An American Festival - Cornell University
September 17-27,1989

FINAL REPORT AND EVALUATION

Table o f Contents

INTRODUCTION 3
NARRATIVE 4
Background 4
The Players, their Goals and Objective 4
Overall Festival Design 5
Organization and Administration 6
Program Planning 7
Marketing and Publications 10
Development 12
The Festival 12
Video and Audio Documentation 14
Follow-up 14
EVALUATION 15
Evaluation Process 15
Overview 16
Performance Quality-Artistic and Technical 17
Audience Size and Composition 17
Roundtable Discussions 18
Campus and Community Involvement 19
Local Artist Involvement 22
Visiting Artist Networking 23
Media Coverage 23
Documentation 24
Long Term Impact 24
Festival Organization and Logistics 24
Timing of the Festival 25
Size and Intensity of the Festival 26
Large Festival, Small Events: Intimacy and Interaction 26
Working Within a Large Institution 27
Decision-making Process - Whose Festival Is 1t? 28
Marketing - Getting the Real Message Across and Making It Attractive 29
Summary of Recommendations 29
FINANCIAL REPORT 32
Credits and Acknowledgements 34

Department of Theatre Arts, Cornell University, 430 College Ave., Ithaca, NY 14850 (607) 254-2700
American Festival Project, Appalshop, 306 Madison St., Whitesburg, KY 41858 (606) 633-0108

© Copyright August 1990 by Cornell University. All rights reserved.



Cornell University

Frank H.T. Rhodes, President
Geoffrey Chester, Dean, College of Arts and Sciences

Steering Committee

Sally Banes, Committee Chair, Dept, of Theatre Arts
Irma Almiral-Padamsee, Hispanic American Program
David Feldshuh, Department of Theatre Arts

Mimi Granger, Greater Ithaca Activities Center
Robert Harris, Africana Studies

Sean Killeen, Ithaca Common Council

Timothy Murray, English Department

Marilyn Rivchin, Department of Theatre Arts

Rev. John A. Taylor, Ithaca Unitarian Church

Staff

Bruce Levitt, Chair, Dept, of Theatre Arts,
Project Director

John Suter, Coordinator

Janet Salmons-Rue, Outreach Director

Sally Banes, Roundtable Coordinator

Graham Stewart, Marketing Director

Daniel C. Hall, Production Supervisor

Ellen Kennedy, General Manager

Steven S. Renner, Audience Services

Patricia Foster Haines, Development

American Festival Project

Caron Atlas, Director
Theresa Holden, Site Liaison

American Festival Artists

A Traveling Jewish Theatre*

El Teatro de la Esperanza*

Francisco Gonzalez y Su Conjunto*
Jessica Hagedom and Company
Junebug Theater Project*

Liz Lerman and the Dance Exchange*
R. Carlos Nakai

Roadside Theater*

Robbie McCauley and Company*
Urban Bush Women*

Local Artists: Mac Benford, Richard Koski, Eddie
Smith, Mary Carey, John Simon,Josh Lachmann, Denise
Wells, John Hoffmann, Chaka Zulu, Jurg Butler

- members ofthe American Festival Project Coalition.

Cornell University's Centerfor Theatre Arts.

Roundtable Participants

Robert Ascher, Mario Baeza, Sally Banes, Donald Barr,
Jose Barreiro, David Bathrick, Yolanda Broyles-
Gonzalez,Rodrigo Duarte Clark, Dudley Cocke, Jane C.
Delgado, Elin Diamond, Ron Eller, Janet Fitchen, Kathy
Fox, J. Ellen Gainor, Guillermo Gomez-Pena, Jessica
Hagedorn, Mary Hays, Margaret Hobbie, Joyce Ice,
Frederick Jefferson, Peter Jemison, Biodun Jeyifo,
Carol Kammen, Richard Koski, Thomas Leavitt, Liz
Lerman, Robbie McCauley, Bruce McNally, Caroline
Miller, James Moy, Harryette Mullen, Tim Murray, R
Carlos Nakai, Victor Nee, Naomi Newman, John O’Neal,
Larry Palmer, Peter Pennekamp, Bernice Johnson
Reagon, Richard Schechner, Yvonne Singh-O’Faolain,
Mark Slobin, John Szwed, Mildred Warner, Barbara
Wright, Jawole Willa Jo Zollar

Community Organizations

Community School of Music and Arts
Special Children’s Center

Challenge Industries

DeWitt Historical Society

First Unitarian Church

Greater Ithaca Activities Center (GIAC)
Hangar Theatre

Ithaca Youth Bureau

Southside Community Center, Inc.
Tompkins County Senior Citizens’ Council, Inc.
Trumansburg Conservatory of Fine Arts, Inc.

Schools

Alternative Community School
Boynton Middle School
Dewitt Middle School

Ithaca High School

Newfield Jr./Sr. High School

Cornell Campus Organizations

Hillel, Center for Jewish Living
Department of English

Department of Theatre Arts
Hispanic-American Studies Program
Mexican-American Student Association
Department of Music

Graduate Students

Africana Studies

American Indian Studies Program

Regional Sites & Sponsors

Sodus, Wayne County Minority Performing Arts Project
and the Cornell Migrant Program.

Akwesasne and Canton, The Akwesasne Museum,
Traditional Arts in Upstate New York.

Binghamton, The Roberson Center for the Arts and
Sciences.

Syracuse, Metropolitan School for the Arts, Cultural
Resources Council.

Rochester, Pyramid Arts Center, SUNY College at
Brockport, Aesthetic Education Institute of Rochester.

An American Festival = September17-27,1989



An American Festival « Cornell University
September 17-27,1989

FINAL REPORT AND EVALUATION
ByJohn Suter

NOTE: This report represents,a consolidation of
information and evaluative judgementsfrom. a

reat many. individuals who were involved with

hefestival'in various ways. Most ofthe informa-
tion was not quantifiable. I have fried to represent
fairly the relative weight of various views, from
?eneralcons,ensusto oneﬂersonSperceptlon, and
0.quote or cite sources wherepossible and appro-
priate. Nevertheless, this remains in some ways a
personal report qn thefestlvalfrcim the poirit of
view otthe coordinator at Cornell. QS)

INTRODUCTION

In September, 1989, ten theater, dance and music
companies representing ethnic communities from
across the nation gathered at Cornell for a ten-day
residency serving the campus, the Ithaca ared,
and five other communities in Upstate New York.

The visiting artists, who among them embody
much ofthe ctiltural diversity that enriches Ameri-
can life, are dedicated to using theater, dance and
music to stimulate communicatjon and under-
standlnﬁ across cultural boundaries. They joined
with scholars, local artists, audiences and others
active in the fields of culture and the arts to
explore some of the op?ortumtle,s and challenges
facing us as a multi-cultural society.

An American Festival envisions America not as
a ‘melting pot”society, where cultural differences
are lostinghomogenizedblend, butasa “gumbo
where each mgredlent keeps its own derttity and
Is valued for its contribution to the richness and
vitality of the whole,

An’American Festival was a Iargze and complex
PrOJeCt, unified principally by the underlyin
hemes of celebrating cultural diversity and ad-
dressm(z the pressm% Issues of @ multicuftural
so?_lety hrough the arts, and by the artists’shared
beliet that, “tultural exchangde begins with an
awareness of one’s own cultural _|dent|t}/_, and that
the source and inspiration for this identity comes
from the cultures and lives of the peoBIe_ln ones
own community.” (American Festival Project mis-
sion statement,”Program Booklet, p, 34)°

Many organizations and IndividualS partici-
pated 10 one'way oranother, and each had its own
particular goals and objectives for the festival. The
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orgamzers tried fo deslgn the program to meet as
many of these OE)]JECIIV s as possible. Inevitably
compromises and trade-offs were necessary, and
the results met certain goals better than ottiers. A
central premise of thi§ report Is that, although
most of the particular decisions, chaices and
solutions to problems reached here will not be
directly transferable to other settings, many of
the issues we faced here will surface wherever
pe%le are do,mg this kind of work. .
e report is Organized In three main sections.

The first is a narrative description of the festival—
Its structure, 1ts mission, the planning process,
what occurred durlngnthe f?stlval Itself, the evalu-
ation process, and the follow-up activities that
have been stimulated by the festival on campus,
In the Ithaca community, and in the region. (This
report is designed as & companion pigce to the
festival program booklet which contains essays
and mission'statements, detailed information abut
the schedule, biographical information on the
performing companies and participating scholars,
and descriptions of the organlzatlons on campus
and In the community that hosted and cospon-
sored events In the “festival. The final report
attempts to avoid duplication of this information.)

The second section contains the evalugtion of
the festival as a whole—what worked well, what
didnt—and recommendations for the future. It
Incorporates information, responses and |Jud,ge-
ments from people who experienced the festival
from various perspectives—performers, Cornell
staff and administration, the American Festival
Project, community costnsors, audience mem-
bers, :imd the press. This section looks at the
festival in reference to itsgoals and objectives and
frames much of the disCussion in terms of the
organizational, political and aesthetic ssues we
encountered in planning and producing the fes-
tival inlthaca. . .~
. The third section is a financial report that
includes a summary of the budget and some
explanatory notes. _

The regional Rrograms of the festival that took

lace in” Binghaniton, Syracuse, Rochester/

rockport, and Canton/Akivesasne receive less
attention In this report than 1s their due for, three
reasons; most of the Issues that arose In the
regional festivals also came up in Ithaca; the

Quotations are drawn
from published materi-
als, written evaluations
and transcripts of
evaluation meetings.
Only those from pub-
lished sources, festival
staff, or artists are
attributed by name.

The theater and the
universities that care
about it today must
confront some profound
questions for the
humanities: What is
culture? How do we
construct, transmit, and
receive K? Whom does
K serve? At Cornell,
we’ve reached a
consensus that the
theater arts should
contribute to a new,
inclusive canon that is
vibrant with our
polyethnic, polyglot
traditions.

—Bruce Levitt, An American
Festival Project Director and
Chair of the Department of
Theatre Arts, in Cornell
Daily Sun.



Background

What was really exciting
about the entire festival
was the seriousness
with which ethnic
theater (so often
maiginalized) could
finally be seen as the
cutting edge of a new
aesthetic process and
sensibility, and that
ethnicity, gender, age,
and other fomis of
“difference” are being
theorized by these
artists in surprising new
ways. Tradition without
mothballs.
Postmodernist technique
fused with political
consciousness suggest-
ing informed and
compassionate activism
as the viable substitutes
for disdain or despair in
a world going to hell in a

handbasket.
—Roundtable panelist

coordinator had less directexperience andknow|-
edge of these elements of the program; and full
discussion would have make the réporttoo long.
_ Itis our hope that readers will find our expe-
rience here instructive both in planning particular
events in different settings and in cotinuing to
work for cultural_e(%_uny and justice within and
thE,ough large institutions and community organi-
zations.

