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ABSTRACT

With natural disasters, terrorist acts, and data breaches of epic
proportion on the rise, planning for emergencies has become a responsible, if
not expected, activity for facility owners and managers; however, the level of
emergency preparedness of arts facilities in Missouri is low. This study of 28 arts
facilities across Missouri shows that while budget and staff size are barriers in
emergency planning for under-resourced arts organizations, the true barriers are
prioritization and motivation. A new emergency planning approach for arts
organizations is presented that addresses these barriers directly by calling for
decentralization, grant maker support, and artistic input.
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CHAPTER 1 – INTRODUCTION

Significance of the Study
On Sunday, April 13, 2014 the White Theatre, a nonprofit theatre
company operating as part of the larger Jewish Community Center of Greater
Kansas City was buzzing with artistic excitement. A matinee performance of
“To Kill a Mockingbird” was about to begin, and children and their parents were
arriving for the annual “KC Superstar” auditions—Kansas City’s American Idoltype contest. A man, now identified as Frazier Glenn Cross, pulled in to the
Center’s parking lot and opened fire, killing a young 14-year-old boy on his way
to his audition and his grandfather. During the next hour, the executive director
of the theatre, my best friend and fellow arts administrator, acted not only as a
first responder to the victims in the parking lot, but was responsible for
protecting patrons, volunteers, and artists from the active shooter, whose
whereabouts on the theatre campus were unknown. As she herded patrons into
secure areas, she did not know if one of those patrons was the active shooter,
or if the shooter was just around the corner. Only hours later did she and the
rest of the Center’s staff learn that the shooter had never left his car. He drove
to another Jewish facility up the street, Village Shalom, and shot another victim
before driving to a nearby elementary school where he was found by police and
arrested.
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The tragic event highlighted just how unprepared the facility’s staff was to
deal with this type of emergency situation—from stage and theatre doors that
locked only from the outside, to a communications plan unknown by the staff
on-hand that day. A seemingly unlikely situation became a reality that day for my
friend. I couldn’t help but think that it could have just as easily been me during
my eight years working in and managing a community arts center that had
hundreds of children, patrons, and artists moving in and out of the facility on a
daily basis.
Arts managers don’t expect to have to deal with a disaster, but to
highlight just how common emergency events are in the arts, here is a
surprisingly long list of crises specific to arts facilities just from the past few
months:
•

The Columbia Classical Ballet Company in Columbia, South Carolina, felt
the force of the torrential rainfall that caused statewide, massive flooding
in October of 2015. The company’s newly renovated building, including a
dance school as well as rehearsal space for the company’s 32
professional dancers, had water up to the ceiling and therefore, was
declared uninhabitable and is now scheduled to be completely
demolished. The company’s insurance policy will only cover 50 percent
of what will be over a half-a-million-dollar construction project. In
addition, the company must now find temporary space to hold classes
and rehearsals (Blair 2015).
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•

In September 2015, Second City in Chicago had to cancel and relocate
classes and shows during the entire month due to a nearby restaurant fire
that caused smoke damage to their theatre’s carpet, lighting, and wiring
as well as the marketing, accounting, and corporate services offices.
Luckily, the theatre’s archives were stored in another location (Swartz
2015).

•

The Royal Winnipeg Ballet, Canada’s oldest and one of the world’s most
prestigious ballet companies, experienced severe flood damage to its
facility due to a broken toilet that allowed a full force of streaming water
for 30 hours to destroy the offices, studios, and hallways as well as all the
company’s archives dating back to 1939 (Hendricks 2015).

•

The earthquake in Nepal on April 25, 2015 decimated priceless cultural
and historic treasures and put in jeopardy the country’s only permanent
art collection.

•

Acts of terror across the globe have threatened cultural heritage sites and
important collections to such magnitude that on October 1, 2015, the
Association of Art Museum Directors enacted “’Protocols for Safe Havens
for Works of Cultural Significance from Countries in Crisis’ to help
safeguard irreplaceable works of art and archeological materials that are
currently in danger of destruction” (AAMD 2015).

•

Most recently, on November 13, 2015, eighty people were reported dead
after gunmen entered the Bataclan Concert Hall in Paris, France and
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opened fire on concertgoers watching the rock band, Eagles of Death
Metal (BBC News 2015).
Unimaginable emergencies like these transcend the normal expectations of
responsibilities for an arts manager. In the context of an average day for an arts
leader, emergency preparedness does not take priority; after all, arts
administrators oversee complex administrative and artistic operations to keep
their organizations functioning. They face pressures of raising or earning funds,
ensuring functional technical and financial systems, and dealing with diverse
artistic personnel. The probability of failure within these daily responsibilities is
significantly higher for an arts manager than the off chance of an active shooter,
fire, or severe weather situation. However, arts administrators and their boards
do have a responsibility to protect lives as well as the priceless collections,
archives, and expensive equipment in their facility during an emergency
situation. Complete prevention of an emergency event isn’t possible, but
preparedness is. Both public and private arts organizations must prepare for
the worst; if they don’t, they will be held liable…either legally or in the arena of
public opinion. Society likes to place blame for accidents, not learn from them.
This is a new reality in which arts managers now exist and it should not be
ignored.

Problem Statement
The current social, cultural, and environmental climate in the United
States is cause for any arts manager to consider emergency management
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preparedness strategies. Terrorist acts including 9/11, active shooter incidents
including the Sandy Hook Elementary mass shooting, large natural disasters
including Hurricanes Katrina and Sandy, and the Joplin, Missouri tornado, are all
strong indicators of the need for managers to create and sustain detailed plans
for emergency situations.
Natural disasters of epic proportion were prevalent enough in the past
half century that the United Nations designated the 1990’s as the decade of
natural disaster reduction and established international committees to help
create emergency response plans for individual nations (Droge and Jones 1999).
In fact, only since the mid-20th century have there been serious governmental
and academic considerations in emergency planning, preparedness, response,
and recovery.
The Federal Emergency Management Agency (FEMA) was established in
1979 by President Carter to not only provide a systematic approach to domestic
disasters, but to provide tools and resources for public and private institutions
(FEMA 2015). The Disaster Research Center was established by leading disaster
scholar, E.L. Quarantelli, at Ohio University in 1963; the center is now located at
the University of Delaware (Disaster Research Center 2015). Due to the
frequency of emergency events and the dramatic retelling of them on various
media outlets, the focused attention on emergency preparedness has led to a
general expectation that highly structured emergency plans be developed and
routinely updated for areas of public assembly including courthouses, school
campuses, hospitals, recreation centers, and parks.
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Arts facilities are also considered a place of public assembly and are
certainly not immune to emergency events. In 1999, the Getty Conservation
Institute published a detailed emergency planning guide for museums and
cultural institutions. The guide highlights twenty-four years of costly museum
incidents from around the world, ranging from accidental fires (the most
common emergency incident) to severe weather emergencies, to war (Dorge
and Jones 1999). In 2006, a national meeting hosted by Americans for the Arts
and CERF+ (Craft Emergency Relief Fund + Artists’ Emergency Resources)
during the annual Arts Advocacy Day led to the formation of the National
Coalition for Arts Preparedness and Emergency Response. This coalition, made
up of some of the nation’s largest public and private funding institutions
including the National Endowment for the Arts, The Andrew W. Mellon
Foundation, and the Doris Duke Charitable Foundation, found in their initial
survey research that 68 percent of arts and culture organizations “had
experienced a crisis situation and did not have a plan in place before the event,
and still did not have one in place afterwards [after the crisis was over]”
(National Coalition White Paper 2012, 3).
This thesis sheds light on the state of emergency preparedness found
specifically in arts facilities in Missouri, and determines what level of
preparedness is common. It attempts to address critical research questions
including: How many arts facilities have a written emergency plan? Are existing
plans comprehensive enough compared to “textbook” plans created by experts
in disaster preparedness fields and are they communicated to staff and
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volunteers effectively? If not, what are the barriers to creating, maintaining, and
communicating plans? What might be some possible solutions to increase the
level of preparedness for these arts organizations? This research reveals the
level of emergency preparedness of arts facilities in the state of Missouri and
offers solutions to increase those levels.
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CHAPTER 2 - LITERATURE REVIEW

