reviewers thought it appropriate to include a S.W.O.T.s analysis by identifying areas of Strength, Weakness, Opportunities and Threats as a means of succinctly communicating observations

The following Strengths were observed  and/or identified during the site review:

· Very good facilities, though in need of ongoing maintenance budget line from central administration.

· Passionate and caring students.

· High level of educational opportunities for students in all areas of theatre production.

· Caring and dedicated faculty.

· High level of individualized support for students.

· A strong sense of community and family.

· An ambitious production program.

The following Weakness were observed  and/or identified during the review:

· Overextension of resources, i.e., trying to do too much with too little.

· Few codified Department procedures.

· Lack of sufficient formal advising.

· Department leadership spread too thin.

· Unclearly defined sequencing of class structure.

· Too few dance classes for a music theatre degree in the areas of tap, jazz and modern. 

· Too few courses musicianship for the music theatre degree.

· No individualized ongoing voice instruction for music theatre majors.

· No criteria for acceptance in the BFA Acting Degree.

· No criteria for acceptance in the BFA Music Theatre Degree.

· Few course elective opportunities outside of the department.

· Inadequate staffing, especially in the technical areas.

· Insufficient course planning and offering of required degree courses.

· Contact hour confusion. There appears to be courses with not enough contact time for amount of credit awarded.

· Insufficient ongoing assessment of growth in student skills levels or any other type of codified programmatic and/or student assessment.

· Appearance of a “shotgun” approach to the curriculum structure with little focus.

· Insufficient student recruiting efforts. 

The following Opportunities were observed  and/or identified during the review:

· Further development of the relationship with the Pensacola Little Theatre.  

· Building relationships with the Pensacola Junior College.

· Building ongoing and stronger relationships with the Seaside Repertory Theatre.
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· The ability to steer and manage work study as a means of supporting the technical operations and possible some of the administrative operations.

· The hope for future integration and collaboration with Art and Music.

· New leadership at all levels of administration.

The following Threats were observed  and/or identified during the review: 

· Budget restraints

· State legislation and the future impacts of subsequent decisions/legislation.

· Low student recruitment.

· A failed Chair search.

· Lack of vision or direction in curriculum design and department goals.

· Overly ambitious productions without the human resources to staff or cast appropriately.

· University class size minimums that work against pedagogically appropriate minimums as conceived through national accreditation agencies. 

· The cancellation of classes not meeting minimum university enrollment levels thereby leaving students needing classes to fulfill degree requirements. This leads to the high degree of class substitutions noted in the self-study further deteriorating the standards of the associated degree. 

Summary

The Department of Theatre at the University of West Florida is undoubtedly on the verge of necessary transition. As noted above, there are many strengths and opportunities that can guide this transition. Clearly, there is support from the higher administration to encourage appropriate planning that will be required in order to move forward. The recommendations listed below, though not exhaustive, are a possible starting point for a path toward a prosperous and thriving department. Additionally, the following critical annotations are specified immediately below and require dedicated attention:

· It appears that the current curricular offerings can not and are not being delivered given the available resources.

· It appears that there are at least 11 required courses that can not be covered by the current full-time faculty based on their individual expertise.

· It appears that there are at least 21 more elective course that are currently in the books but not being offered.

· It appears that there is little difference between the BA degree and the BFA degree in acting which leads to confusion by both faculty and students.
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· It appears that the MT curriculum is almost devoid of any classes in musicianship 

(i.e. private voice, music theory, keyboarding skills, sight singing, etc.) and is significantly lacking in dance rigor.

· It appears that the department lacks many of the goal statements, policies, procedures and other written documents that help define a clear direction and vision.

· It appears that the staffing of the department needs attention beginning with the recruitment of a chair to define what that the staffing structure should be.

· It appears that there are talented, dedicated and engaged students who currently believe they are not getting from the faculty and the program what they need.

It appears that there is strong support from the administration and community to see the program grow and develop.

· Recommendations

· Consider eliminating the BFA Acting Degree

· Consider eliminating the BFA Music Theatre Degree

· Concentrate on strengthening the BA degree –Focus resources to offer the best BA in the region and develop a ‘program of distinction’ to recruit with.