NARRATIVE

Background

An American Festival at Comnell resulted from a
confluence of three streams of energy, resources
and commitment devoted to addressing issues
related to multicultural education and the arts in
a pluralistic society, - _

The visiting artists who participated in An
American Festival have been making a concerted
effort to foster cultural awareness and self-esteem
within gppressed communities and to encoura;;e
Interaction and understanding across cultufal
boundaries, Their mission is embodied in the
contentoftheirartand inthe interactive structures
and contexts within which they choose to work.
Eight of the ten groups_are part of a national
coalition, The American Festival Project, that was

founded in 1981 by John O Neal, thén director of

the Free Southern”Theater in New Orleans, and
Dudley Cocke, director ofRoadside Theater based
in the_coal fields of Appalachia. The two, “were
worrying together about the increasing Ku Klux
Klan“activity in the South. They decided to tour
each others communities—one ﬁ_redomlnantly
black, the other redomlnantI}/_w Ite. Both the-
aters had a history of representing poor geop,le’s
lives .and culturés_on stage, Since 1982 eight
additional, companies with”similar histories and
concerns joined the festival, _ _
Since 1t began in 1982, the American Festival
Project has been produced on an ad hoc basis in
avariety of forms. The festival’s debut was in San
Francisco as part of the PeoFIes Theater Festival
1982), and has subseguenty heen mounted in
\nniston, Alabama at Jacksonville State Univer-
Sity F]1983), In New Orleans as {)art of the Fuperal
for the Frée Southern Theater ( 98%), and twice in
Aé)é)alachla sponsored b Aﬁpals op (1983 and
1 8g. We_cancluded af%ért e 1988 Open Win-
dows Festival [at Appalshop] that It was time to
institutionalize the project, not to create a new
national organization, but o create the lon ran%e
vision and Stability needed to best accomplish the
festival’s purposes.” (From the American Festival
Project Overview statement, April, 1989) The

Festival at Cornell was the first of the. American
Festival Project’s planned series of regional festi-
vals to be held around the country over the next
several years in Whitesburg, P,hlladeIPhla San
Antonio, Seattle, rural MissisSippi, and elsewhere.

Corpell, for its part, has a strong and growmg
commitment tg multicultural educdtion, reflecte
In an increasingly diverse student body and
faculty; the establishment of programs and cen-
ters including Africana Studies, African and Car-
Ibbean Literature, Latin American Studies, His-
panic-American Studies, Jewish™ Studies, Asian
and Asian American Studies, and the American
Indian Program; and the national prominence of
Comell President Frank H. T. Rhodes as an
advocate of multicultural education.

_The Department of Theatre Arts is ma_nlfestlng
this commitment in its theatrical productions an
through 1ts Outreach Program which addresses
multicultural and other soCial issues. The depart-
ment is committed to cooperative and on(%omg
relationships with the campus and greater-Ithaca
communities. The Outreach Progfam’ orienta-
tion to the broader community, and especially to
Poor and marginalized porou ations, is also Cen-
ral to the mission of the festival artists.

The work being done to address cultural issues
on many fronts i communities throughout the
region constituted the third source ofenergy and
reSource for the festival.

The openmq of the new Center for Theatre
Arts provided the occasion for the merging of
these three streams.

The Players, Their Goals and Objectives

An American Festival was.a multifarious partner-
ship among ten visiting artist companies, Cornell’s
Department of Theatie Arts and College of Arts
and Sciences, and 52 cosponsorm? Organiza-
tions, including other Comell departments and
programs, IthaCa artists, schools and community
or awzatlons and reglonal cosgonsors IH
Bi %amton, Syracuse, Rochester, Canton, an
the Akwesasne Mohawk Nation.

General Principles and Goals

Perhaps the most frequentl% articulated goal for
the festival—articulated by the visiting arfists and
scholars, Cornell organizers, and commiunity spon-
sors alike—was that it stimulate ongoing wark
leading to lasting change in the communities
served. No one wanted. an eye-dazzling flash in
thelpgndwnh no continuing impact. Specific goals
Included:

» To promote awareness and appreciation of
one’s own herlta?e
-_Tto promote multicultural awareness and appre-
ciation
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» To extend communication and understanding
across community barriers: ethnicity and race,
class, age, town-gown, and rural-urban

» To hroaden accessibility to live performance of
theater, dance and music

» Another universally shared goal was that the
festival ryn smoothly and harmoniously so that
the participants could concentrate on the work at

and.
GIven the short time available to or,%an,lze the
festival and the desire that it have a lasting Impact,
we encouraged cosPonsorl,ng organizations to
use, the resogrces of the festival to build upon or
enrich existing programs rather than create new
events with no ongoing context. .

The or?anlze_rs attempted to practice the es-
sence of the mission throughout the planning
Brocess; In our view, this entailed qulvmg a

road range of individuals and organizations

representing the diverse nature of our Community
In"the Plannlng and programming, nurturing @

coequal partnérship .among all involved, and
basing |m_Bortant decisions on consensus wher-
ever possiole.

Cornell University

For Cornell’s Department of Theatre Arts and the
College of Arts and Sciences, the festival marked
the opening of the new Center for Theatre Ars;
it was designed to introduce the building to the
campus, the community and the region, t0 test its
state-of-the-art production facilities, to further the
department’s communltg/ service work th_rou%h
the Theatre Outreach Program, and to provide an
Intense, stimulating and provocative experience
of theater, dance ‘and music for faculty, staff,
students and ?ene[al audiences. The decision to
open the Cenfer with a campus- and community-
oriented multicultural festival reflected the
department’s and the administration’s commit-
ment to addressing multicultural issues in the
greater Ithaca and” Cornell community and to
uilding bridges between Cornell and its sur-
roundln? communities, It also reflected the
%J,glr}/erm y's commitment to multicultural educa-
lon.

The Theatre Arts Outreach Program viewed its
participation in the festival as an expression of jts
primarily educational mission: consequendy, the
planning and organizing of the community and
campus events odtside the Center for Theatr® Arts
concentrated heavily on interactive workshops,
classes and the like, with less emphasis on
gerformance as such. Outreach director Janet

almons-Rue sought to build on existing relation-
ships and. initiate new ones with organizations
and individuals in the region.
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American Festival Project

The coalition’s purP_ose IS, “t0 build a new under-
standlntg of the multicultural nature ofthis nation,
concentrating on presenting high quality work
within community sett_ln(is. (Program Book, p.
34% They view the festivals as parf oIan ongaing
conversation among visiting ‘and local artists,
scholars and audiences across the nation, The
coalition expects each festival to include signifi-
cant community participation, provide opportu-
nities for interaction among artists and audiences
and involve_local artists” In performance and
dialogue. Within_these broad g%mdelmes, each
local spansor designs its festival to reflect its own
and its community’s needs and goals.

Festival Artists

There were several additional goals and expecta-
'[I(%_n? that were widely shared among the festival
artists;
* to perform in a state-of-the-art theater facility;
» 10 reach large, varied and appreciative audi-
ences; . ,
o 10 ?lve excellent performances with strong
educational and artistic impact;
« 10 Interact, collaborate, learn from and generally
spend time with the other artists. .
* 10 see the work of the other artists;

These %oals, with the exception ofthe last one,
¥vet[e flort e most part unstated in advance of the
estival.
. And finally, each ofthe community cosponsor-
Ing organizatjons ha(j Its, own gQZ|S_V\Ph_IC% it
Feosﬁsgl 0 further through its participation in the

Overall Festival Design

An American Festival at Cornell was comprised of
the following four program elements:

Performances at the Centerfor Theatre Arts

Each of the_companies performed twice at the
Center for Theatre Arts for general audiences.
These performances gave the artists the otpPortu-
nity 10 perform together In a state-of-the-art
facility and to see edch other’s work. If was the
onl¥ venue in the Ithaca area where fully staged
performances were presented.

Roundtable Conference

A series of six roundtable/panel discussions held
at Comell as part of the festival was intended to
add a humanist, intellectual, analytical perspec-
tive to the aesthetic, cultural and social issues
raised through the Ferformance_s and other activi-
ties of the festival, It was conceived as part of the
growing national dialogue about multicultural
iSSUes.

Festival
Design

| thought it was going to
be more of “this is our
culture, this is our
dance, this is our song,”
but that's not what | got
out of it. It was a far
more Interesting
statement. This is
what’s happening in
America and this is how
K affects me and my
people.” And that |

thought was superb.
—Community cosponsor

Robbie McCauley

| came away feeling
really good about the
possibility that this
work, which has been
going on for a long time
among artists all over
the country, now has a

forum that can grow.

—Robbie McCauley, Festival
artist



Organization

The juxtaposition of
performances, work-
shops and post-perfor-
mance discussions
generated constant
comments and lively
interest about the
festival. There was
always something going
on to keep the concept
of the festival in the
consciousness of
everyone. More impor-
tantly, the structure was
able to create a veritable
festival atmosphere with
an intellectual flavor—
just right for a university

environment.
— Roundtable panelist

Everyone that was
involved in the festival
really believes in it now,
and | see Cornell as an
equal participant with
us.

— Community cosponsor in
focus-group meeting

Campus and Local Community Events

The ten-day residency included more than 70
workshops, lecture-deémonstrations, classes, dis-
cussions, performances and other activities by the
ten visiting artist companies on the Cornell Cam-
pus and in'the 3reater |thaca area. The residency
activities served two main communities, broadly
speaking: the Cornell Unlversn}/ students, faculty
and staff and the general popufation of the ared,
In all its diversity.

Regional Programs

The decision to include programming in cities and
towns outside the Ithaca area was motivated by
four factors; The American Festival Project ir-
tends its series of festivals to have broad regional
impact wherever possible; it was clear thaf'there
were presenters and communities elsewhere in
Upstate New York who could effectively and
beneflcgallly 8roduce events In connection with
the festival; Cornell was interested in introducing
Its facility and its programs to refqlonal audiences;
and the” development office felt that regional
programs would open up dpossmllltles for corpo-
rate” and foundation funding not available ‘for
pro&rammmg limited to Ithaca.

All the_companies were in residence for the
entire festival. The Center for Theatre Arts Perfor-
mances and. the conference component were
compressed into the five-day period, Wednesday
through Sunday, inthe middle ofthe festival. The
local Tesidency activities ran throu?hout the fes-
tival, and the regional components took place
during the last three days.