Sociological Views of Disasters and Emergency Planning
Perhaps the most debated aspects of emergency preparedness among
academics in the disaster research field are the theoretical underpinnings of
society and its actions and reactions to disasters. In the most simplistic view of
the sociology of disasters spectrum, some theorists claim that a bureaucratic,
central-command system created by a highly skilled workforce is the best
approach to emergency planning, while others claim that accidents are
commonplace, and that a more successful strategy is utilizing the general
intuition and common knowledge of general employees and citizens to
anticipate and react intuitively in an emergency situation.
Lee Ben Clarke, author of Worst Cases: Terror and Catastrophe in the
Popular Imagination, claims that academics and policy makers are providing
sub-standard solutions with a lack of transparency and that keeps everyday
citizens from imagining worst-case scenarios and addressing those scenarios in
a way that makes society less vulnerable. Clarke believes that citizens do not
actively address disasters in an effective way because of the paralyzing fear of
the seemingly random acts of disasters and the ill-advised social infrastructure
that only incentivizes a highly paid, highly skilled workforce to address
emergency planning and decision-making. He claims that the best preparation
for disaster is breaking free of the desire for control at all levels of society, and
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reimagining the “major categories of thought that dominate political arguments
about the matter” (Clarke 2006, 2256). This reimagining calls for a shift in the
traditional hierarchy of typical emergency responders, e.g. preparing teachers to
be first responders in addition to trained security personnel, and most
importantly, a shift in thinking of disasters as an everyday occurrence instead of
a highly unusual aspect of the human experience (Clarke 2006).
E.L. Quarantelli, author or editor of 29 books on disaster topics and
founder of the Disaster Research Center described above, argues much the
same. He states that the control and command center model that is popular in
the United States assumes that individuals will behave erratically and
competitively to save themselves; however, Quarantelli’s research and
observations suggests that the opposite is true. He argues that the belief that
victims are the source or “locus” behind the problems in a crisis is wrong and
that the organizations and their response via a top-down system create the
fundamental problems.
Both Quarantelli and Clarke are in alignment with the author of one of the
most seminal theories in disaster research, the “Normal Accident Theory,” by
Charles Perrow (Clarke’s graduate professor). Perrow argues that accidents are
inevitable and that the systems themselves are the core reason for the
emergency events, not the operators of the system or external environments like
technology, political rhetoric, and the economy. In Perrow’s publication, Normal
Accidents: Living with High Risk Technologies (1999), he claims that traditional
systems used to safeguard against disasters actually create additional potential
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for disasters, instead of preventing them. To inform his work, he uses case
studies of various disasters including the nuclear incident at Three Mile Island
and The Challenger explosion. Perrow concludes that organizations can better
analyze and mitigate risk by general recognition and assessment of two
characteristics within systems: the complexity of the interactions of the
components within the system and the tight coupling of these systems needed
to address a situation. (When one part of a system has a major impact on
another part, it is considered a tightly coupled mechanism.) According to
Perrow, when two or more failures act in unexpected ways it is not the
operator’s error, it is the system itself.
Since Perrow’s work was published in the 1980’s, some scholars,
including Karen Marais, Nicolas Dulac, and Nancy Leveson in their publication
Beyond Normal Accidents and High Reliability Organizations state that while
Perrow’s theory is accurate in its description of dealing with uncertainty, it is too
negative (it underestimates human capabilities of innovation and creativity in
design) and simplistic in scope. These authors suggest that a systems-based
approach is best; one that is top-down in nature (relying on a highly-skilled
workforce for solutions), and integrates social, operational, and technical
aspects of an organization together when assessing and planning for risk. A
top-down, centralized system is found in a majority of textbooks written by
emergency management consultants, both private and public, currently working
in the field. Brian Bennett’s article, “Effective Emergency Management: A Closer
Look at the Incident Command System” lauds the effects of the Incident
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Command System, or ICS, arguing that use of such a formal, centralized system
used by governmental agencies and corporations is an effective strategy for
emergency planning due to the formulaic span of control that includes prior
identification of an off-site gathering point for leadership as well as designated
titles of leadership used specifically in an emergency situation (Bennett 2011).

Nonprofit Arts Perspective
Admittedly, nonprofit arts organizations don’t deal with the same level of
demands of High Reliability Organizations (HRO’s), i.e. those organizations like
nuclear power plants, utility providers, and air traffic controllers. HRO’s are
asked to function in highly complex environments and if they fail, it severely—
and negatively—affects an entire region and its population. However, it is
important to note that these HRO’s have the benefit of a tremendous amount of
resources to mitigate risk well (LaPorte and Consolini 1991). Most arts
organizations with facilities are legally bound to provide a safe place for their
employees whether they have the resources or not. According to the U.S.
Department of Labor, “If fire extinguishers are required or provided in your
workplace, and if anyone will be evacuating during a fire or other emergency,
then OSHA [the Occupational Safety and Health Act of 1970] requires you to
have an EAP [Emergency Action Plan]” (OSHA 2015). OSHA’s jurisdiction
includes most private sector employers and their workers in all 50 states, and
safety inspections are conducted without warning. These federal regulatory
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requirements demand that arts managers ask not if an organization should plan
for emergency situations, but how.
Common budget pressures faced by arts organizations mean that most
must create, maintain, and communicate an emergency plan with limited
resources. The Nonprofit Finance Fund conducted its annual State of the Sector
study in 2015 to measure the health of nonprofit arts, culture, and humanities
organizations. The 2015 survey found that despite positive trends, many
organizations are “still grappling with longer-term capitalization challenges, like
uneven cash flow, few or no reserves, and aging or under resourced facilities”
(GIA 2015). A majority of year-end financial statements submitted for the study
showed very slim surpluses (44 percent with a surplus between 1 and 4 percent,
and 20 percent with a surplus below 1 percent), leaving nonprofit organizations
with very little room for error...or emergencies (GIA 2015).
Robert Williams provides a non-arts perspective to the issues of
preparedness in a limited resource scenario. As a correctional administrator for
the California Department of Corrections and Rehabilitation, he addresses how
agencies can prepare and manage for emergency situations when dealing with
dwindling financial resources due to budget cuts and reduction in personnel. He
claims that during the nationwide recession, state and local governmental
agencies struggled to comply with the rigorous standards found in the National
Incident Management System (NIMS) created by the U.S. Department of
Homeland Security. Williams states that collaborative solutions in addressing
budgetary issues in emergency planning are key. He suggests participation in
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already existing training workshops at the local governmental level as well as
online training resources provided by FEMA. Considering the budgetary impacts
of the recession on arts organizations and their facilities, these collaborative
solutions can transfer to the arts management field. In order for arts managers
to gain a better understanding of the collaborative resources required, it is
important to examine the elements of emergency plans.