· Staffing:

· General

· Add a new line to the department, bringing the total to 5 fulltime faculty with appropriate support staff in the shops.
· Specific

· Complete the search for a department Chair as soon as possible and use that person’s leadership and vision to transform the department.
· Consider hiring a full-time staff Technical Supervisor with knowledge in the following areas: Sets, Props, Lights, Sound and Paint.
· If a department chair search does not yield a candidate with specialization in a design area, consider an additional faculty hire as a Design Generalist. Another 
hire in this area should be considered even if a chair has design specializations. 
· Consider farming out Dramatic Literature and Shakespeare classes to English.

· Utilize resources in Music for voice, theory, keyboarding skills and general musicianship.

· Fully flesh out Department’s Vision and Mission statements with an eye to what is possible

· Re-evaluate Goals and priorities.

· Consider the implications of how “work study” grants could be better utilized to the department’s advantage.

· Articulate how curriculum meets the five institutional goals.

· Develop department guidelines and criteria for tenure and promotion. Align expectations of creative and scholarly activities, service and teaching with the Institution’s Mission.
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· Find levels of agreement on course enrollment sizes.

· Develop an ongoing maintenance budget for facilities and equipment.

· Hire department faculty on tenure lines using National Searches.

· Work with the new Music Department Chair to reduce musical production expenses through the use of orchestra and band classes to play for these productions. Turn budget savings back to shop costs, on going maintenance and supplies.

· Find a better balance between class work, including class attendance, and production demands.

· Define the Senior Project class by providing specific criteria, guidelines, limits, advisors and grading parameters.

· Develop annual assessment procedures and learning outcomes specific to the discipline that are not based on the final grade received in the class.

· Develop a workload policy that takes into account production assignment equivalencies, contact hours and faculty and staff work differences.

· Develop a department student handbook that includes all the new policies and procedures

· Run rehearsals and productions more in line with professional standards.

· Work with the Provost to create exemptions for certain types of studio classes from the University class size requirement. Most core and elective classes will benefit from this practice.

Addendum to the visitor’s report:

As the department looks to the future and considers accreditation through the National Association of Schools of theatre (NAST) as a possible goal, the following information broadly outlines a few of the NAST Standards and was taken directly form the NAST 2005-06 Handbook as they apply to Liberal Arts Degrees. For more information on NAST, NAST Standards and accreditation procedures, please visit the following site:

http://nast.arts-accredit.org/index.jsp
V. TYPES OF UNDERGRADUATE DEGREES 

NAST recognizes two principal types of undergraduate degrees. In order to be consistent with general academic practice and to distinguish their basic orientations, these are defined as “liberal arts” and “professional” degrees. Each of these degrees has distinct overall goals and objectives reflected in the curricular time accorded to theatre studies and to other curricular components. The liberal arts degree focuses on theatre in the context of a broad program of general studies. The professional degree focuses on intensive work in theatre supported by a program of general studies. 

Percentages of total curricular time devoted to specific areas define the goals, objectives, character, titles, and academic currency of degree programs. Variation from percentages specified at various points throughout the standards will not necessarily preclude accreditation, but logical and convincing reasons must be presented that address (1) the development of student competencies required by the standards for each degree program, and (2) consistency of degree titles, goals and objectives, content, and character of each degree program. Institutions must establish and apply curricular requirements that maintain the integrity of degree types and titles. 

In calculating curricular structures, the Association uses a four-year degree program of 120 semester hours or 180 quarter hours as the basis for determining percentages of various components. For institutions with program requirements beyond 120 semester hours or 180 quarter hours, the combined percentage of components will exceed 100%. 

A. “Liberal Arts” Degrees 

Degrees in this category include Associate of Arts/Associate of Science or Bachelor of Arts/ Bachelor of Science with a major in theatre. These degrees normally require that 30-50% of the total course credit be in theatre. The standards appropriate to these degrees are found under Section VII. 

B. “Professional” Degrees 

Degrees in this category include the Associate of Fine Arts and the Bachelor of Fine Arts, and normally require that at least 65% of the course credit be in theatre studies. B.F.A. degrees in theatre education and certain other combined degrees in theatre require at least 50% of the course credit to be in theatre studies. The standards common to these degrees are found in Section VIII. The standards appropriate to specific major areas of emphasis are found in Section IX. NAST recognizes that some institutions are only chartered to offer the Bachelor of Arts or Bachelor of Science degree. When these institutions offer a baccalaureate degree meeting “professional” degree standards, the degree is listed as Bachelor of Arts or Bachelor of Science with the specific major areas identified. 