Organization and Administration

Staff

An American Festival was aRro ect of the Depart-
ment of Theatre Arts with Department Chair
Bruce Levittserved as pro&)ect director, In Decem-
ber, 1988, he appointed Prof, Sally Banes as his
deputy to serve as liaison to the department and
take over initial oraggnlzatlon of the festival until
acoordinator could’be hired. Beginning February
1, 1989, festival coordinator John Suter assumed
overall oP_eratlonaI responsibility for the festival,
coordinating the efforts of the Theatre Arts team
working on'the project. With the exception of the
coordinator and temporary workers hired for the
festival itself, all fesfival staff were adding their
festival responsibilities to their reqular jobs. The
positions were structured as follows:

* Project Director Bruce Levitt oversaw the bud-
et, monitored and tried to minimize the strain on
e department’s facilities and human resources,
worked to enfranchise as many people as pos-

sible in partnership with the Department of
Theatre Arts while furthering the department’s
artistic, academic and administrative goals.

» DepartmentLiaison and Roundtable Coordina-
tor Sally Banes served as facultr\]/ representative
and liaison to the department, chaired the steer-
Ing committee, and” organized the conference
component

« Festival CoordinatorJohn Sutercoordinated the
work of the team, served as a spokesperson for
the festival, and took primary respon3|b|I_|t%{ for
the regional programs and the overall logistics.

» Qutreach DirectorJanet Salmons-Rue was pri-
marily responsible for the campus and commu-
nity residency activities—their design, schedul-
ing and final implementation.

* Production CoordinatorDaniel //al/supervised
the production of the 20 Center for Theatre Arts
performances that formed the five-day perfor-
mance core of the festival.

*Marketing Director Graham Stewart designed
and directéd the publicity campalgn designed
the profqram booklet, and Supervised the produc-
tion' of the festival publications; Sthe poster/
brochure, program booklet, and final report).

*Development OfficerPatricia FosterHaines, from
the Colleqe of Arts and Sciences, developed the
funding § rategy{ and wrofe the necessary grant
Proposals aswell as organizing VIP events ddiring
he festival itself

*Director of the video documentation project
Marilyn Rivchin, made the festival the focus of
her course, “Film and Performance,” and super-
vised the team of students who videotaped and
edltetd footage of the performances and other
events,

*Director of Audience Services Steven Renner
ran the box office and supervised all front-of-
house functions for the performances.

General I\_/Ianaqer Ellen Kennedy provided
overall administrative guidance and Support.

* Administrative AideJinnie Dean provided sec-
retarial and logistical support.

*Festival Assistants, and. Temporary Staff. Four
festival assistants were hired in Au?ust to work
with the festival coordinator and outreach direc-
tor, Other tem_Porary staffwere hired for the days
of the festival itself to serve as event cogrdinators
hosts and quides for the artists g their visits to
ommunity’sites), drivers, and office staff.

An American Festival » September 17-27,1989



Steering Committee

The steermgncommlttee was formed to jnsure
ongoing ca ﬁus and community Input In the
planmng f the festival, to make key program
design and palicy decisions In conjuriction with
the Cornell’ festival staff, and to disseminate
Information and advocate for the festival in the
community. It was structured to include three
members from the Theatre Arts faculty, three from
the faculty on the campus at Iar?e, and four from
the communlt%/. Members of the Theater Arts
Department staff with responsibilities for the
Festival were ex-officio participants in all the
Steering Committee meetings.

American Festival Project Staff

The coalition of artists and companies was repre-
sented by its director, Caron Atlas, and by the site
ligison to Cornell, Theresa Holden (Theresa was
also the agent representing two of the participat-
ing companies, Junebug” Theater Project and
Roadside. Theater). The position of site liaison
was a critical one, and Theresa was intimately
involved In the pIannm(r; at every level. The
position entailed several functions:” 1) to he the
voice ofthe American Fe_stlvaI_Prohect coalition as
awhole in communicating with the Cornell staff
regarding the coalition’s mission overall and its
goals_for, the festival at Cornell; ZR to glve Carell
taff initial information about the companies—
their work, their interests and capabilities and so
on—from the perspective of someone who knew
them and had seen the work, aswe had not; 3) to
coordinate the negotiations about fees and con-
tracts and; 4) to covey to the companies Cornell’s
and the communitiés’ concerns, interests and
perspectives, as a supplement to our direct com-
munication,

Program Planning

Bruce Levitt, Chair of the Department of Theatre
Arts recalls, “An American Festival came out of a
conversation between myselfand John O Neal at
2:00 a.m. at the State Diner in Ithaca in October,
1987. The notion of opening the new Center for
Theatre Artswith the first of the American Festival
Project’s multi-year series of regional festivals
seemed like a worthy and ambitious, goal for the
second year ofJohn’s three-year resi enc¥ here.
We began the planning process that fall bP/
W|den|n? the discussions within the department,
and the oIIowm%sprmlg we presented the con-
cePt to Geoffrey Chester, Dean of the College of
Arts and Sciences. Final approval, with an oper-
ating hudget of $275,000 guaranteed by the
unlversng, came in November, 1988—a scant ten
months before the festival was to take place.”
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Process

In order to coordinate an event ofthis complexity
In a shorf time, many decisions needed to be
made swiftly by asmall number of people. On the
other _hand, involving the community in the
planmn? and decision-making process was ahlqh
priority Tor the artists and. Cornell Theatre Arts. Tn
particular, matching visiting artists and their resi-
dencyactlvmeswnhthecommumtysettmgswhere
they “were most needed and Could be most
efféctive required extensive community partici-
pation in planning. The following process was
demﬂned to meet both these requirements.
The theme. of partnership that characterized
the refationships among the companies, Cornell
organizers, and the campus, community and
regional cosponsors also underlay the administra-
tive and planning processes. The Theatre Arts
stafffollowed a team approach. Final decisions on
most matters were made by a small group of the
relevant Comell staff in wide consultation with
others. Decisions would whenever Possmle rep-
re?]ent a consensus hoth of the starf and of the
ofher parties Involvea—the steering committee,
visiting artists, local cosponsors, An American
Festival site liaison, etc. Weekly briefing meetings
kept the staff informed of developments in each
other’s areas of responsibility and allowed for
cooperative decision making and the exch_ang% of
deas and information on a reqular basis. The
steering committee met biweekly during the ini-
tial months of i)_lannmg; in July; gwh_lch time
most of the RO icy an pIa_nnm% ecisions had
been made, the schedule shifted To an as-needed
basis and meetings were held much less fre-

quently.. . o

The initial structure of communication was
analogous to twowheels
joined by an axle—the
artists naking up one
wheel, with the site liai-
son at the hub, and
Cornell and the cospon-
sors making up the
other, with the coordi-
nator, outreach director
and production coordi-
nator at the hub. .

The participation of
the community in the
glannmg grocess Was _
ncourage throu%h Initial mass meetings, reg,u-
lar meetings of the Steering committee, the dis-
seminatiorl of an information packet about the
artists.and the festival and a letter inviting Jocal
organizations to submit proposals for activities at
théir sites, ang numerous subsequent meetings
and phone calls with cosponsors to design each
event so that it would meet the needs of the host

Program
P[a n?ng

At the high school we
have been trying to
redefine what American
culture really is. | think
what happened in
September helped us
open up questions with
students and among
ourselves. What do we
call American Culture,
and what do we consider
art? The walls got
pushed out quite a bit,
and | would like to see

that continue.
— High school teacher

Ruben Castro llizaturri
at Ithaca's Alternative
Community School



Program
P[a n?ng

El Teatro de la
Esperanza

It was a heady 10 days,
rife with paradox—the
focal one being the
presence at all of
troupes deriving from
and speaking for
dispossessed peoples of
this nation in a
multimillion dollar arts
structure on an Ivy
League campus.

— G'a/ssa Willmer, Ithaca
Times

or}ggl%lzatlon, the artists, and the festival as a
whole.

Communication and negotiations between
Cornell and the artists were"channeled through
the site liaison almost _entlreh{ during the first
several months of planning as the ovefall design
of the festival was bemq_dev,eloped. This ap-
proach reflected the codlition’s need to speak
Wwith one voice on matters of mission, the struc-
ture ofthe event, policies, fees, contracts, logistics
and so on. Cornell wasnt bookm_? a group of
unrelated companies for a festival; itwas collabo-
rating with a loose and diverse coalition that has
a shared mission and approach. Similarly, the
Theatre Arts staff at Cornell needed to provide
central coordination among all the organizations
and diverse interests at its nd and to Speak with
one voice In its dealings with the artists,

Direct contact with the artists increased during
the summer as the focus began to shiftto planning
Fartlcular performances and residency activities,
N some cases conversations and planning took

place between artistsand
community cosponsors
directly: In others, usu-
ally owing to logistical
and scheduling difficul-
ties, negotiation and in-
formation-sharing were
mediated entlrelx
through the outreac
director or the coordi-
nator, ,

. Achronological out-
line of the planining and
Preparatlon process fol-
OWS:

NOVEMBER & DECEMBER, 1988

General Planning

» Qutreach director talked to community and
campus people about American Festival while
touring with John O"Neal. _

» Theatre De_P,artment_ and Development Office
deveIoPed initial fundmg strategies. ,

» Theatre Department mét with American Festival
P_r%ect Board in New York to begin joint plan-

ning.
eatre Department met with a small group of

representatives from campus and community to
compile larger list of possible participants in
planning process.

JANUARY, 1989

General Planning

* Held three large brainstormingcmeetings (50 or
so people each, drawn from Cornell ‘and the

surrounding commun_ltyz with the goal of assess-
Ing interest'n the project and discussing its goals
and overall design.

* Representation included faculty from through-
out the university—we sought partlugathn from
Africana Studies, Hispanic American Studies, the
American Indian Pr\%gram, Asian American Stug-
les, Jewish Studjes, Women's Studies, the Council
on Creative and Performing Arts, the Johnson Art
Museum, and Cornell Cinema, as well as indi-
vidual faculty members whose research, work
with students, or political interests indicated they
might be appropriate participants; ~from the
community we invited religious leaders, school
officials, sqcial service agencles, cultural workers,
local politicians, arts or%anlzahons, community
organizations, middle schools, high schools, and
all organlzatlons involved in paSt Theatre Arts
Outreach pro%_rams.

» Ateach meeting, encouraged people to expand
the list for futuré meetings.” . L
* Distributed American Festival Project mission
statement and information about the artists
» Formed Steering Committee representing main
constituencies from among those attending mass
meetings.

FEBRUARY & MARCH

General Planning

* Hired full-time coordinator on Feb. 1

* Began weekly steering committee. meetings.

o Set Ogoal_s, refined misSion for Festival,

o Made final selection of visiting artists from
American Festival Project roster. _
J tBtegan search for Native American and Asian
artists.