The Anatomy of an Emergency Plan
Common Plans
Popular academic texts, books, and articles that provide best practice or
“template” emergency plans for those overseeing a facility are mainly authored
by practitioners in the emergency management or a related field. Virginia Jones
and Kris Keyes, experienced professionals in the fields of public administration
and information management, compiled what they found to be the most
common and essential components of an emergency plan. These components
include: organizational design that designates responsibility and authority;
checklists for preparedness, response and recovery; training and test
procedures, as well as a communications directory that includes both internal
(employees, customers, volunteers) and external (vendors, municipal agencies,
and media) contacts.
Going further, Bernard Lewis and Richard Payant in their seminal book,
“Facility Manager’s Emergency Preparedness Handbook,” suggest a preplanning strategy that is similar to a strategic planning process: first conduct an
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environmental or situational analysis to determine the readiness of the
organization for an emergency event. The questions presented in this analysis
range from analytical to imaginative: is the organization compliant with
governmental mandates, and has the facility manager considered the “what if”
scenarios? The assessment checklist in addition to the many examples and tips
included in this handbook provide “straightforward commonsense approaches”
(3). In addition, taking the time to imagine the “what ifs” as Clarke and Perrow
suggest, goes beyond the “common” in commonsense and impressively
encourages creative thinking regarding possible complex, worst case scenarios.
Generic emergency planning handbooks and templates can provide a
start for arts managers; however, the social structure of arts organizations that
includes an emphasis on creative, human resources in addition to the unique
systems used by these artistic personnel warrants customized attention in
emergency planning.
Facility Plans for Museums and Cultural Institutions
There are relatively few resources that focus on the unique nature of
emergency planning for arts facilities including housing priceless art collections;
theatrical sets, lights, and costumes; music libraries and archives; and an
abundance of vulnerable artistic contract labor and audiences moving in and out
on a daily basis. In reviewing literature for cultural institutions, most focus on
museum-type preservation and protection of collections and archives.
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The Getty Conservation Institute’s Building an Emergency Plan: A Guide
for Museums and Other Cultural Institutions aims to answer how cultural
institutions can create a process of planning that builds leadership and an
organizational commitment to safety for staff, patrons, and collections. Through
a survey of research that contains content from Getty-sponsored emergency
planning workshops, interviews with five arts managers with expertise in
emergency planning, and case studies of four major museums across the globe,
this text provides a detailed review of not only management plans but of
management techniques. The techniques include steps to build key emergency
planning teams that can address unique aspects of cultural institutions including
protecting collections and archives. This more grassroots approach proposed
by the Getty Institute aligns with the arguments of disaster theorists Clarke,
Quarantelli, and Perrow; it suggests building teams of those “on the ground” to
create a custom plan for museums and other cultural institutions based on the
unique nature of the arts organization in question.
A more bureaucratic approach to preparing staff on how to best maintain,
preserve, and protect museum collections from emergency situations is
provided by the National Park System in their publication National Park Service
Museum Handbook, Part I: Museum Collections, “Emergency Planning.” A
detailed rubric is given to all museums within the system to provide a systematic
approach in assessing risk to collections, prioritizing items within the collection
for salvage, creating an emergency operational plan, and effectively training staff
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on that plan. Highly specific criteria are provided to prioritize collection items
using a point-value system that assesses risk, value, and use per item.
The most accessible information source for arts organizations is
ArtsReady, an online platform created in 2011 to address emergency
preparedness concerns identified by the aforementioned National Coalition for
Arts Preparedness and Emergency Response. This web resource, provided
under the umbrella of the regional arts organization SouthArts, recognizes the
constraints involved for arts managers in emergency planning and provides
easy-to-consume tools for organizational and facility preparedness via webinars,
templates, and advice from fellow managers that have experienced disasters
first hand (ArtsReady 2011).
Both the Getty resource and the National Park Service Handbook are
highly detailed and comprehensive documents. Both are also quite lengthy, and
it is highly plausible that a busy arts manager would not have the time to
consume either in their entirety unless regulated to do so. The ArtsReady web
platform is purposeful in its brevity and therefore, appears to be most
accessible; however, it is unknown how many arts managers in Missouri are
aware of, or use, these free resources to their advantage.

Barriers in Planning
Findings from a 2008 survey of facility managers in the article
“Emergency Preparedness and Disaster Recovery in the US post 9/11”
highlighted two main reasons facility managers did not have an emergency plan:
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“other priorities taking precedence” and “lack of personnel to address the issue”
(Hardy et al. 2009, 212). Brian Bennett argues based on his emergency planning
consulting experience that time is the reason many managers don’t analyze and
plan for emergency events (Bennett 2011). The Getty Institute claims that the
common answer among cultural institution directors to “why don’t you have an
emergency plan” is competition for staff time, energy, and resources (Dorge and
Jones 1999, 18). The top two reasons given by arts administrators in the 2008
ArtsReady survey regarding their lack of an emergency plan were: “not knowing
where to begin” and “planning is not a priority for the organization’s leadership”
(National Coalition White Paper 2012, 3).
Interestingly, all of the barriers combined reflect an issue of management
priority. And what about the other most valuable resource for arts organizations:
financial resources? Before and After Disasters, published in an updated form in
2005 by the Heritage Preservation in partnership with the National Endowment
for the Arts and FEMA, provides information regarding potential monetary
resources for arts managers in preparing and recovering from emergency
events. The report focuses on providing cultural institutions with federal funding
and professional development resources needed to develop disaster plans,
provide training for staff, and protect their collections. This updated resource
that includes funder summaries and contact information as well as sample
projects and guides, doubled the amount of information previously available to
cultural organizations. According to the National Coalition’s White Paper,
continued and increased financial support will be key to building and
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maintaining a nationwide coordinated system that addresses “the three phases
of preparedness, relief/response and recovery” for artists and arts organizations
(National Coalition 2012, 6).
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CHAPTER 3 - RESEARCH METHODOLOGY

With a fair number of reputable resources available to help arts
managers prepare for emergency events, it could be easy to assume that most
arts organizations with facilities in the U.S. have an emergency plan. However,
as a former executive director of an arts facility in Missouri and based on the
harrowing situation described in this paper’s introduction, I would argue that
there is a significant gap in research regarding if and how the preparedness
information available is consumed and implemented. Are available emergency
planning documents and OSHA resources enough to educate and motivate arts
managers to prioritize emergency preparedness in Missouri? This study’s
purpose was to identify the level of preparedness of arts facilities in the state of
Missouri and discover potential solutions to increase levels of preparedness, if a
deficiency exists.

Methodology
A pragmatic epistemology was used to discover the level of arts facility
emergency preparedness in Missouri. This worldview approach focused on the
practical aspects of how and if organizations create and implement emergency
plans, including possible solutions to barriers in planning and insufficient criteria
in existing plans. Due to personal and professional connections within the state
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of Missouri, the study was based on Missouri nonprofit or publicly-run arts
facilities in order to test the proposed research question.
According to John W. Creswell in his research methods textbook,
Research Design, the pragmatic worldview typically aligns best with mixed
methods research (Creswell, 2014). I chose a sequential mixed methods
approach for the research project by first gathering and reviewing quantitative
data received from Missouri arts organizations that manage, or own, a brick and
mortar facility. I collected data via an electronic survey that deployed July 2015.
I sent personal email requests regarding the survey to arts administrators
around the state; in addition, the Missouri Arts Council placed a notice about the
survey in the its August 2015 electronic newsletter. This electronic newsletter
went to 4,995 contacts around the state—it is important to note that the almost
5,000 contacts that received the monthly newsletter range in scope from arts
appreciators, to arts managers, to artists, to nonprofit organizations that merely
have arts programs, i.e. a public school or community center. The survey asked
21 questions to capture demographics, planning components and procedures,
and willingness to share plans for analysis.
Between July and August of 2015, 28 arts managers from around the
state completed the survey. The data analysis involved creating a typology to
compare the responses based on shared characteristics including budget size,
arts activity, and facility ownership, i.e. whether the facilities were privately or
publicly owned. After the review of the responses, I conducted two qualitative
interviews with arts managers in order to provide cultural and social context to
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the survey results. This mixed methods strategy allowed patterns of best
practices and errors to emerge that ultimately informed a presentation of
proposed solutions to increase the level of emergency preparedness for arts
organizations and their facilities in Missouri.
The hypotheses for the findings included the following: a majority of midsize to larger arts organizations would have detailed emergency plans due to
having a larger budget and subsequently more staff on hand, and smaller arts
organizations would have either no emergency plan in place, or a plan that
meets only basic safety standards due to the same categories of budget and
staff size.