C. Majors/Areas of Emphasis 

The term “major” is used to indicate the field of study constituting the focus of a particular degree program, the name of this field normally being appended to the generic degree title. For example, in the titles “Bachelor of Fine Arts in Acting,” “Bachelor of Arts in Theatre History,” and “Bachelor of Science in Theatre Education,” Acting, Theatre History, and Theatre Education are the requisite majors. 

In order to be designated a “major” in a B.F.A. performance or studio program, a field of specialization must be accorded no less than 25% of the total credits required for the B.F.A. degree. In order to be designated a “major” in a liberal arts program, a comprehensive field such as theatre or theatre history must be accorded no less than 30% of the total credits required for the liberal arts degree. 

Within specific majors, institutions may designate the possibility of areas of emphasis. For example, a Bachelor of Arts with a major in Theatre may have Acting, Design/ Technical, Theatre History, etc., as areas of emphasis; a Bachelor of Fine Arts in Theatre may allow areas of emphasis in various theatre specializations. 

NAST recognizes many successful models for organizing undergraduate curricula in theatre; however, clarity with respect to distinctions between majors and areas of emphasis are essential in the publications of the Association and its member institutions. 

As institutions are reviewed by the Commission, distinctions will be made between majors and areas of emphasis. In the NAST Directory, majors will be listed as unique terms appended to generic degree titles. If applicable, areas of emphasis will be placed in parentheses following the term designating the major. Member institutions are responsible for determining the appropriate means of making distinctions between majors and areas of emphasis in their own published materials. 

It is recognized that the concepts discussed above under the terms “major” and “area of emphasis” are expressed with other terminology at various institutions. NAST is more concerned that the concept of distinction be present than that terms be consistent with NAST’s usage. 

VII. GENERAL STANDARDS AND GUIDELINES FOR LIBERAL ARTS DEGREES IN THEATRE (in addition to standards outlined previously in Section IV) 
The Bachelor of Arts or Bachelor of Science degree with a major in theatre is a term applied to a program designed for the study of theatre within a liberal arts curriculum. Within this framework various concentrations in different areas of theatre are dependent on the needs of students and the differences in educational institutions granting degrees. However, in the study of theatre under a Bachelor of Arts or Bachelor of Science program, there should be broad coverage of the field rather than heavy concentration on any single segment of that field. Central to the study of theatre under this degree is the affirmation that the burden of study should be upon the fundamentals of theatre approached in a way designed to develop basic technique, experience with production, and a set of principles and terms that lead to a fuller intellectual grasp of the art. 

A. General Education 
Depending upon the individual’s background, he or she may strive for the generally expressed goals of a liberal arts education by judicious selection of courses from English composition and literature, foreign language, history, social studies and philosophy, fine arts, and natural science and mathematics. Normally, these include the following: 

1. The ability to think, speak, and write clearly and effectively. Students who earn liberal arts degrees must be able to communicate with precision, cogency, and force. 

2. An informed acquaintance with the mathematical and experimental methods of the physical and biological sciences; with the main forms of analysis and the historical and quantitative techniques needed for investigating the workings and developments of modern society. 

3. An awareness of other cultures and other times. 

4. Some understanding of, and experience in thinking about, moral and ethical problems. 

5. The development of value judgments and the ability to perceive and expose fallacious reasoning. 

6. The capacity to explain and defend one’s views effectively and rationally. 

7. Some understanding of and experience in art forms other than theatre. 

Such a set of goals implies recognition of effective pre-college studies through testing, counseling, and much flexibility in the curriculum. The general education component normally occupies 50% to 70% of the total curriculum. 

B. Theatre Studies 

The specialized form of learning appropriate to the liberal arts degree, designed to develop basic competence, would include work in production and theatre studies covering material outlined in Section IV above. Although there is no particular division of courses and credit which will satisfy every situation, it is strongly suggested that these important concepts and generalizations be developed through a process of practical and intimate contact with living theatre. This task normally occupies 20% to 25% of the total curriculum. 

Objectives of this type are ordinarily emphasized in courses such as acting, speech, play analysis, design technology, and history and literature of the theatre. 

C. Performance 

The study and practice of the art of play production are essential to the life of any theatre program. NAST recognizes the wide divergence of practice concerning the inclusion of performance techniques and production in a B.A. or B.S. curriculum, or their inclusion as co-curricular or extracurricular activity. The work in this area includes acting and other aspects of participation in theatrical productions. 