Centerfor Theatre Arts Productions

Production, coordinator, working with the steer-
ing committee and other festival  staff, began
working on the performance schedule. |t was
decided’ that this should be locked in before
scheduling campus, community and regional
events; the performange schedue was inherendy
easier to work out—fewer variables and fewer
players, and it involved the most infense time
commitment on the part of the artists (for perfor-
mances, rehearsals and tech). It also provided a
core around which to schedule the rest of the
programs.

Roundtable Conference

» Formed sub-committee of the steering commit-
tee, composed of the six Cornell faculty members,
to discuss content and participants.

* Held campus-wide meetings of interested fac-
ulty from many disciplines fo discuss structure,
content and patential panelists.

An American Festival » September17-27,1989



Cam[t)us, Local Community and Regional
Events

» Disseminated packets of information about the
festival, the visiting artists, and their possible
residency activities as widely as possible on
campus and in the community; solicited requests
and ‘suggestions from each “organization s, to
how the artists might hest be used in connection
V,\\;llth h|t%1program. Written proposals were due
arch 3L,

» Coordingtor and outreach director convened
small mee_tmgs with potential cosponsors. The
meetings, in Conjunction with written proposals,
servedto gather information and suggestions
about overall festival design, to begin“program
planning . for each site, ad to begin_ matching
artists with sites for residency activities. This
Process continugd through to the opening of the
estival in mid-September, _
» Potential evenis were evaluated in terms of
appropriateness for particular artists, relationship
0 onqomg work of the sponsor, degree of
internal support for the project, and feasibility
within the sChedule. _
* Made contact with potential sponsors and lead
agencies in Rochester, S%/racuse Binghamton,
and the North Country who could develop the
reglonal components of the festival, Sought indi-
viduals who would be excited by the mjssion of
the festival, whose organizations would benefit
from involvement with'it, and who had the vision,
ener?y_ and resources tQ create a program in a
shorf time and with minimal organizing assis-
tance from Cornell. _
Throu?houtthls planning process, which lasted
until September, the outreach director and coor-
dinator continued to develop new contacts and
initiate new programs in order to fill perceived
gaps and ensure that the residency activities
would serve as many segments of the Community
as possible.

APRIL

General Planning

» Held two-day planning meeting with represen-
tatives of artists’ comparites, Cornell staff, Ameri-
can Festival Project staffand Potent_lal communlt)i
c0sponsars. to “get acquainted, discuss generd
festival design and_technical production’issues,
and begin to establish relationships between the
artists and the cos#)%ns?rs._

» Overall shape of the festival became clear: two
days of resicency activities; then five days of
performances at the Center for Theatre Arts, with
residency activities continuing throughout: finally
three days during which eight of thé ten compg-
nies would move to their regional venues in
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Brockport, Rochester, Syracuse, Binghamton, and
Canton/Akwesasne,

« Reserved all available rooms at nearby motels
to house artists, panelists, and visiting VVIPs.

» Selected Native American and Asidn artists to
complete the roster.

Centerfor Theatre Arts Productions

* Finalized the performance_schedule.

* Began [qatherln information on technical re-
quirements from the companies.

* Developed strategX for assigning tech crews for
each performance. A fixed crew Was gssigned to
each theater and was responsible for all the
performances that took place there.

Roundtable Conference

» Decided to hold four roundtable discussions at
the Center for Theatre Arts. Began to explore
possibility of other panels to be cosponsored by
other campus entities. . ,

* Solicited recommendations from. the festival
artists, from _coIIea%ues at gther institutions, and
frontw the festival starfregarding topics and partici-

ants.

E Began discussions of the format of roundtables
and postperformance discussions, based Ear_tly
on suggestions from the initial large-group brairi-
storming sessions.

Cam;t)us, Local Community and Regional
Events

» Began detailed discugsions with Theresa Holden
Cornell site liaison for the American Festival
Project, regarding the design of each event, bear-
Ing in mind the heeds an Potentlal,offerln s of
each company, the tgioals of the American Festival
Project, the rqoals ofthe cosponsors, and logistical
and schedu mg concerns, These discussions con-
tinued throughout the planning process.

» Following™discussions amofg artists and re-
gional cosponsors at April 15 m_eetln%, chose
artists for each of the regional sites: Roadside
Theater and Carlos Nakai to Canton and
Akwesasne; John O'Neal of the Junebu_% Theater
Projectand Naomi Newman of ATraveli %Jewmh
Theatre to the Roberson Center in Binghamton;
Francisco Gonzalez y Su Conjunto and El Teatro
de la Es;f_eranza to Syracuse, coordma&?d by the
Metropolitan School” for the Arts: Urban Bush
Womenand Liz Lerman/Dance_Exchange to Roch-
ester, cosponsored b)ﬁPyramld Arts Center and
the SUNY Brockport Darce Department.

MAY- SEPTEMBER

General Planning

* Negotiated contracts with the visiting arfists.
» Sité liaison Theresa Holden gatheréd fee re-

Progratn

Planning

The last thing | want to
suggest is didactic
“messages.” What finally
makes the festival
vibrant and fun is that all
the works have the finish
of art. They refine
individual traditions into
theater that touches us

all.

— Sally Banes, An American
Festival Conference
Coordinator and Associate
Professor of Dance History
and Theater Studies, in
Cornell Daily Sun

I think there are other
ways of approaching the
scheduling. Maybe you
spread it out over a
longer time. The artists
won't see everyone, but
more people can see
more things. The flip-side
is | spent the whole
weekend here and it was
incredible. The energy
level was so high, and |
sensed the artists
building on that, too. The
Roadside guys were in
every audience | went
to. | watched them
sometimes to see how
they were reacting. So |
think you lose and you
gain.

—Audience member



Market
anﬂPum%
Relations

We were in one class-
room and Robbie
[McCauley] and Jessica
[Hagedom] were
performing together. The
kids sat and listened,
but when Robbie began
her story [about a black
girl who strays into a
white neighborhood
looking to buy bubble
gum], they sat up wide-
eyed, entranced. It was
really magical—the kids
realizing how their own
lives were unique and

important.
— Festival staff person

Audience includes Urban
Bush Women at Center
for Theatre Arts outdoor
performance.

10

uirements and all other information pertinent to
the contracts from the artists and developed a
standard contract form that could be used by all
the_companies.

* Preliminary contract terms for most of the
companies were negotlated hetween the festval
coordinator John Suter and Theresa Holden.
Refinements and final terms were negotiated
directly with the artists. Cornell’s production
coordinator negotiated the technical riders di-
rectly with the com,oany technical directors for
Inclusion in the final contracts.

Centerfor Theatre Arts Productions

* Negotiated tech riders with artists.

o Hired crews. _

» Continued planning and scheduling of perfor-
mances, rehearsals, production meétings, and
technical rehearsals for all performances.

Roundtable Conference

* Decided to invite roundtable participants to
spend up to five days at the Festival, so that they
would be able to see several performances and
participate in informal dialogue with each, other
and the artists outside the rqundtable sessions.

« Contacted Cornell and visiting scholars and
shaped the composition of the_panels. ,

» Cooperated with the Council for the Creative
and Performing Arts (CCPA) and the development
office on a panel to address guestlons, of cultural
policy. The panel consisted of festival artists,
r(ﬁ)resentatlves of funding sources,. Cornell fac-
ulty and_administration, ‘and visiting scholars,
some of whom were participants in other

roundtable discussions. _
» Worked with the Com-
munity and Rural De-
velopment Institute ona
panel discussion with a
performance _compo-
nent using Roadside
Theater, The panel dealt
with cultural diversity in
rural New York, Awork-
shop for Cornell Coop-
erative Extension a(l;ents
on building multicultural
work environments also
evolved during this plan-
ning process.

CamrIJus, Local Community and Regional
Events

* Began Plannmg of noontime outdoor perfor-
mances, at the Center for Theatre Arts,

* |dentified local artists to perform with vlsmng
artists based on artistic or cultural similarities an
links with other community programs.

» Negotiated and planned regional pro?rams.
» Continued planning and negotiation of campus
and Ithaca area programs through local meetings
In person and by extensive teléphone conversa-
tions among Cornell staff, visiting artists, and local
c0Sponsors, _ _

* In August, hired four part-time assistants; two
worked with the Outreach Director on coordinat-
Ing community pro?rams, ong concentrated on
trnsportation and other logistical issues, and ong
pr?wded general assistance to the festival coordi-
nator.

* In August and_September recruited and held
orientation meetings for temporary workers_ to
serve as_event coordinators, drivers, and office
staff during the festival.

Marketing and Public Relations

Marketmq Director Graham Stewart was respon-
siblefor dllpromotignal and informationalpub-
lications and activities, including: _
» Distributing information about thefestival to
local and regional media, and as requested by
other individuals andgroups. (SNatmnaIpubIlm_ty
\lavals tt_he rgsponsmlllty ofthe Office of University
elations.
+ Coordinating andp,r?ducmtqpr motional and
informational materials (poster; brochure, pro-
gram hook, ads, inserts, flyers, and letterhead)
-Oll-_lglplng to coordinate box officeprocedure and
ICY.
\ Prgwdmg input on overallfestivalplanning.
Thefollowing section is excerpted, for the most
part, from hisfinal report.

The planning for this area of responsibility began
in November, 1988. We were going to"need a
lo%o a primary direct mail piece for distribution
induly or August, asmaller brochure to use before
the main piece was ready, a F?rogram booklet, and
other support materials. The marketing budget
Sl_nltlally projected at $15 O_OOQ wouldnthe suffi-
ient 0 employ an outsidé designer, so we
decided toyse Cornell’s publlcatlons_des,lgn staff,
vv,ho?]e %GTV_ICGS are free, for the main fm ce; we
did the basic typesetting and design of the other
P_lec_es in house using Macintosh desktop pub-
shing. We began meeting with the Cornell
design staff in January, anticipating their 8 to 10
eek turn-around time on major projects.
A central premise ofthe marketing and public-
campaign was that_sellln%tlcketswould nothe
he main challenge, given the size of the festival,
he attention it Was bound to attract, and the
relatively few seats we had available to sell
apPrommater 4,000 over the five-day period of
performances). A much harder task would be
getting across to the media and the public the true
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scope, mission and purposes of the festival. We
wanted people to understand the importance of
the commuth programs_and to view the festival
as an attempt 1o address issues of a multicultural
community.