Study Limitations
The response and recovery portions of emergency events were not
covered in this research because each component in an emergency
(preparation, response, and recovery) is unique unto itself; each component
deserves an appropriate amount of time and research for a thorough
examination. This study focuses on preparedness solely, although a qualitative
perspective using response and recovery “lessons learned” is used to inform
good preparedness practices.
It was difficult to attract voluntary participation for a survey of this
particular research topic. The Missouri Arts Council’s August e-newsletter had
an 18.5 percent open rate with 924 views. Of the 924 views, only four clicked
through and completed the survey link: a four percent response rate. Of the 48
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personal emails that were sent from the researcher to individual arts managers,
the response rate was 50 percent. The struggle for organizational participation
shows the difficulty in getting the attention of busy—and quite possibly
overworked—arts managers. The struggle could also be due to the exact reason
arts administrators gave, when surveyed by the National Coalition for Arts
Preparedness and Emergency Response, regarding why they do not have an
emergency plan: “planning is not a priority for the organization’s leadership”
(National Coalition White Paper 2012, 3).

23
CHAPTER 4 - SURVEY FINDINGS

Typology
According to the Missouri Arts and Economic Prosperity III report
published by Americans for the Arts in 2009, there are 752 nonprofit arts and
culture organizations in the state. Not all of these nonprofits run or own a
cultural facility. In fact, the exact number of arts and cultural facilities within the
state of Missouri is currently unknown. Further study is needed to assess an
accurate number of arts and cultural facilities in the state to understand the
sample size of the research survey. What is known to determine sample size is
the Missouri Arts Council’s e-newsletter distribution list of just under 5,000
contacts. However, the most important factor in attaining accurate
representation for this research was ensuring diversity in facility type in the
survey responses in order to reflect the range of art activities represented in the
state in the arts sector.
Facility Type
Figure 1 shows the 28 respondents of the survey and their arts facility
type. The chart shows the percentage of each respondent based on the total
number of 28, and the number of respondents per category is listed in
parentheses.
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Figure 1. Respondent Facility Type
Of the three respondents with administrative offices only, all were arts
agencies or arts councils: one government owned, and the other two
nonprofits. The six arts centers had a range of artistic purpose from arts
education services to galleries to performing arts. The two responding concert
halls were nonprofit performing arts spaces, both with over $3 million in their
annual operating budget. Of the five responding galleries, all were nonprofits:
three operated as arts councils, one had a sole focus on visual arts, and the
other with a focus on arts education. Both museums had a sole focus on visual
arts; one was government run and the other a nonprofit. Both outdoor arts
venues had a sole focus on the performing arts with nonprofit status. All but one
theatre had its own nonprofit status (the outlier being government run), and all
the theatres had a performing arts focus with the exception of one that was run
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under an arts council. The 28 respondents reflect a strong diversity of arts
facilities and activities within the state.
The first section of the survey included questions to determine possible
capacity or management issues when cross-referenced with an organization’s
possession of, or lack of, an emergency plan. The questions included
demographic information to attain budget size, staff size, arts activity within the
facility, and type of facility ownership, i.e. owned by a government entity,
nonprofit, or a for-profit entity.
Budget and Staff Size
Figure 2 shows the 28 respondents’ budget size and response to the
survey question regarding the possession of an emergency plan—”Yes”
meaning the arts facility had a written emergency plan, “No” meaning the arts
facility did not have a written emergency plan, and “I Don’t Know” meaning that
the responder was not aware of a plan existing for the facility for which they
were responding.
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Figure 2. Respondent Type By Annual Budget Size
As anticipated, none of the responding arts organizations in the lowest
budget size category (under $250,000) had an emergency plan or were aware if
an emergency plan existed. In addition, all responding arts organizations with an
annual budget over $3 million had a written emergency plan.
Of the 11 organizations with a budget under $250,000, 64 percent had no
full-time staff position, 27 percent had one full-time position, and only one
organization had two full-time staff positions. Of the five organizations with an
annual budget over $3 million; the average full-time staff size was 61. Based on
this budget size framework, an assumption can be made that smaller-sized
organizations with fewer to no staff—and less operating dollars— are not able to
prioritize emergency planning for their facilities.
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Organizations with over $3 million (and an average staff size of 61) in their
annual operating budget said that their emergency plans were created and
communicated by designated staff positions, e.g. a facility manager, director of
administration, or landlord. In contrast, of the four organizations with a budget
size of $250,000-$499,000 (with an average full-time staff size of 3), two
responded that the staff positions that oversaw emergency management
included positions that had a scope beyond just facility management—an
Executive Director and an Office Manager—and the other two organizations had
access to facility management resources due to their facilities being run by the
local government or a college. Of the three organizations that had an emergency
plan with an annual budget between $500,000-$999,000 (and an average full
time staff size of 10), two were government owned, and one was a nonprofit
running its own facility. Of the two organizations with an annual budget between
$500,000-$999,000 that did not have a plan, both were government owned.
Of the two organizations with an annual budget between $1-$2.9 million
and a written emergency plan (with an average full time staff size of 9), one was
government-owned by a college, and the other by its own nonprofit. The one
organization in this budget range without a plan was owned by a for-profit
entity.
The two ends of the budget size spectrum highlighted that annual
operating funds play a strong role in whether a facility has a written emergency
plan; however, operating dollars did not show any heavy trends for budgets in
the center of the scale. These findings indicate that budget size alone is not a
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predictor of whether an organization will have a plan. To identify further barriers,
others areas in the typology were explored.
Arts Activity
Figure 3 divides the respondents based on arts activity to provide a
different framework in order to assess potential barriers in emergency planning.

Figure 3. Respondent Type By Arts Activity
Nonprofit galleries and outdoor arts venues had the weakest showing
with all reporting that an emergency plan does not exist or they were not aware
of a plan being in place. Of the five galleries, 80 percent (or four) had an annual
budget under $250,000, and of the two outdoor arts venues, one had an annual
budget under $250,000 and the other between $500,000 and $999,000. So, the
arts activity corresponds with a small budget size, and the type of arts activity—
running a gallery or outdoor theatre—should not be considered a barrier on its
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own in this case. Of the responding galleries, 60 percent owned their own
facility, and 40 percent were owned by a for-profit entity. One of the outdoor
venues is government owned, and the other was not identified.
The performing arts sector had the strongest showing with most having a
written emergency plan including both concert halls and all but two of the
theatres. Of the ten responding performing arts organizations (eight theatres and
two concert halls), 50 percent had a budget of $1 million or more, and only 20
percent had a budget under $250,000. Exactly 50 percent of the performing arts
facilities were owned by another nonprofit organization, 30 percent were owned
by government entities, and only 20 percent were owned by the responding
nonprofit organization. Although concert halls and theatres had the strongest
showing, these facilities also had larger corresponding budget sizes.
Arts centers, administrative offices, and museums showed varying
prioritization with emergency planning. Four out of six arts centers had a plan,
and of the four with a plan each had its own category of budget size ranging
from the smallest to the largest in the survey spectrum. Interestingly, three of the
four centers with a plan had a facility owned by a government entity. Only one of
the three administrative offices had a plan, and that facility was also government
owned; however, it is important to note that all three of the responding
administrative offices were owned by government entities. Of the two museums,
one was government-owned and did not have a plan, while the one that was
owned by the responding nonprofit organization with a budget of under
$500,000 did have a plan.
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Overall, no statistically significant findings on potential barriers were
discovered using the arts activity typology alone; however, it did highlight—
along with the budget size framework—that perhaps ownership of the facility
plays a role in emergency planning prioritization.
Facility Ownership
Figure 4 divides the respondents by the type of facility ownership. This
typology was created to show the level of responsibility the responding arts
organization had with its facility.