D. Electives 

In addition to electives in general education, further studies in theatre, including performance, should be possible through a selection of additional courses in these areas. 

The combined areas of Theatre Performance and Electives (C and D above) normally occupy 10% to 20% of the curriculum. 

It is recognized that many institutions are chartered only for a B.A. or B.S. degree and, within this degree title, are required to offer professional programs. In these cases schools should adhere to the standards in Section VIII.
Source: NAST Handbook 2005-06
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I am grateful to our esteemed reviewers for the careful, thorough, and professional work they accomplished during their visit with us to review the Department of Theatre at the University of West Florida.  The site visit turned out to have been scheduled at a challenging time for the Theatre Department.  The department was in the middle of a production that had a significant amount of turmoil.  Both reviewers were very helpful in conducting the major purpose for which they were recruited and contributed to the resolution of production problems.  We could not have asked for better assistance.

It may be useful on the front end of this response to report that we have already had significant success in one of the greatest concerns of the reviewers.  We have extended the position of Chair of the Theatre Department to Charles Houghton of University of Northern Colorado.  Happily, Charles has accepted.  His background in lighting will bring a professional with rare background to the Pensacola area.  In addition, his start-up package will allow us to address some of the lighting infrastructure questions that have plagued us from the opening of the Center for Fine and Performing Arts.  We are confident that Charles’ commitment to student development as the central focus of the theatre department will provide the motivation and momentum to help the Theatre Department make the kinds of transitions being recommended by the reviewers.  Many of my responses to the review will provide some parameters for changes that will be facilitated by the chair.  Therefore, I’m absolutely delighted that a professional with Charles’ stature will be providing that leadership.

Let me then address the assorted concerns the reviewers raise because a detailed response will be most useful to Charles and the department as a planning tool.

VALUES, VISION, & MISSION

It is a challenge off-the-bat for the reviewers to have identified an impossible vision for the department.  Lofty is admirable, but “impossible” creates unrealistic objectives and inevitable frustration.  The competition to be the best musical theatre training site is formidable in this region.  We clearly should not be striving for membership in an association that is designed for graduate programs.  The vision should be scaled back and made consistent with the university objectives.  In addition, the mission should be reevaluated and reconceptualized up so it can serve as a planning tool.  The reviewers point out that the values for the department have not been articulated well to date.  This may be a good starting point for department planning next year and should include the development of a code of expectations regarding professional behavior during productions.  Not only would this provide clearer standards about how professionals should behave, but it would be consistent with the university’s ramping up of activity in the area of integrity, which is expected as part of our Quality Enhancement Plan next year.

GOALS

We have succeeded in the most pressing goal with the technical hire.  I agree that the department needs to think through the priorities of their goals.  The admirable goal of outreach with various arts entities in the region may need to be postponed while we undergo significant renovation of the curriculum and develop strategies to address our infrastructure needs.  I believe there is likely to be emerging integration of music and theatre with the recruitment of two new chairs in these areas for whom that objective has been made explicit.  The tradition of using guest artists and artists-in-residence should also be reconsidered until more predictable conditions exist.

CURRICULUM

I agree that curriculum is a source of serious concern.  The priority of the current department members has been production.  With all due respect to current members, the play is not the “thing.”  The emphasis on production comes at the expense of a grounded, coordinated curriculum.  Students are right to be confused and concerned.  I have had conversations with theatre students in which they have appropriately lauded the faculty for their dedication to production as well as their friendly and caring manner but also complained that they have been insufficiently challenged.  Productions should support the curriculum, not supplant it.

It is embarrassing that the faculty could not articulate the differences between the BA and BFA since my impression is that the BFA offering is traditionally a very cherished one.  With nothing of substance to distinguish the two degrees, we would be hard pressed to verify the elevated quality supposedly associated with the BFA. With the program enrollment currently as small as it is, I do not see a pedagogical justification for maintaining the BFA.  However, I believe that decision should be made following the next year of planning with the new chair.  It might be that the wiser solution would be to retain but make those two experiences distinguishable and defensible.

We have already begun to address the problem of the musicianship training in the musical theatre track.  We have secured the services of an accompanist who will work primarily with the university but will be shared with the Pensacola Opera Company.  The accompanist will assist in the goals of improving exposure to music and the new chair of music is entirely sympathetic with providing better musical training as part of this degree.