Logo

Anearly challenge was to convince the des,lpners
that this was ot a festival in the traditional
sense_—i)artlcular!y, given its title, that it was not
a festival of Americana. We fought hard to get rid
of stars and stripes, streamers, hanners, etC. The
result was a straightforward design that incorpo-
rated a visual elément of the building we were
celebrating and provided continuity, image rec-
ognition, and legibility at all sizes.

Interim brochure

This piece was produced in-house and offset at
the grlnter (quantity 1,0002 at a cost of approxi-
mately $300. It included basic information about
the mission of the festival and the visiting artists
butno program details, because they wers not et
available. The brochure filled the gap between
April 15andJuly 1when we expectéd delivery of
the large direct-mail poster/brachure.

Poster/brochure

The directmail piece was designed as a combined
Eoster and brochure. It need@d to convey many

inds of information about a verY complicated
event; it needed to capture and hold the viewer’
attention; it needed to sug%est something of the
tone_and mission of the festival; and it needed to
sell tickets. The festival staffreviewed drafts ofthe
cop¥ and preliminary design ideas. We had many
conferences with the designer and editors about
size of the piece, color,” layout, emphasis of
sections of text, graphics, and more, The theme of
collaborative partnership carried through in our
Process ofworklng with them, and the final result
represented a bleid of graphic and de5|8n ideas
from both camps. The print run was 14,000 with
about 7,000 sent to arts ticket buyers in the region.

Program Book

It was decided earIP/ on that we wanted to
Produce acommemorative program book for the
estival that would convey substantial jnforma-
tion about the artists, the fuilding, parUupa,th
organizations, ang the mission Of the festival
Because, of the deadlines imposed by Cornell
Publications De5|9n, the_ delays In receiving pro-
gram copy from the artists, and the control we
needed over the project on a daily basis, it had to
be produced in-house on the Macintosh. Initially,
we planned to sell advertising, but few advertisers
were willing to buy into both this bogklet and the

Center for Theatre Arts season playbill which was
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coming out at the same_time. We decided to
proceed without the anticipated revenue from ad
sales. This increased the net Rubllcatlons ex-
penses by about $4000. Throughout the process
of puttirig the book together, we distributed
cogles_o material for most everyone to review,
met with staff at Publications Design for input,
andworked closely with the artists and staffto see
that all the key information was included and

correct.
T%e resulting booklet is 36 pages Ion?, printed
on coated 801h. text paper with aCover ofrecycled
801h. cover stock.

Media Advertising
Plan

Most of the $3000 allo-

cated for advertising was

concentrated on a‘tam-

Pal n blitz beginning

WO weeks prior to the

events and contmumP

throughout the festival,

Print~ads consumed

roughly $2,000, with the

remairider divided be-

tween TV and radio ,
spots. To improve sales we %ave nearl){ 80 tickets
for the shows In the larger houses to local radio
stations for giveaways.

Other Publicity

The local and regional print media saw the festival
as a newswaorthy eventwith on om? significance
for the community. We were able {o discuss, the
project at length with editors and writers in a
series of meet_lngs_be%un during the summer.

At a meeting in January between Theatre
Department festival staff and the Vice President
forUniversity Relations, itwas agreed that Uniyer-
sity Relations would assume primary responsibil-
ity for national publicity. It was Clear that the
fstival was going to tie an event of national
significance by viftue of its mission to deal with
multicultural issugs, its town-%own cooPeratlve
process, the blending of an acallemjc conference,
a performance series and community residencies
In one project, and the caliber and diversity of the
artists. However, the office limited their résponse
to the mailing of a single press release sent to
putb(lJlr%:atlons and editors'interested in higher edu-
cation.

Market|
ani{ P_um%
Relations

Ithaca musicians gather

for outdoorperformance

with American Festival
artists.

The connections
between the artists
didn’t come across in
the community. Once I'd
seen the performances,
there were so many
themes that linked the
different artists—about
family values, community
values, political values.
But they didn’t come
through in the literature
about the festival. You
didn’t really know what

the themes were.
— Community cosponsor
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Development

Roadside Theatre at
[thaca Youth Bureau.

Theater isn't like a
lecture. | don’t know
what’s going to happen
to me when | come to
theater. It’s designed for
magic—it reaches you
at a spot that is
transrationai, so it puts
little bombs inside your
brain that go off later as
you make connections. |
think the festival tried to
say something about the
power of theater arts to

the community.
— Community cosponsor

72

Development

When the decision was made in the fall of 1988 to
open the Center for Theatre Arts with a large
multicultural festival it was clear that the ogerat-
g budget of $275,000 would be _extremely
difficult fo raise in its entirety from outside sources
In the eleven months remdining before the festi-
val. Many potential sources of government and
foundation'support would be eliminated because
of deadlines already passed, and the staff would
have to submit proposals to other sources hefore
the festival design had been worked out. Without
secure fundmg from the
start, itwould have been
impossible to move
ahead with artists’ con-
tracts and the many other
commitments ~ that
needed to be made. Con-
sequendy, the College
of ‘Arts“and Sciences
aqreed to guarantee the
full amount of the bud-
get and charged the de-
velopment Office with
raising as much as pos-
_ _ Sible 0f the total budget

from outside the unl\_/er5|t¥.
Patricia Foster Haines, Trom the development
office, submitted proposals to the National En-
dowment for the Humanities, the New York State

Council on the Arts, and a large number of

foundations and corporations beginning in Feb-
ruary. The most difficult aspect of the develop-
ment effort arose from the need to submit strong
Bro osals with detailed project descriptions an
udgets before the program'had been thoroughly
designed. We needed to avoid committing ouj-
selvés in proposals to pro?ram elements of bud-
getary expenses that would later prove unwork-
gbéel gé inappropriate as the planning process
volved.

In the end, funds were provided by govern-
ment a?enues, foundations and individuals, but
the Col e?e of Arts and Sciences needed to make
asubstanfial investment in the project to cover the
shortfall In outside support.

The Festival

Please see the Program Bookletfor the complete
schedule and information on the artists.

The firstevent of An American Festival took place
on Saturday, September 16, in_the community of
Sodus, New York, about 60. miles north of Ithaca
near Lake Ontario. Francisco_ Gonzalez y Su
Con{)unto performed there for Fiesta Mexicana, a
celenration of Mexican Independence Day for

Mexican migrant workers and members of the
local community. Sponsored by the Comell Mi-
Brant Program and the Wayne” County Minori
[ erformln%Arts Project, Fiesta Mexicana embog-
led_both ‘the community_ orientation and the
regional impact of the festival to follow. .
On Sunday, nearly 60 vgsmnq artists arrived in
Ithaca and joined the festival staff f%r a catered
supper and orientation meeting. In the evening
Roadside Theater John O™Neal, Carlos Nakai, and
Francisco Gonzalez y Su Conjunto played for a
acked house at thé Cornell"Commons Coffee
fo(r)lgleo?nq’the radio audience of WVBR’ “Bound
_ Durmy the next ten days, the artists took part
in more than 100 events, including twenty perfor-
mances at the Center for Theatre Arts; six
roundtable discussjons; workshops, lecture/dem-
onstrations and other activities In arts organiza-
tions, schools and community organizations in
the |thaca area; and programs In Rochester,
Blnﬁhamton, Syracuse, Canton, and the Akwesasne
Mohawk Nation.

Centerfor Theatre Arts Productions

Each of the ten performing companies gave two
performances at the Center for Theatre Arts over
aflve-dayPerlod beginning Wednesday, Septem-
ber 20, Pérformances took place inthe Proscenium
Theater cagacny 471), the Class of 56 Flexible
Theater 175) thie Black Box Theater (100), and
the Class 0f '56 Dance Theatey 8130%. Curtair fimes
for evening shows ran(%ed from 6:30 to 8:30 to
permit working people 1o attend, and the sched-
ule allowed dn individual to see up to nine
companies.

Roundtable Conference

Four panel discussions took place in the Film
Forum of the Center for Theatre Arts. The week-
day events were scheduled at 4:00 p.m. so as not
to “conflict with university classes or with_ the
evening performances. Topics were: American
Culturé: Melting Pot or Gumpg?, ~ Women in
Performance, and ‘New" Tradjtions: The Perfor-
mance Paradigm. Saturday’s discussion, held at
10:00 a.m., was Local Traditions: Bringing It All
Back Home. _

_In addition, the Cornell Council for the Cre-
ative and Performing Arts (CCPA) cosponsored
Whose Culture? Thoughts on Shaping Arts Policy
in America at the Johnson Museum, and the
Community and Rural Development Institute co-
sponsored Overcoming Cultural Barriers: Recog-
nizing and Celebrating Cultural Diversity in RU-
ra|Néw York at the Schiool of Agriculture and Life
Sciences. An? Guillermo Gomez-Pena presenr[ed
The Multicultural Paradigm: A Lecture/Perfor-
mance in the Film Forum,

Cornell counts among its faculty a large num-
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ber of distinguished scholars in various disci-
plines whose Work addresses issues central to the
concerns of An American Festival. Leading schol-
ars from other universities and other leaders in
culture and the arts from the [thaca area and
around the nation were identified as potential
Ban_ellsts. The American Festival Project was
eﬂlnnlng to develop a roster of humanists who
will he aSsociated with the festival as 1t IS incar-
nated In various venues over the next few years.
And the artists themselves, some of whom are
also scholars, have important contributions to
make to the intellectual dialogue, Roundtable
coordinator Sally Banes fashioned from this pool
of resources the four panels at the Center for
Theatre Arts; the CCPA and Rural Development
Institute put together the panels for their respec-
tive events. Pane| size ran?ed from five to 14
Most of the roundtables followed the traditional
panel discussion format with presentations by
each of the panelists followed by discussion
among the ﬁanellsts and questions from the
audience. Whose Culture, the largest of the pan-
els, was intended primarily as a discussion among
panelists with shorter individual presentation3
and less audience participation.

Another dimension of the conference was the
series of informal discussions which followed
most of the performances, These followed vari-
ous formats, according to the wishes of the artists.
In general, they were more interactive than the
panel discussions and were, naturally, more fo-
cussed on the performances themselves than on
the ssues addressed in the panels.

Campus and Local Community Events

Given the size and com,olexn of the festival and
the short lead time available for organizing it, we
decided towaork through existing community and
campus organizations;and wherever possible to
encourage cospons_orln% organizations to work
the festival artists into thei existing programs
rather .than create new, time consuming and
potentially expensive Programs. Some programs
were open to the public, others were for the in-
house Constituencies of particular organizations.