Figure 4. Respondent Type By Facility Ownership
This particular typology disproves the assumption that all governmentowned facilities have written emergency plans. Almost half of responding arts
organizations with facilities owned by a government entity did not have a written
emergency plan. The survey responses suggest that despite access to shared
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knowledge and resources that sustain a complex governmental organization
(e.g. information technology employees overseeing every department’s
computer systems, or facility management employees overseeing codes and
regulation compliance in all public buildings), arts nonprofits working within
publicly-owned buildings are not guaranteed to have an emergency plan. This
may suggest that arts managers running a government-owned facility need to
take initiative to partner with the public entity to build a comprehensive plan.
However, the responsibility of creating a plan for a facility with this type of
partnership is unknown, as lease agreement information was not specifically
requested in this survey.
Both of the responding arts organizations that lease their space from a
for-profit entity did not have a plan or were not aware if a plan existed. This
suggests critical communication issues between a landlord and arts lessee. A
majority of responding arts organizations that own their own facility didn’t have
a plan or didn’t know if one existed, and those facilities that were owned by
another nonprofit had the strongest rate of preparedness with 80 percent having
a written emergency plan. The varying degree of responses within this type set
shows that one type of facility ownership over another is not the strongest
indicator of possession of an emergency plan; however, it does show that
outside ownership by a government entity or another nonprofit increases the
access to resources and staff to prioritize creating and maintaining an
emergency plan.
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The findings from this portion of the survey suggest that budget size, and
subsequently staff size, are the strongest barrier to an organization having an
emergency plan.

Plan Components
Risk Categories
Figure 5 highlights select risk categories that the 13 responding
organizations with a plan said were included in their written emergency
documents. The categories were a compilation of categories found in Lewis and
Payant’s “Facility Manager's Emergency Preparedness Handbook,” the Getty
Conservation Institute’s “Building an Emergency Plan: A Guide for Museums
and Other Cultural Institutions,” as well as basic areas required in an Emergency
Action Plan as mandated by OSHA.
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Figure 5. Percentage of Risk Categories in Respondent Plans

Fire and severe weather plans were included in all respondent plans;
therefore, are most standard. A majority of the plans include medical
emergencies, power outages, bomb threats, and civil disorder/active shooter.
Less common risk categories found in the 13 respondents’ plans included
chemical spills (which can be a significant area of concern for some types of arts
facilities, e.g. museum work in preservation), data breach, and theft and
vandalism. One responding organization, an arts center, also noted a risk
category for a missing child, appropriate for that particular center’s educational
activities.
Two organizations also noted earthquake/structural collapse as a risk
category, which is considered a risk in Missouri due to the seismic activity of the
New Madrid fault (U.S. Geological Survey 2009). It is concerning that risk areas
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of theft and vandalism as well as data breach are not more prominent in arts
facility emergency plans. Data-sensitive activities within arts facilities—housing
donor and ticker-buyer information, storing inventory spreadsheets including
works of art, sets, props, costumes, lights, and archives—are at great risk if not
handled appropriately with back-ups and proper security measures.
Additional Preparedness Categories
Figure 6 shows additional areas of preparedness found in the 13
respondent plans that are either required in the basic standards of the OSHA
Emergency Action Plan (means of reporting emergencies and accounting for
employees, designated emergency contacts, and evacuation procedures) or are
suggested (checklists for before, during, and after an emergency situation).

Figure 6. Percentage Of Additional Preparedness Categories In Respondent
Plans
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A majority of the respondent plans included designated emergency
authority figures and responsibilities as well as internal/external contact lists and
evacuation procedures. Areas of less priority for the responding organizations
were communication-related including distributing information to employees,
and preparing checklists for before, during, and after an emergency situation.
The preparedness checklist may not seem at first a priority to many arts
managers, but developing this checklist is a crucial step in the preparedness
process as it helps ensure a thorough identification of assets (including
employees and patrons) that are vulnerable and need protection. “Every
organization should identify the types of emergencies that could occur and then
develop their plan around those eventualities,” says Lewis and Payant (2003, 5).
The findings between Figure 5 and 6 shine a light on gaps in existing
emergency plans for arts facilities in Missouri: weaknesses in preparation for
theft and vandalism and data breaches—data breaches in particular are a
concern considering the public’s heightened awareness due to notable
breaches of personal information involving large private and public entities such
as Target, Home Depot, and the Internal Revenue Service.
Perhaps the most concerning gap is lack of priority in how to distribute
emergency information. Of the 13 survey respondents with a plan, only one
organization felt that their staff was very familiar with the facility’s emergency
plan; 23 percent felt that their staff was familiar and 62 percent responded that
their staff was only somewhat familiar. To discover barriers in achieving
knowledge of the plan, the survey asked the respondents about the frequency of
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training and drilling involving both staff and volunteers. Of the 13 respondents,
six (46 percent) replied that they provide training for staff only, two provide
training for staff and volunteers, and five reported not conducting training at all.
Of those that do provide training, the frequency of training varied from once a
quarter to every one to two years.
Drilling showed a similar result: six organizations drill once a year, two
more than once a year, and five do not drill at all. Between the 5 organizations
that do not train or drill, there is no commonality in budget size, arts activity, or
facility ownership to find a clear barrier for this lack of preparation; however, the
two organizations with the most comprehensive emergency plans that also
claim to have the most informed staff with frequent training and drilling are
government-owned arts facilities—one organization with a budget size between
$500,000-$999,000, and the other with an even smaller budget between
$250,000-$499,000. This would seem to suggest that publicly-funded
emergency planning resources, specifically trained facility and/or emergency
management personnel, could be extremely useful for an arts manager running
a facility on any sized budget.
The lack of significant trends in budget size, arts activity, and facility
ownership among the responding organizations with a plan continues to point to
a deeper issue: the presence and detail of an emergency plan is a reflection of
the priorities of the executive(s), paid or volunteer, managing the arts facility.
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CHAPTER 5 - IMPLICATIONS, RECOMMENDATIONS,
AND CONCLUSIONS