Dance is another serious problem.  We have had the dedicated services of LaVonne French for many semesters.  I recognize that she has contributed significant time, talent, and energy to UWF students.  Her background in ballet has been the driver for course offerings in ballet.  However, we may have offered too many ballet courses that address Lavonne’s desire to teach rather than the students’ needs to learn different dance genres consistent with a musical theatre emphasis.  We obviously need a broader range of dance experiences if we are to deliver the musical theatre degree with the quality to which we aspire.  We have begun conversations with Chair Stu Ryan about transferring College of Arts and Science support for dance programs in Health, Leisure, and Exercise to see what kind of expansion of their dance program might transpire.  The opening of two beautiful dance studios in the new HLES building should enhance enrollments in dance; we need to begin to have discussion--coordinated with HLES--with qualified dance professionals in the area who might be able to expand the horizon of our dance students.  We are optimistic that we can work cooperatively with HLES to provide greater depth of dance and create a new ally for the Theatre Program in the process.  

ASSESSMENT

The limited assessment activity observed in the department has been characteristic of the institution as a whole until recently.  Our results from the recent SACS review suggest that we have a great deal of work to do institutionally to get up to speed in gathering evidence related to quality.  I am confident that the Academic Learning Compact devised by the department will provide a good foundation for a sound assessment plan which must be accomplished and implemented during the next year.  I believe the new chair should feel free to make modifications in the proposed assessment plan.  I particularly like the idea of an acting audition assessment for majors as it would provide the best simulation of conditions that the students will face when they are professionally competing.  However, I think coming to consensus about the outcomes and the best way to measure them will be some of the exciting work that lies ahead.

RESOURCES

It was an eye-opener for me to understand what we have been doing with production budgets.  I look forward to rational reform in this area.  The facilities are good but have the most taxing problems associated with them.  The lack of signage should take precedence in renovation as we look toward upgrading the facility.  We also need some significant improvements in lighting and sound that have been scheduled over the next few years. (I am optimistic that the crooked, fall-inducing stairs in the Main Stage will be corrected this summer).  

We have simply been too ambitious in production for our resources.  The strain of that imbalance was painfully obvious during the production of Cabaret.
Because of its visibility, the department should expect strong support from the administration, and many of the steps already taken verify the intent of improving the program.  Our relations with the Pensacola Little Theatre and Pensacola Junior College will require that some active steps to be taken.  The two new chairs of theatre and music should create a new climate to move us in another, more collaborative direction.   Improvement in our relationship with PJC needs to be a high priority agenda item because of the potential for capture of transfer students. PJC students generally do not want to transfer to UWF because they believe we offer poor quality in the Theatre Department and that impression is reinforced by many sources in the theatre community.  We obviously need to change this impression based on legitimate experience in the curriculum.

ENROLLMENT

Student enrollment also must be a priority.  We have benefited from the involvement of lots of students with different majors in productions, and I hope that spirit of interdisciplinarity continues; however, enrollment recruitment must be active.  I would expect the department to develop a recruitment plan that goes beyond participation in the statewide thespian conference.  We are simply not competitive at this stage with other better-developed programs so a different kind of showcase and strategy is in order.  In addition, the department will need to strategize about how best to offer the curriculum to avoid class cancellations whenever possible.  

SERVICE

I agree that faculty service is not at the level that it should be.  Again, commitment to “production” appears to subvert some of the more traditional expectations that we might have for the theatre faculty.  I would highlight in this category that the brightest contribution has been the conceptualization and execution of the Tapestry Theatre project, which bespeaks a commitment to multicultural issues in a public way that can only help the university as long as the productions are high quality.  The untenured status of the faculty also has probably contributed to the relative shortfall in service activities.

CREATIVE  AND  SCHOLARLY  ACTIVITY

No current member of the department has regional or national involvement.  This is a serious problem for recruitment of students and reputation of the department.  It must change.  Two of three faculty members in the department have had extraordinary levels of support from UWF to achieve their professional goals, including the funding of time away to complete advanced degrees. We need to see commensurate creative and scholarly activity to justify that investment.

ARTICULATION AGREEMENTS WITH OTHER UNITS

I am hopeful that a new administration for theatre will provide strong guidance with regard to which articulation agreements will be most helpful from the standpoint of our commitment to developing students, not production.  Internships should be thought through from the standpoint of how they will help the student develop their disciplinary skills and knowledge.