On the Comell campus, academic depart-
ments, special pr_oqrams and student unions
sponsored class visits, workshops, discussions,
s?c%al events, performances andlecture-demon-
strations,

Middle schogls and hl?h schools in the area
hosted assemblies and class visits. Workshops
took place atthe Community School of Music and
Arts (CSMA) and the Trumansburg Conservatory
of Fine, Art, and the Hangar Theater_hosted a
discussion of arts managenient issues. The CSMA
cos_Ponspred workshops, with the Special
Children’s Center and Challenge Industries. The
Greater Ithaca Activities Center, Southside Com-
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munity Center, Senior Citizens’ Counci| and Uni-
tarian”Church all cosponsored several activities
serving their communities.

Regional Programs

Each of the four regional programs was designed
to meet the needs of the cqspons_orm? organiza-
tions and their communities using two of the
visiting artist companies and local arfists and
humaniists over atwo- or three-day period. Corell
covered all the artists’ expenses and provided an
additional $2,000 to each site to heIP defray costs.
The Festival Coordinator at Cornell worked with
the regional organizers to help design satellite
programs that would further the underlying. mis-
sion of the festival and to coordinate” regional
sponsors’ needs with those of the artists and the
festival as a whole.

Rochester/Brockport: LaUrence Champoux of
the Pyramid Arts Center, Jacqueline Davis of the
Dance Department at SUNY Brockport, and Ellen
Koskaoff ot the Eastman School of Music, Univer-
sity of Ro_chester_orgianlzed a two-week festival
that culminated in the two-day residencies of
Uhrban Bush Women and Liz Lérman/Dance Ex-
change.

After an initial_ planning_meeting with John
Suter and Pat Haines, the Rochestér/Brockport
?roup organized the events there with ljttle input
equired trom Cornell aside from logistical coor-
dination. Working with arts organlzatlo_ns, schools,
overnment agencies and community centers,

ey brouqht prewousI){_ planned events in under
the’umbrélla of the festival and organized panel
glstquslsmns and performances espécially for the
estival,

Panel discussion topics included
Challenging the System: Cultural
D|ve,r5|t¥andtheCommun_lty Chal-
len w&helmage:A%elsmmDance,
and’ Challenging the Norm: Cul-
turaIDlversnyandtheArtlst.Amon%
the performances were Plateroan
|, performed in Spanish and En-

lish, performances hy the

orinquen Dance Company and
Garth Fagan Bucket Dance, ‘and a
jomtconcertby Urban Bush Women
and Liz Lerman/Dance Exchange at
the Pyramid Arts Center, The festi-
val réached broad and diverse ay-
diences including the African Ameri-
can community 0f Rochester, local artists of color
¥oun9 people; seniors, and dance students and
aculty at SUNY Brockport,

syracuse: Francisco Gonzalez y Su Conjunto and
members of El Teatro de la Esperanza were in
residence in Syracuse for a series of programs

The Festival

We could have gone to
see someone else
perform on Saturday,
but we had to see
Urban Bush Women.
They had become part
of our family, and the
kids still talk about
them. That's the piece
that's really important,
the cultural piece that’s
missing. They are
starved for that kind of
connection and the
feeling that, “hey,
that’s me on stage,
that's my family, my
culture.” | don’t know
where else they can get

that in this locale.
—Community cosponsor

Urban Bush Women
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Documenta-
tion

John O'Neal asJunebug
and Michael Keck as
Jodie.

John O’Neal came into
one of my classes and
Michael Keck came to
another on the same
day, and that was a
major moment. | had
been trying to get the
kids to value their own
experience enough to
write about it, and |
think what John did in
the story he told really
opened some kids up.
They were different the

next day.
— High school teacher
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organized primarily by the Metropolitan School
for'the Artsat variods venyes. The initial planning
meeting included MSA director Annetta Kaplan
and several of her staff, folklorist Daniel Ward
from the Cultural Resources Council, and the
Dean of the School of Education at S){_rlacuse
University, as well as John Suter and Pat Haines
from Cornell. Arriving at a workable schedule of
events in S)(racu_se was a challenging process that
continued to within a week of the restival (see
evaluation below?. In the end a member from the
theater faculty of MSA coordinated most of the
activities, including a performance by Francisco
Gonzalez for the Sanctuary movement, school
visits, aguitarworkshop
and a workshop and
discussionwith El Teatro
and representatives of
local Syracuse theater
companies. Dan Ward
arran?ed aperformance
for Francisco Gonzalez
Y_SuConJuntoatabranch
ibrary in SYracuse and a
class visit at the elemen-
tary school on the
Onondaga Reservation
south of the city.

Binghamton: TNe Roberson Center for the Arts
and_%mences had John O'Neal ofjunebugq Theater
Projectand Naomi Newman of ATravelingJewish
Théatre in residence for two days. On the first day,
thex gave assemblies and visited classes at the
high School in the heart of the city. The second
day, Roberson sponsored an evening that proved
to he one of the mast successful évents of the
festival. Naomi and John shared the stage for a
performance d_urmP which each presented ex-
cerpts from their solo plays. Immediately after the
performances a pane[ discussion took place that
drew upon the work just seen .and discussed
related |ss%es from_ the rr])erspegtlves of African
American_history, Jewish_Studies, theater, and
folklore. The pragrams in Binghamton were orga-
nized bES the Roberson’s Curator of Education
Donna Dajnowski.

Akwesasne and Canton: The proqrgms at
Akwesasne and Canton in New York State’s North
Country were organized in cooperation with the
American Indian Program at Cornell, Donna Cole,
director of the Akwesasne Museum, and Varick
Chittenden, director of Traditional Arts of Upstate
New York.. Roadside Theater and Carlos Nakai
were in residence first at the Akwesasne Mohawk
Nation gn the St. Lawrence River where they did
assemblies and class visits and were guests at a
social in the longhouse. They then ‘moved to

Canton, a small town about 12 miles from the
river, where they joingd with local Adirondack
storytellers and masicians for an evening at the
Grange Hall.

Video and Audio Documentation

Th%su,e and scope ofthe festival, in particular the
gat ermg 0f S0 many artists in one’place for an
extendg Perlo_d, offered an unprecedented oP-
Bortumty or video documentation which could
enefit éach of the companies, future presenters
of multicultural festivals, and audiences ineduca-
tional and community settings for years to come.
Professional videotaping on:a largé scale was out
of the question for financial réasons, but the
festival’s need for documentation provided a
un|1que [g)eda%oglcal 0 Rortunlty.
he Departmient of Theatre Arts offers asemes-
ter course, “Film and Performance” taught, b)i
Marilyn Rivchin. Marilyn agreed to use the festiva
as the project around which the course would be
structured. Fifteen students, diverse In their cul-
tural backgrounds and in their educational objec-
tives, took the course, Using Super-VHS equip-
ment, they videotaped approximately 180 hours
of performances, residency activities and inter-
views, including complete performances of each
of the companiés. Each Rerformance shoot used
at least three cameras. The students then worked
In teams editing the performance videos, and by
the end ofthe semester, each company had a full-
performance tape fhat 1t can use for its own
purposes. Inthe sprln,g semester, several students
produced thematic vidleo Frograms based on the
American Festival material as independent study

prol{/elcts. N
ost of the students had had no prior training
or e_x?erlence with video, S0 the course served as
an Intensive practical introduction to the field.
The performances are being broadcast over
local access cable TV in Ithaca in 1990, Other
footage 1s available to the companies at cost of
duPI|_at|on, and the entire body ofwork is being
held in the Department of Théatre Arts archive.
The six roundtable_discussions were audiotaped
%nd are available in the Comell Library Media
oom.

Follow-up

An American Festival has made a stron? and
varied |mPact on the Cornell campus, the Tthaca
community and the regions where other events
took place; judging from the numbgr and variety
of projects which are being conceived, planned
or carried out. In some cases, the festival stimu-
lated new programs or new Rrogr_am directions
within an organization; in ofhers it has infused
existing programs with new life or a new empha-
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sis. Below is a list of the follow-up activities we
are aware of to date; there may be some we are
unaware of, and there will undoubtedly be others
that have not yet begun._ _
» For his third year in residence at Cornell
John O Neal worked with Janet Salmons-Rue and
others to design a course called “ssues in Com-
munity-Based/Arts Development" which included
class fime and student involvement in projects in
the Ithaca community. Builtaround the process of
collecting and performing community- and fam-
ily-hased stories, the colrse included a return
résidency by the Roadside Theater and was gpen
to peoPIe from the community as well as from
Cornell. Stydents in the course participated in
teamsworking in partnership with six community
or?anlzatlons selected to represent the ethnic and
cuttural dlver3|%/ of the grea: The Altemative
Communltﬁ/ Scfiool, Newfield Central School,
|thaca High School, Greater Ithaca Activities Cen-
ter, Southside Community_ Center, and
Trumansburg Conservatory of Fine Arts. At the
end of the course, selectéd stories collected. at
each site were performed in their communities
and all together at the Center for Theatre Ars.
Cornell has secured funding to_continue the
course and related community activities through

3 : :

* The American Indian Program at Cornell,
which has never had a cultural Component to its
programming, 1 qlvmg cultural issues a higher
priority and is planning a festival of Native
American culture modeléd on An American Fes-

tival.

» The New York Folklore Society, a statewide
organization devoted to traditional arts documen-
tafion and Erogramm,m,?, changed its mission in
1990 to make an explicit commitment to address-
ing multicultural jssues in its structure and pro-
grams. As a service organization reaching, folk
artists and folklorists throughout the state, it has
the potential to influence the ways folk arts are
presented and the issues addressed.

* The Community School of Music and Arts
and the Senior Citizéns Center are collaborating
on.a project to bring Liz Lerman back for a
residency, and the Senior Center is has estab-
lished an ongoing dance program and a perform-
ing companr of Senior dancers.

« Jacqueline Davis at SUNY Brockport near
Rochesterbrought Liz Lerman back to the campus
in the summer-of 1990 to conduct a residenc
teaching, dancers and dance teachers to wor
with senigrs. , _

.+ The Southside Community Center decided to
shift its emphasis somewhat from recreational to
cultural programming ang is ea?er to work with
Cornell on particular PrOJec,ts— he return of Ur-
ban Bush Women is their first priority.
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e Aqroup of people from the Ithaca commu-
nity, inc _udm? representatives ofthe Ben &Jerry’s
Foundation, The Multicultural Resource Center,
the Greater [thaca Activities Center, the Centre for
Religion, Ethics and Social Policy, and the Ameri-
can Festival coordinator, |s,work|nP on a long-
range multicultural community development plan
for the county. Although the project deals with the
full range ofSocial, economic and political issues
as well"as cultural ones, the initial discussions
were stimulated by the festival, and the cultural
dimension is reco?nlzed as central to the process.