Increasing Access and Incentives
Exploring further as to why 50 percent of respondents didn’t have, or
weren’t aware of having, a plan, it is important to return to the top reasons given
by arts administrators in the National Coalition for Arts Preparedness and
Emergency Response’s survey: “not knowing where to begin,” and “planning is
not a priority for the organization’s leadership” (National Coalition 2012, 3).
These two reasons go beyond just budget and staff size and suggest the deeper
reasoning behind the lack of motivation for creating and implementing a plan. It
can be compared to a similar motivational argument in audience development
studies: when a patron says cost is a barrier in attending a cultural event, is it
actually the cost that is the deterrent or is it because the patron is unsure if the
quality of the experience is worth their valuable leisure time? As Lee Clarke
states, “I believe that knowing a thing permits more comfort with that thing”
(Clarke 2006, 16).
Educating and training Missouri arts managers on the process and
importance of emergency planning must become a priority, but current
resources seemingly are not sufficient. Governmental agencies, particularly
FEMA and its state and local chapters, provide downloadable guidelines for
emergency plans as well as detailed reports of potential risks and mitigation
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strategies in each geographic region. Missouri’s State Emergency Management
Agency (SEMA) has a Missouri State Hazard Mitigation Plan that contains an
“analysis of Missouri’s hazards, [and] risks and vulnerabilities” (SEMA 2013, 2).
The 947-page document is designed for Missouri entities to incorporate the
“principles, information and ideas” included in the plan “into their own plans for
programs and activities” (SEMA 2013, 2). This extremely lengthy document is
clearly designed for governmental entities: although available to the public, its
specialized language as well as its length does not appear conducive to the
schedule of a busy arts manager.
An interview with Leslie Forrester, Executive Director of the Springfield
Regional Arts Council (SRAC) in Springfield, Missouri, affirms the struggles in
understanding and prioritizing emergency management. As the SRAC’s chief
executive, she oversees not only the day-to-day operations of the Council’s
programming and staff with a total annual operating budget of around $500,000,
she also oversees the facility operations of The Creamery Arts Center, a 35,000
square foot facility owned by the City of Springfield but managed by the SRAC.
Forrester stated that while The Creamery Arts Center had a fairly
extensive emergency plan, more work needed to be done to communicate that
plan to patrons and sub-lessees in the building (the Springfield Ballet,
Springfield Regional Opera, Springfield Symphony, etc.). Forrester said that the
management of the facility ultimately falls under her purview, but she didn’t
receive training to deal with emergency management in school—Forrester has
an MFA in Arts Administration from the Southern Utah University. “It is
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something I think about all the time,” said Forrester regarding safety of the
facility, “We just don’t have the capacity. If I could add another staff member,
that probably would be the one area I would do it [facility management]”
(Forrester 2015).
Forrester also brings experience as a former state employee with the
Missouri Arts Council. She worked statewide with community arts organizations
outside the major metropolitan areas outside of Kansas City and St. Louis. The
organizations were predominantly smaller organizations with annual budgets of
$250,000 or less. When asked about the perceived barriers in making
emergency planning a priority for the organizations with which she worked,
Forrester said, “a lot of them were working with pure volunteers. That always
seemed like a constant barrier … with so very few people that they could
dedicate to long term thinking, they are just in survival mode all the time. It’s not
thinking about ‘what if’ … they just don’t have the manpower, they don’t feel like
they can dedicate that time” (Forrester 2015).
Forrester’s thoughts noting lack of resources in emergency planning echo
this study’s findings regarding budget and staff size. Simply having template
resources provided by federal, state, and some local governments in addition to
specific resources for arts organizations including the ArtsReady website is not
enough. The resources are too passive and too distant, and the complex
hierarchical and centralized—not to mention lengthy—nature of assessment
documents and template emergency plans are seemingly off-putting. A new
strategic plan released by the National Coalition for Arts Preparedness and
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Emergency Response lists priorities to address the issues of making emergency
planning a greater priority in the arts. The plan’s goals include “strengthening
arts emergency management at the local level; producing/disseminating
research reports that can be used to educate arts responders about best
practices and to convince public and private funding sources of the urgency of
the problem” (Ostrum and Schoenfeld 2014, 3). The Coalition’s goals are
included in this study’s new suggested approach to emergency planning in the
arts. This new approach addresses planning barriers directly, encourages an
“accidents are normal” way of thinking, and challenges arts managers and
artists to use their creative capabilities to enhance the emergency planning
process.

New Emergency Planning Model
In order to implement a new approach to arts emergency planning there
must first be a clear process for creating emergency plans that addresses the
issues highlighted in this study. The process to increase levels of preparedness
must be one that provides solutions to the barriers of motivation for arts
managers; one that encourages managers to consider emergency preparedness
in the same manner as they would preparing their facility for the opening of a
production or exhibition; and one that harnesses the creative abilities of artists
and arts managers to make emergency plans more effective.
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Figure 7. Arts Emergency Planning Open Systems Model
To this end, I developed a new arts emergency planning process,
illustrated in Figure 7. The model is adapted from William Byrnes’ (well-known
arts management researcher and scholar) organizational model that uses the
contemporary management theory of open systems (Byrnes 2015). The open
systems theory claims that the traditional process of converting inputs into
outputs is highly affected by external environments. Byrnes argues that arts
organizations must function as open systems to survive, and warns that “the
arts or nonprofit organization that does not adapt to changes in the world is
likely to be less effective fulfilling its mission” (Byrnes 2015, 105). This more fluid
model is adapted for arts emergency planning as it allows an arts organization
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to constantly monitor and adapt to external and internal environments (an
already desired function in strategic planning and management), it helps break
down the hierarchical and centralized boundaries that can deter arts managers
from creating a plan or maintaining an ineffective plan, and it provides an easier
framework for arts managers to assess and understand key processes in
emergency planning. It also provides a constant feedback loop to ensure that
the elements of the plan are up-to-date and effective. To understand my
proposed model further, it is necessary to break down each step in the process.
External Environments

Figure 8. External Environments_Arts Emergency Planning Model
The external environments in Figure 8 include five environments listed by
Byrnes in his original model—economic, demographic, political and legal,
technological, cultural and social—and one additional category, the natural
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environment (Byrnes 2015). The natural environment category was added
because understanding trends in this sector are crucial in assessing potential
emergency risks for any given geographical area. Information sources in the
natural environment category can be found by contacting the organization’s
local or state emergency management agency and asking for a summary of
potential environmental hazards specific to that area, e.g. flooding, earthquakes,
or tornados. As noted earlier, many of the published information documents are
too exhaustive and full of specialized language to be accessible to arts
managers. This barrier is recognized and is addressed later in the planning
model. A sixth environment, education, was removed from Byrnes’ original
model to streamline the emergency planning process, but could easily be
included in the cultural/social environment, if desired.
Economic factors that influence emergency planning include elements
that affect the economy, e.g. interest rates and market values, as well as funders
of an organization, particularly funders that will be supporting emergency
planning efforts of the organization. Influential demographic factors include age,
gender, religion, sexual orientation, primary language use, and race of patrons
and employees of the facility as any of these areas could affect an
organization’s processes and policies in an emergency situation. Political and
legal influences include understanding and knowing contacts that can provide
state and local emergency planning mandates and standards. Cultural and
social environments should be considered for employees and patrons of the
facility, similar to understanding psychographic elements of certain audience
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segments, i.e. what are the values of employees and patrons, what are common
motivators, and to what type of communication channels do these groups best
respond? The technological environment is the most challenging of all the
environments to assess due to the rapid pace of change in software and
hardware available to individuals and businesses. An IT expert on the board or
staff would be an ideal information source to help provide oversight in this
environmental category to ensure the organization is able to combat data
breaches or other forms of online fraud.
Inputs