SWOT ANALYSIS

This approach was very helpful in identifying specifics that can serve as the focus for next year.  I have added my comments in italicized bold.
Strengths:  I agree with all of the following strengths observed in the department.
· Very good facilities, though in need of ongoing maintenance budget line from central administration.

· Passionate and caring students.

· High level of educational opportunities for students in all areas of theatre production.

· Caring and dedicated faculty.

· High level of individualized support for students.

· A strong sense of community and family.

· An ambitious production program.

Weaknesses: I agree with all of the following problems and believe this list provides a good launching point for planning activities to be led by the new chair.
· Overextension of resources, i.e., trying to do too much with too little.

· Few codified Department procedures.

· Lack of sufficient formal advising.

· Department leadership spread too thin.                                                                               The hiring of the new chair should address this problem.
· Unclearly defined sequencing of class structure.

· Too few dance classes for a music theatre degree in the areas of tap, jazz and modern. 

· Too few courses musicianship for the music theatre degree.

· No individualized ongoing voice instruction for music theatre majors.

· No criteria for acceptance in the BFA Acting Degree.

· No criteria for acceptance in the BFA Music Theatre Degree.

· Few course elective opportunities outside of the department.

· Inadequate staffing, especially in the technical areas.

· Insufficient course planning and offering of required degree courses.

· Contact hour confusion. There appears to be courses with not enough contact time for amount of credit awarded.                                                                                                      I am especially troubled by this observation particular when it is reported that some grades are weighted heavily based on class attendance.
· Insufficient ongoing assessment of growth in student skills levels or any other type of codified programmatic and/or student assessment.

· Appearance of a “shotgun” approach to the curriculum structure with little focus.

· Insufficient student recruiting efforts. 

Opportunities:  These are all solid possibilities for program enhancement.
· Further development of the relationship with the Pensacola Little Theatre.  

· Building relationships with the Pensacola Junior College.

· Building ongoing and stronger relationships with the Seaside Repertory Theatre.

· The ability to steer and manage work study as a means of supporting the technical operations and possible some of the administrative operations.

· The hope for future integration and collaboration with Art and Music.

· New leadership at all levels of administration.

The following Threats were observed  and/or identified during the review: 

· Budget restraints

· State legislation and the future impacts of subsequent decisions/legislation.

· Low student recruitment.

· A failed Chair search.                                                                                                        This is no longer the case but appeared to be so at the time of the report writing.  We are grateful to the reviewers for helping us to identify such a good incoming chair prospect.
· Lack of vision or direction in curriculum design and department goals.

· Overly ambitious productions without the human resources to staff or cast appropriately.

· University class size minimums that work against pedagogically appropriate minimums as conceived through national accreditation agencies.                                                          I would be interested having more information on the differences between the two, particularly as we work toward building enrollment.
· The cancellation of classes not meeting minimum university enrollment levels thereby leaving students needing classes to fulfill degree requirements. This leads to the high degree of class substitutions noted in the self-study further deteriorating the standards of the associated degree.                                                                                                            I believe better enrollment management strategies will reduce this challenge.
Summary

I want to underscore this observation made by the reviewers: The Department of Theatre at the University of West Florida is undoubtedly on the verge of necessary transition.  All of the bulleted points are on target and should be the focus of planning for next year.

· It appears that the current curricular offerings cannot and are not being delivered given the available resources.

· It appears that there are at least 11 required courses that cannot be covered by the current full-time faculty based on their individual expertise.

· It appears that there are at least 21 more elective courses that are currently in the books but not being offered.

· It appears that there is little difference between the BA degree and the BFA degree in acting which leads to confusion by both faculty and students.

· It appears that the MT curriculum is almost devoid of any classes in musicianship 

(i.e. private voice, music theory, keyboarding skills, sight singing, etc.) and is significantly lacking in dance rigor.

· It appears that the department lacks many of the goal statements, policies, procedures and other written documents that help define a clear direction and vision.

· It appears that the staffing of the department needs attention beginning with the recruitment of a chair to define what that the staffing structure should be.

· It appears that there are talented, dedicated and engaged students who currently believe they are not getting from the faculty and the program what they need.

· It appears that there is strong support from the administration and community to see the program grow and develop.