* The complete edited performance videos
from the festival have been broadcast several
times on the |thaca cable access channel. Cornell
Theatre Arts is receiving numerous requests from
schoals, colleges and community settings to use
the videos in educﬁlonal settings. Carlos Nakai's
cassettes have so _v_er% well"at the Unitarian
Church, and his music is being used as part of the
service there.

EVALUATION

A central goal of the feftlv | was that it should
stimulate ongoing work leading to lasting chan%e
Inthe communities served. Thisgoal informed the
de\il/gn of the evaluation process in two ways:

» WE attempted to gather information and judge-
ments that would Be useful to people planning
similar events or doing related work in the future;

an
» We developed evaluation tools and processes
thatwould encoura e_peoBIeboth to reflectupon
the festival and to think a outvv_aYS_ the momen-
tum of the festival could be maintained.

The following evaluation instruments were
used (numbers indicate responses received or
persons participating):

Questionnaires

* Event Coordinator reports filed after each event

by the staffperson on site provided hasic informa-

tion about what happened, who attended, the

response of participants/audience and a prelimi-

nar ev2a7luat|on of the event in terms of festival
oals

: Artist questionnaires (24)

« Community cospansor questionnaires (17).

J Temporar,)( and Support Staff questionnaires

were submitted by event coordinators, other

temporary staff brought on for the month of the

festival, dnd Theatre Arts support staff (5).

Narrative reportsfrom:

* Roungtable panelists (102 _
* American Festival Project director (Ilg
* Department of Theatre Arts Festival Staff

©)

Evaluation

The American
Festival...was a revela-
tion to all concerned.
Not only were there
some moving and
llluminating perfor-
mances, but the impact
of the whole was—as
intended—a stunning
demonstration of
America’s multicultural
wealth. A miracle of
scheduling, caro-taking
and cheerful communica-
tion, this was probably
the most successful
outreach in university
history.

— Bea MclLeod, The Ithaca
Journal

Last week both Cornell
and Ithaca were treated
to an extraordinary
event, a triumph of the
vision and hard work of
the Department of
Theatre Arts....It is rare
that the city and
university can share so
equally in a major event,
showing us quality
performances and
allowing—no, demand-

ing, that we participate.
—L.A., The Grapevine
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Overview

There were no black ties
at An American Festival,
no massed violins, no
champagne receptions.
There was only the
vision and the people
who share it.

— Gayle Stamler, "Of The
People, By The People, For
The People" Inside Arts

Jessica Hagedom in
"Holy Food*

I was a discussant to
one of Liz Lerman’s post
performance talks. It
was a particularly
instructive experience
for me.... | could throw
out ideas or questions
and watch them develop
in directions | had not
even thought of. | was
able to leam directly, on
a first-hand basis, from

the performers.
—Roundtable panelist
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Evaluation meetings held by:

f- ,tAmlerlcan Festival visiting artists during the
estiva

» Comell Theatre Arts festival staff

* Theatre Arts faculty .

* Theatre Arts production staff .

* American Festival Project advisory hoard

» Focus Groups - The cogrdinator and outreach
director convened three focus-group meetings,
each including festival staff, artists, community
cosponsors and others involved in the project, o
talk freely about the event and Bossmle follow-up
programs or activities. (7, 8, 10)

Post-performance discussions

Post-performance discussions served as impor-
tant—and_deliberate—evaluation sessions for
several of the companies. Many of the works,
though Pollshed,and performance ready, are
continually evolving, partly in response to com-
ments from audiences. .

. In addition to this report, the original evalua-
tion_materials are available at the Comell Center
for Theatre_ Arts with copies at the American
Festival Project at Appalshop,

The infent of the evaluation process was o
gather information and judgements that would
enable producers and organizers of o_ther_la_rPe
events or smaller programs that deal with similar
forms and issues to hénefit from our exPerlences.
\We did nat have and could not afford the exper-
tise to desu{;_n professional evaluation instruments
or to do statistical analyses of the results; nor were
we convinced that thiskind ofapproachwould be
necessary to achieve our main. purposes. We did
tabulate ‘responses to quantifiable questions in
surveys, and we grouPed narrative answers with
similar content into_clusters so we could recog-
nize major themes, The %uestlonnalres provided
valuaplé information as to peoRIe,’s overall im-
pressions of the festival and their judgements
about particular aspects of it from many Qifferent
points of view. Butthe questionnaire format does
not encourage longer weII-thou?ht-outeprana-
tions of the judgements. On the other hand, much
of the information we solicited from narrative
written reports and focus-group conversations
was specific and detailed, ‘Including anecdotal
accounts, more thorough analyses, and prescrip-
tions for improvement.” The facus grouRs, which
allowed People who had experienced the festival
from different perspectives to interact with one
another, were P_artlcu,larly interesting and valu-
able. The questionnaires, narrative évaluations,
and evaluation meetings complemented one an-
other well, The discussions that follow attempt to
Incorporate most of the Issues raised and judge-
ments made during the process.

Overview

Before evaluating the festival in detail, it ma}/ be
useful to describg its overall tone and some ofthe
common summary evalyations offered by artists,
audience members, staff, members of thie press,
and others who participated In various ways. The
Cornell administration_ and the Department of
Theatre Arts received wide and enthusiastic praise
for their decision to celebrate the opening of the
Center for Theatre Arts with a community-ori-
ented multicultyral festival, Rather than “open
with a gala Performance of stars or some other
conventional event, Comell chgse a festival with
substance and mission that in itself was an
Important resource for the campus and surround-
gegmcecgmmumtles as well as a showcase for the

An American Festival generated a %reat deal of
enthusiasm in the Ithaca area, on ‘the Comell
campus, and in the four other communities in the
region where festival activites took ?Iac_e. Peaple
weére impressed with its size and in enslt_}/,. Many
remarked on the sheer volume of activities that
were takm(? Place In a short time. Most seemed to
understand that the festival had a uriJos_e and a
message beyond showcasing cultural diversity,
and those tfat attended performances and other
events felt that it was an important event for the
whole community. Because of scheduling prob-
lems or particular focuses of interest, many'people
were able to participate in only one or two events
but many of them have stated that the meaning of
the events they saw was, augmented bY their
being part ofthe larger festival. Even people who
didn ?artlmpa_te atall were moved and excited
by the fact that it was happening in their commu-

nity.
yrhe_re was sentiment strongestper_hapsamongi
the artists themselves, that AR American Festiva
was, too big, too intense, As a result, some
participants were exhausted b%the process, some
events didn't receive enough attention in the
Plar_mlng stages, and the overall impact of the
estival may have been broad but relatively shal-
low—a somewhat smaller festival might have
reached fewer people but reached thém more

eeply. :
IPlg safe to say that most people considered An
American Festival an exciting, provocative, well
executed project—overall a Success.

The next several sections evaluate thefestival in
terms of its syccess in meeting the goals and
expectations discussed above.
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Performance Quality - Artistic and Technical

Our %,uestlonnalres did not ask for evaluations of
specitic performances, but we did receive numer-
ous comments either about the performances as
a whole or about particular ones. The great
malont_y of comments were very positive.“The
following are typical: “Almost uniformly these
performances] “were_ passionate, . provocative,
eenIP/ aware”of social and political forces in
peoP e’ lives, and produced with an e)re to
quality;” “Performances. | saw were generally of
nigh professional, artistic, and intellectual qual-
Ity.” The most common criticisms were along the
line that, “Some of the groups seemed heay
handed and didactic.” Given the common hostil-
W In the United States toward ‘E)olltlcal” art and
tffe tendency among some performers to subor-
dinate theirart to paolitics, it is a credit to_the
artistry and artistic integrity. of the American
Festival performers that this criticism wasn’tmore
widely voiced, :
. Producing 20 performances by 10 companies
In four Spacés in five days was a technical tour de
force. The four technical crews, one assigned to
each performance Space, managed an ntricate
and exhausting schedule of settips, rehearsals,

erformances and strikes nearly without a hitch.

ey 10 their success were very detailed advance
planning and negotiations with the artists regard-
Ing theif exact nieeds. Because of the frequently
rapid changeovers required from one show to
another, the companies sometimes had to work
with less than the full technical caé)amty of the
facility. For example, there would have been
neithér the time nor the staff available to rehang
ights for each new show, so the companies
agreed towork within the constraints ofa custom-
ized standard plot that represented the best
possible blend of the requirements of the c,omga-
nies using each sPace. The artists had nothmq ut
praise for Cornell’s technical staff, both for their
echnical compgtence and for their ap'oroach t0
the work, Despite the gruelling schedule and the
many unforeseeable and last-minute changes and
adjustments, the staff maintained a ﬁrofessmnal,
responsive, friendly attitude throughout.

he dgnsn of the perf?rmance schedul_? ne-

cessitated an attention to planning and detail that
was anticipated on the whole [ess well by the
artists and their technical staffs than by the Cornell
crew. The technical flow of the festival would
have been improved if the companies’ technical
personnel had attended the April planning meet-
Ing or arranged to visit the site sometime"before
the festival, Also, they needed to be in attendance
at the festival during the days of rehearsal and
production meetings before the_performances to
Iron out difficultiesin advance. Overall, itseemed

Cornell University = Final Report & Evaluation

that the companies expected the festival to be
similar to other residencies where only one or two
companies are involved; they Rer 1aps didnt
make sufficient allowances for the tighter con-
straints and precision required for a lafger, more
complex event,

Audience Size and Composition

The Performance venues within the Center for
Theatre Arts were assigned to the companies
based largely on their appropriateness for the
Performance,s, the technical requirements, and
he exigencies of scheduling. Seating capacity
ran?ed from about 100 to"476, so with two
P_er Qrmances each, there was potentially a nearly
ive-fold difference in audience size “between
companies. The Hopulan_t of particular shows
was not correlated to seati 9 capacity—aesthetic
and technical Issugs necessarily took precedence,
and popularity is impossible to predict accurately
In any case. ,

Most ofthe performances in the smaller spaces
were sold outwell in advance, but in nearly every
case, most of the people who came to tfy their
luck on the waiting list were accommodated in
seats or standing rodm. The attendance for perfor-
mances in the Proscenium Theatre varied more
W|d,eIZ. El Teatro de la Esperanza opened the
festival with about 50% capacity, They appeared
to suffer from the lack of word-of-mouth momen-
tum, the lack of a substantial Latino community in
the area, and their mid-week scheduling, Urban
Bush Women played to capacity crowds for both

erformances, and the houses for Liz Lerman/
ance Exchange were about 75% full.