Figure 9. Inputs_Arts Emergency Planning Model
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Executive management and board
“Inputs helps inform the decision making in an arts organization as part of
its strategic planning process and in its ongoing operations,” says Byrnes (2015,
104). Similar to strategic planning, the process of emergency planning can be
just as important as the actual product, and requires dedicated leadership from
the executive of the organization and/or sincere commitment from the board of
directors to be implemented. As the Getty Conservation Institute stresses, the
director of any cultural institution must be “the guiding force behind the
emergency preparedness and response process. Certain duties may be
delegated to qualified staff members, but [the director is] ultimately responsible
for the development and implementation of the emergency preparedness
program and the creation of the emergency plan” (Dorge and Jones 1999, 27).
In Missouri, where so many arts organizations have little paid staff or
volunteer staff only, executive management can fall to either the volunteer board
president or the paid chief executive officer. Either way, it is acknowledged that
the executive in charge must be the driving force behind making emergency
planning a priority. However, this research highlights that arts managers need
more than passive resources to be encouraged to be that driving force, they
need tangible and present resources in order to feel emboldened to take on
such a time-consuming task. This is where the grant making community plays a
significant role.
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Grant maker support and mandates
A call to action found in the National Coalition for Arts Preparedness and
Emergency Response’s White Paper; “We propose a movement to transform
the arts field to a state of readiness...we envision that not many years from now,
artists and organizations will measure their overall health in part by their
readiness” (2012, 4). This movement‘s goals can only come to fruition through
collaboration with grant makers.
Grant makers, both public and private, are the main inspectors of a
funded organization’s health; if an arts organization wants money to support its
operations, it must meet the funding criteria and guidelines of the funder. Grant
making entities provide necessary funds for any organization, large or small, to
operate and therefore, are essential in providing the necessary incentive for arts
managers to make emergency planning a priority. The National Coalition has
created a goal for 2020 to create a sense of urgency around the topic of
emergency planning for public and private funders, but creating that urgency
only solves half of the problem. Grant makers can’t just start to require
emergency plans be submitted once the urgency is realized, they need to
provide direct funding and human resource assistance to combat the barriers
arts managers experience in increasing their level of preparedness.
When asked if the requirement of having an emergency plan by funders
would help arts managers prioritize emergency planning, Leslie Forrester, the
Springfield Regional Arts Council’s Executive Director and former employee of
the Missouri Arts Council, replied that grant makers would need to “do some of
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their own planning in terms of how to train the groups. Arts organizations will
ask what needs to be included” (2015).
Forrester’s thoughts from the field reinforce that arts grant makers in
Missouri should not just begin to require emergency plans if funding an arts
facility’s operations, but instead give notice of a new funding priority that assists
arts organizations in developing and implementing emergency plans. This
emergency planning program must go beyond just providing reports and
templates of best practice plans. (Although, this is still a helpful component and
possible considering a majority of this research’s survey respondents with a
plan said they would be happy to share their emergency planning materials.)
The program should provide funding that facilitates hands-on collaboration
between all of the inputs suggested in the new planning model to aid arts
organizations that are struggling to prioritize emergency planning.
The National Coalition’s strategic goals align with this call for grant maker
support. ArtsReady provides sample readiness plans, planning tips and training,
and quick links to resources for response and recovery for “state arts agencies,
local arts councils, and national and states arts service organizations” (National
Coalition White Paper 2012, 5). These resources strive to communicate the
value of preparedness, and should be great resources for grant makers as they
design program criteria to support arts organizations in their emergency
planning efforts.
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Emergency management personnel
Another key input for arts emergency planning is expert advice from
those in the emergency planning field. Leslie Forrester admitted that lack of
expertise was a factor in prioritizing emergency management as an arts
manager. “When I think of people good at emergencies, it is emergency
personnel and that’s what they do” (2015).
Arts managers, or volunteer arts leaders, cannot be expected to be
emergency planning professionals, and the years of expertise of hired
emergency managers is an important element in creating and maintaining an
effective emergency plan. For government-run arts facilities, or nonprofits
whose facilities are owned by the government, access to emergency personnel
is available locally through a designated OSHA or emergency management
department. For nonprofits whose facility is owned by another private entity,
communication with the landlord regarding building an external emergency
contact list, or retrieving an existing list, must be the first step. From that
external emergency contact list, calls can then be made to have emergencytrained public personnel help with a site assessment and plan. For nonprofits
that own their own facility, emergency management personnel can be found by
searching “the blue pages...or online at ready.gov” (Nelson 2015, 2). Then, the
relationship can be built from there for site assessments, walk-throughs, training
and drilling, and other suggestions for an emergency plan.
A published article on ArtsReady, “Working with Emergency Responders:
Tips for Cultural Institutions” provides detailed steps for organizations regarding
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how to find and work with emergency responders in the area (Nelson 2015). The
publication points out the important advocacy work an arts organization must
do to build and sustain these key relationships with local emergency
responders. A theatre, museum, or arts center may not be a first priority for
emergency responders unless a risk is deemed imminent. Indeed, many unique
components of an arts facility could be foreign to these highly skilled public
servants. ArtsReady suggests listing these unique arts components and
providing them to emergency responders as part of their emergency planning
process to encourage support and participation
The Heritage Preservation suggests that arts organizations consider
emergency management personnel as critical stakeholders for any organization
with a facility. Maintaining the relationship, similar to maintaining relationships
with policy makers or donors, can include offering tickets to events or
performances, having an emergency responder “appreciation night”, or simply
providing lunch or breakfast to say thanks for their work in helping prepare the
facility (Nelson 2015).
It is clear that collaborating with emergency planning experts is key in
building an effective plan, but it is also clear that it takes time, resources, and
energy to create and maintain these relationships. This is another area in which
the philanthropic community can help arts organizations remove barriers and
access to emergency planning. If grant makers can provide a list of local
potential collaborators in the emergency management field, as well as provide
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access to funds to help arts organizations hire these professional companies for
their expertise, the level of preparedness for arts facilities will rise.
Operational and artistic staff
The answer for arts managers cannot be solely using trained emergency
personnel to create plans for arts facilities, however. Emergency management
professionals, including those that authored the Getty Conservation Institute
Emergency Planning document, discuss how important it is to work with
emergency officials to create and maintain a plan, but also consistently reinforce
how important it is for the daily operational staff to be involved to ensure the
effectiveness of the plan based on the unique activities and features of the
facility, its geographical location, community resources, and employee/volunteer
skill sets. Furthermore, Lee Ben Clarke, disaster theorist and sociologist,
stresses that citizens do not actively address disasters in an effective way when
they rely solely on a social infrastructure that incentivizes only a highly paid,
highly skilled workforce to address emergency planning and decision-making.
Krista Blackwood was the former managing director of the White Theatre
that experienced the active shooter situation described in the introduction. The
White Theatre is one of many departments under the umbrella of the Greater
Kansas City Jewish Community Center. The facility includes the theatre, a child
development center, a Hebrew academy, and even a fitness center. Before the
active shooter incident, there were emergency plans for fires, weather events,
suspicious mail, and bomb threats for the entire Center. Those plans were
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created and overseen by the Center’s general administration; however,
Blackwood noted that collaboration existed when creating specific plans for the
theatre. Blackwood described the positives of working hands-on with the larger
Center to create a specific plan for the theatre:
They would ask ‘does this make sense?’ I would say, ‘this doesn’t make
sense or let’s change that to this.’ For example, one of the problems they
overlooked was where we would put the older patrons in an evacuation.
Those patrons can’t go all the way downstairs. We needed an alternate
space because we always are 50 percent full of people that have difficulty
walking (2015).
This is only one specific example of the benefits in breaking down barriers of
emergency planning from the top-down model of non-arts executives to their
arts executive counterparts.
A new component for the broader emergency planning field to consider,
and a critical component to the new, proposed emergency planning model in
this research, is input from not only executive management, but middle and
operational management (box office manager, marketing and development
directors, curators, management volunteers), and artistic staff. Lee Ben Clarke
describes the importance of first responders not being what society initially
thinks of as fire fighters or police officers, but instead teachers in a school, or in
this case, stage managers or docents or even the ensemble. After all, they are
the ones that will truly be the first responders in the case of an emergency.
In addition, if sociologists in the disaster field believe that imagination is
key in developing plans that best prepare for the worst case scenario, and
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because emergency management practitioners, like Lewis and Payant, call upon
facility managers to imagine the “what if’s,” perhaps artists and arts managers—
universally recognized leaders in the creative process and using their
imaginative capacities—have a more significant role in developing emergency
plans. In the article, “Thinking Too Much: Self-Generated Thought As The
Engine of Neuroticism,” published in 2015 in Trends in Cognitive Sciences,
Adam Perkins recalls studies that proved individuals in high reliability positions
or dangerous jobs, e.g. bomb-disposal operatives and military aviators, were
less sensitive to threats. With more creative thinkers, a “key feature...is the
ability to generate solutions to problems that are distinct from the traditional way
the problem is solved” (Perkins 2015, 493). Simply put, Perkins’ research
suggests that creatives are more sensitive to threat due to their imaginative
capacities, and can more easily create alternate solutions to problems. And
imagining worst-case scenarios is exactly the call to action given by sociologists
in the disaster field as well as emergency planning practitioners.
Blackwood’s thoughts in the aftermath of the Jewish Community Center’s
tragic active shooter situation presented an interesting perspective to support
the use of more emotionally-driven and creative thinkers in the emergency
planning process:
I think what happens is you take the non-emotional people and the ones
who you think are going to be able to think clearly and you put them in
charge of the plan because you don’t want emotion to come into it…but
there is something to be learned from the emotion. You can’t let the
emotion drive, but you have to listen to it. There are blind spots and those
blind spots are caused by emotion. Everybody has them. And it takes a
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very emotionally intelligent person to manage all of that, and I think most
security experts are not necessarily emotionally intelligent (2015).
Blackwood suggests that emergency planning should include a “practical
security expert and an emotional security expert,” both for preparedness and
recovery (2015). These suggestions align with Lee Ben Clarke’s thoughts that
possibilistic thinking is just as important as probabilistic thinking in preparing for
disasters (2006).
Perhaps it isn’t just what emergency planning can do for the arts, but
what the arts can do for emergency planning? This broader research question
needs further study to answer fully; however, the idea that arts managers and
creative staff/volunteers can and do have certain skills that can help better
prepare an arts facility is encouraging in creating this new model for emergency
planning. It provides an intriguing call to duty for arts managers and artists. It
shifts the viewpoint that emergency planning is an isolated activity to be handled
by government-trained tactical personnel, and creates a new perspective that
emergency planning can, and should, be creative, normal, and decentralized.
Organization
The next segment in the model is the process of organizing the tasks,
resources, and “coordinating the activities of individuals and groups to
accomplish plans” (Byrnes 2015, 14). Ideally these organizational methods in the
proposed model should be divided into three sequential tasks using the
information gathered from the external environments and the resources
collected from the various inputs.
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Figure 10. Organization_Arts
Emergency Planning Model