Recommendations

· Consider eliminating the BFA Music Theatre and Acting Degrees:                                                I will expect to see a decision about this proposal or alternate planning to justify the maintenance of the BFA by the close of the next academic year.
· Concentrate on strengthening the BA degree –Focus resources to offer the best BA in the region and develop a ‘program of distinction’ to recruit with:                                                      I personally like this solution very much because I think it is consistent with who we are and what our resources are, but will reserve the decision following departmental discussion.
· Staffing:

· General

· Add a new line to the department, bringing the total to 5 full-time faculty with appropriate support staff in the shops.                                                                  This addition will restore the department to its prior numbers.  However, adding a new theatre line now is likely to be a hardship since the chair line was added last year over other departments with clearly more pressing FTE concerns.  My hope is that we can build enrollments in our courses through more careful planning to facilitate a better case to add a fifth line.
· Specific

· Complete the search for a department Chair as soon as possible and use that person’s leadership and vision to transform the department.                           Done!
· Consider hiring a full-time staff Technical Supervisor with knowledge in the following areas: Sets, Props, Lights, Sound and Paint.                                      We do need a technical supervisor and may be able to reallocate resources to provide someone with this expertise.
· If a department chair search does not yield a candidate with specialization in a design area, consider an additional faculty hire as a Design Generalist. Another 
hire in this area should be considered even if a chair has design specializations.        
We are currently top-heavy with actor/director expertise, given the scope of what 

we say we want to teach.  Future hires should focus on the tech side of the house.
· Consider farming out Dramatic Literature and Shakespeare classes to English.                           I agree with this suggestion.
· Utilize resources in Music for voice, theory, keyboarding skills and general musicianship.  This proposal is already in the works.
· Fully flesh out Department’s Vision and Mission statements with an eye to what is possible.  This should be a top priority for the new chair as it will give direction to planning to address the concerns highlighted in the review.
· Re-evaluate Goals and priorities.                                                                                            Agreed.  I would encourage the planning process to keep in the forefront the university priorities about student engagement, active learning, and quality.
· Consider the implications of how “work study” grants could be better utilized to the department’s advantage.                                                                                                             This is a great suggestion that could help with our resource shortfall.
· Articulate how curriculum meets the five institutional goals.                                                    This is not an option, given our situation with SACS.
· Develop department guidelines and criteria for tenure and promotion. Align expectations of creative and scholarly activities, service and teaching with the Institution’s Mission.              We are expecting some serious reform at the university and college levels next year that will inform this agenda item.  However, I expect this goal may need to be deferred a year out to take advantage of institutional planning.
· Find levels of agreement on course enrollment sizes.                                                                      I would be happy to cooperate on this goal out of a planful approach to enrollment management.
· Develop an ongoing maintenance budget for facilities and equipment.  This is a critical need and would be forwarded in our Budget processes.
· Hire department faculty on tenure lines using National Searches.                                           This is an important suggestion to assist with our overall concerns for shifting the focus of the department back to curricular matters.  I will upgrade the current instructor line upgraded to a tenure-track line and establish a national search under the direction of the department chair.
· Work with the new Music Department Chair to reduce musical production expenses through the use of orchestra and band classes to play for these productions. Turn budget savings back to shop costs, on going maintenance and supplies.                                                                        This plan is already underway.
· Find a better balance between class work, including class attendance, and production demands. I strongly endorse this recommendation.
· Define the Senior Project class by providing specific criteria, guidelines, limits, advisors and grading parameters.                                                                                                                    This would be a critical activity with regard to assessment requirements and would do a great deal to allay student concerns about quality.
· Develop annual assessment procedures and learning outcomes specific to the discipline that are not based on the final grade received in the class.                                                                       This activity must be undertaken to be consistent with university requirements.
· Develop a workload policy that takes into account production assignment equivalencies, contact hours and faculty and staff work differences.                                                                This suggestion should be a priority for the new chair.
· Develop a department student handbook that includes all the new policies and procedures.         I would expect this process to take two years given the current status of the department.
· Run rehearsals and productions more in line with professional standards.                       Absolutely.  The activities associated with altercation in Cabaret represented a real challenge.  The chaos that characterized this production was symptomatic of things that need a real change in the department.  The tolerance for unprofessional behavior was most disheartening.  
· Work with the Provost to create exemptions for certain types of studio classes from the University class size requirement. Most core and elective classes will benefit from this practice.                                                                                                                                          We will do what we can to facilitate the growth of the program.  The department must understand that a purposeful approach can do a great deal to address the cost-effectiveness of curriculum planning.
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