The first task is to understand the current state of preparedness of the
facility via an assessment. Collaborating with local inputs, as suggested in the
first part of the proposed model, will provide a more customized template of
questions for an assessment than an existing basic template could provide.
Again local customization takes into account the particular environments of
each facility’s specific location. This local customization includes equipment,
supplies, patrons, collections, archives, and other inventory unique to an arts
facility.
For example, Blackwood described specific qualities of a theatre that had
to be taken into account when updating the White Theatre’s fire emergency
plan: “Every time we used fog on stage, we had to turn the theatre’s fire alarms
off, and we had to fight with the fire marshal every time because our fire alarms
detected smoke, not heat” (2015). Blackwood was working with the Center to
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budget monies to upgrade the fire alarms to smoke detection when the active
shooter incident happened and those monies were diverted to other projects.
After the assessment portion is finished, an assigned group or individual
should be asked to take the information gathered and develop an actual written
plan. Ideally, this assistance can be provided via funding and human resources
from area grant makers. It is important that while writing the plan, the input
collaborators are involved throughout the process. This could be quarterly at a
board meeting, a forum after the first draft is complete for feedback, or an email
review by designated input collaborators.
Based on research for this project, plans and policies in the final written
plan should include the risk categories and additional preparedness categories
used in the survey and found in Figure 5 and 6. The policies and procedures
found in the written plan should integrate information from the external
environments surveyed and the input collaborators to ensure that it is
customized to the needs and possible emergencies of that particular facility.
A suggested new element in the last portion of the organization of
emergency planning for arts facilities is to include arts-integrated
communication strategies for increased comprehension and greater retention of
the plan. Drilling is certainly a form of dramatic interpretation to ensure
increased retention and it is used broadly in the emergency management field,
but the survey results suggest that drilling can be a difficult strategy in an arts
setting.
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Forrester replied honestly in her interview, “the symphony, they’re
focused on producing symphonies, the costume shop [staff] is focused on
building costumes for an upcoming production, so they don’t want to drop
everything and go pretend like there is a tornado like they did in school” (2015).
Blackwood also noted practical hardships regarding drilling for arts
facilities compared to schools or administrative offices: “You can’t drill with an
audience of people. You can drill with a school. You can drill with students and
teachers but you can’t say during a 2:00 p.m. matinee, ‘Okay everybody we are
going to have a fire drill.’ You really can’t drill unless you have a fake audience,
like extras, come in” (2015).
The common standard of drilling does not have to be the only form of
training and communication, and the apparent struggle in using this common
strategy in an arts setting suggests that other creative expressions should be
considered. For example, a written plan could be interactive on an arts
organization’s website or on a mobile application available for easy download.
Posted emergency evacuation plans could be more image-based, similar to a
graphic novel. Performance programs could include clever and colorful notices
for patrons regarding exit strategies. Multi-media solutions are also possible
using video and/or music to communicate important aspects of an emergency
plan. Imagining the “what if” remains crucial in this new model, not only for
creating the plan but communicating the plan. The arts should be one of the
greatest tools to use to engage and educate individuals about emergency plans,
and a tool easily found within an arts facility.
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Outputs

Figure 11. Outputs_Arts
Emergency Planning Model

The final element in the model includes the outputs, which are the most
tangible expressions of the products created. The written plan with artsintegrated communication strategies is the most important output; however, the
number of hours, individuals, and resources involved in creating the plan are
also an output of the process. If all aspects are tracked, the outcomes are not
only a safe and secure facility, but also a greater understanding of the time,
talent, and money involved in the process for future planning.

Conclusions
Emergency planning and preparedness is not just for governmental
entities and well-resourced corporations. With an increased number of natural
disasters both in the U.S. and abroad, as well as acts of terrorism on the minds
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of the public due to daily reports of shootings, bombings, and protests, all arts
facilities and their managers must assess if they are able to protect their
employees, patrons, and volunteers if an emergency event were to arise. Arts
facilities are not immune to emergency events, and unfortunately few resources
currently exist to support arts managers—paid or volunteer—in building,
maintaining, and communicating an effective emergency plan.
After surveying 28 arts facilities in the state of Missouri, it was discovered
that only half of respondents had an emergency plan, and of that half, only two
had comprehensive plans that included critical risk categories and
communication strategies. While budget size, and subsequently staff size, is a
barrier for arts organizations in emergency planning, the most prominent barrier
appears to be a lack of prioritization in planning by managers, which signifies an
even deeper issue: a lack of motivation.
As Clarke states, “Disasters aren’t special. They are as normal as love,
joy, triumph, and misery. Looking at disasters as normal is both interesting and
practical” (2006, 109). The emotional aspects of emergencies are commonly
forgotten in the centralized, top-down nature of emergency planning, and
therefore, seem out of place in a creative environment.
The formation of the National Coalition for Arts Preparedness and
Emergency Response was a key step in bringing national attention, resources,
and strategies to emergency planning in the arts. Its call to action through 2020
includes more localized efforts, greater collaboration, and creating a sense of
urgency among public and private funders (National Coalition 2015). In this
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thesis, the proposed new open systems planning model and its process goes a
step further in defining key steps to decentralizing, providing effective funding
programs for increased motivation, and empowering artists to engage in
planning.
For Missouri, it is suggested that this new planning model be
implemented as part of a broader grant maker strategy to support arts
organizations in emergency planning efforts. Grant makers should provide easier
access to emergency planning resources including reports, best practice plans,
and professional development training to increase preparedness. But, it will only
be effective if combined with financial and human resources support to create
real incentives for arts managers to make emergency planning a priority.
The ideal outcome from this suggested model would be newfound
motivation in arts managers to see emergencies as commonplace as fundraising
or marketing, and to believe that the arts can and should provide a more
emotional, and imaginative, approach to the emergency planning process.
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