Cornell University, the largest employer in the
county, Is an elite inistitution on a hill high above
Cayuga’s waters and the city of Ithaca. It can
présent a formidable psychological barrier_to
people in the surrounding_communities. The
newness of the Center for Theatre Arts and its
severe parking problems compound the difficul-
ties of access. We attempted to address this issue
In several wars: b}/] kee$p|ng_t|cke,t prices low
(from $6 to less than $5 with discounts), by
arran?mg programs of various kinds in the comi-
munities; and” by offering free or deeply dis-
counted tickets through community centers serv-
mg seniors and the Affican American community.
Both Liz Lerman and Urban Bush Women If-
volved |ocal peogle intheir Cornell performances,
which helped to draw audience members who
might rgjoé otr%ert\{wse thtave comet.h i

e did not attempt to survey the audjences, so
we cannot offer a reﬁab?e audlgnce ?rofl?e for the
festival. Nevertheless, there seems to be general
agreement among the Cornell staff and others on
séveral points: Cornell student attendance was

Performance
Quality

The way It affected this
town was awesome. |
went to many of the
performances at night—I
was so moved by what |
saw, the dance, the
theater, the music. It
really touched me. | felt
it should not end, and
that is the reason I’'m

here tonight.

— Audience member at
focus group meeting

The main stage perfor-
mances seemed to be
the weakest element of
the festival. Several
seemed undeirehearsed,
others simply not very

good.
— Cornell graduate student

| went to nine perfor-
mances and only two
didn’t really move me.
The rest were wonderful,
deeply moving and
informative. While
sometimes heavy and
heart-rending, they were
very entertaining. Naomi
and Robbie both made
me look deep inside
myself through their
performances and deal
with feelings | did not

know | even had.
— Cornell staff member
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Roundtable
Discussions

| would suggest that
another theater group
from the dominant
American culture should
be included in the
groups participating at
the festival. Such
addition would give a
stronger impact to the
concept of cultural

exchange.
—Roundtable panelist

I was very struck by the
diverse community
audience attracted to
the Festival and by the
concerns voiced in our
session that are both
community and dramatic
concerns.

—Roundtable panelist

Panel- "American
Culture: Melting Pot or
Gumbo?"

18

lighter than either hoped for or expected; the
festival did draw substantial numbers of people
who were new both to the facility and to Cornell
performances in general; small”but significant
numbers of seniors, African Americans, and other
geople of color from the community attended:

ased on the relatively low response to the July
mailing sent to performlngi arts ticket buyers inthe
region, it appears that afarge Rroportlon of the
audience came in response {0 the press coverage
and are perhaps not reqular ticket huyers. If this
Istrue—and itis necessarily speculativé—itwould
suggest that p_eoPIe were not treating these per-
formances as just another arts event but that new
people were attracted to the festival because there
wbas sio_rtnethmg unique or particularly interesting
about .

Roundtable Discussions

The roundtable discussions proved to be the most
controversial component of the festival. They
were conceived as an integral part that would
complement the performances and other artistic
activities with strong intellectual and scholarly
Perspectlves on the iSsues heing raised. They also
ormed the festival’s most obvious link with the
academic mission of the university. Many partici-
pants in the conference, both panelists and audi-
ence, found the discussions mterestmg and im-
portant t? the festival, “Panels were 5|mulat|n8
and helptul. They extended and supplemente
the mixture of ideas, sounds and images set in
motion by the performances,” However, there
were some widely shared criticisms:
* “Roundtable” was a misnomer. The Center
for Theatre Arts does not have a room_that can
accommodate 75 to 100
people in a format con-
ducive to discussion.
Therefore, the panel dis-
cussions took place. n
the Film Forum, which
has a small platform in
front from which the
audlﬁnce ascends_in
steeP_ raked seats. This

con |§7urat|on height-

ened eseF_aratlon -
tween panelists and au-
dience and _hindered
open discussion.

* The panels were too large. Once each
panelist had made_his or her presentation, there
was usually little time left for discussion among
panelists or with the audience.

* In'somg cases the chairs of the panels could
have exercised stronger leadership in focusmg
the discussion and encouraging wider and mor

representative participation. “There was little in-
teraction between panelists and no real shape to
the session: no_summing up, no real pulling
together the various themes.” *Mind you, every-
orie involved had something interesting to sa)(;
but the panels did not make™a larger statement”

» Some of the Ranells_ts seemed disconnected
from the rest of the festival and were unable to
tailor their remarks to its overall context and
mission. Panelists had been sent information
about the festival as a whole and the place of the
roundtables init, and they had been encouraged

by submdmng their exPenses[) to stay for up to

five days so they could Rar icipate” fully and
Interact” informally with tne artists and “other
scholars, Some panelists were able to take advan-
tage of this opportunity, but others did not Most
panel discussions were not set up in relation to
any experience or information shared among the
Panell_sts or between panelists and audience, so
rue dialogue was rare.

* Too few students attended the roundtables.
This was g groblem for the festival asawhole, but
it was often commented upon. particularly in
relation to the roundtables (see discussion bélow
about campus involvement). _

» Several of the panelists and the coordinator
of the roundtables felt keenly the lack of a
postmortem meeting on the roundtable compo-
nent towards the end of the festival that would
have %ermltted the panelists and staffto reflect on
whathad transpired and to learn more effectively
from each other and from the process.

The panel entitled Whose Culture? Thoughts
on Shaping ArtsPolicy in America, cosponsored
by the Cornell Council for the Creative and
Performing Arts (CCPA) at the Johnson Museum,
prresented_some special challenges and problems.

he American Festival Project, the festival coordi-
nator, and the_DeveIoPment Office of the College
of Arts and Sciences all were jnterested in ?ather-
Ing a panel to discuss major issues of public and
institutional arts policy in‘a multicultural context.
We wanted to Include in the dialogue re,Pre,sen-
tatives of nationally known_funding institutions,
public and [frlvate, and national advocates for a
multicultural agenda In arts pollcg. The Intentwas
hoth to continde the national deDate and to draw
the participants’attention to the festival itself. The
CCPA was aplproache_d to_coordinate and help
fund the panel discussion. The spirit of coopera-
tive partnership that characterized the process of
the festival as a whole never quite took hold in
this project. Communication was poor, and the
CCPA staffseemed not to be fully in tune with the
intent of the panel as a part of the Iar?_er festival.
The panel itself was intended to function less as
ausual series ofPrese_ntatlo_ns on a theme than as
a tightly moderated discussion among the panel-
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ists in front of an audience. It proved to be too
Iar%e (14 panelists) to be successtul, perhaps in
part because neither the moderator nor the pan-
elists had completely(_ understood or embraced
the format. The resulting discussion, held on the
sixth floor of the Johnson Museum of Art, was
Interesting.and_ well attended, but it lacked the

?Oerpth or Significance the organizers had hoped

The design ofthe conference and the selection
Brocess for panelists were sources of tension
etween some American Festival Project staffand
artists and some of the Cornell organizers. There
Wwas.a suspicion on the part of some American
Festival Pro_{(ect artists and staff that a large, elite
university like Corell was unlikely to beable to
break out of certain standard formats and habits
of discourse info a more_flexible, participatory,
and intellectually stimulating mode more in keep-
Ing with the spirit of the festival. It is probabIY fair
to'say that while the American Festival Projecthad
not yet developed their own clear vision 0f what
they were Io_okmg for in the humapities compo-
nerits of their festivals, and they did not have a
defined roster of. ‘“numams%s”, they did know
what they didn't like when they saw it. Some of
their coicerns were in fact Borne out in the
criticisms outlined above. Some were part of the
overall suspicion of large, establishment institu-
tions as discussed below. .

The most successful panel discussion, in the
apparently unanimous opinion ofthose who saw
It In perSon or later on tape, took place in
Binghamton at the Roberson Center for the Arts
and” Sciences. John O'Neal (Junebug Theater
Project) and Naomi Newman (A Traveling Jewish
Theatre%ope_ned the evening by sharing the stage
and exchanging briefperformance segments from
their reperfoirés that were selected™to comple-
ment and reflect back on one another. FoIIome
their performance and a short break, four panel-
Ists representing various disciplines and both
Jewish and African American cultures, engaged in
a stimulating discussion that took the" perfor-
mances asitspointofdeparture. Havingashared—
and provocative—experience in comman pro-
vided a focus for the conversation and discour-
aged the common tendency for panelists to
deliver set pieces on their topic of choice irre-
spective of what others have said. Also, the
Panellsts continually referred back to the work
hey hgddseen on stage, which kept the discussion

rounded, .

’ There s c,IearI%/ room for new thinking and
experimentation to develop ways for scholars,
artists, students and other Interésted people to
engage In dialogue about important issues in the
contéxt of a féstival or conference. The r(];_oal
should be to create an environment in which
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everyone participating comes prepared to func-
tion "both as teacher and student, regardless of
official status, and where the structure and pro-
cess allow meaningful exchange to happen.

Campus and Community Involvement

At Cornell

Of the 100 or so events that took place in the
Ithaca_area, about half were located on the
Comell campus. They included the 20 perfor-
mances at the Centér for Theatre Arts, four
roundtable discussions at the Center and two
additional roundtables held, respectlvel){ at the
Johnson Museum of Art and the College o
Agriculture and Life Sciences, and numerous class
vISits, lecture demonstrations, and social events.
From the earliest me,etm?s on, Cornell facul%y
staff and administration from departments ard
programs throughout the university participated
In the planning, and many took part as panelists,
sponsors of events, and attendees. o
Overall, the Cornell student community’s in-
volvement In"the. festival _ both planning and
attendance, was dlsapp0|nhng|ly low. This was a
ke¥ weakness of the festival “and was widely
noted in written and oral evaluations. The nature
and extent of student involvement were closely
connected with the issue of timing (discussed
more fuIIY below‘. The festival began only a few
weeks info the fall semester. Atterpts to involve
student organizations in the planning the previ-
ous Spring; were unsuccessful, in part hecause
membership in the ?roups, and especially their
eadership, chan?es romyear to ¥ear, S0 continu-
ity .and momentum are” almost impossible to
maintain over the summer break. In migd-Septem-
ber, students are getting settled and adjusting to
the new year’ demands and are just beglnnlngl_to
form the friendships and organizational affilia-
tions_ that later in the year result in student-run
activities of all kinds. Early fall is.a very difficylt
time to get their attention for a festival. As  result,
student”participation could be characterized as
Basswe on the whole; when programs were
rought to them in class visits or residence halls
they Were exposed to the festival, but relatively
few students made the effort to attend perfor-
mances, roundtables, or other events to which
theg were not already committed.
ome on the Department of Theatre Arts fac-
ulty felt that the lack of student involvement was
que in part to a relatively lower priority 8|ven 0
the Cornell _or?anlzmg éffort as opposed to the
attention paid fo the %reater Ithaca community. It
Is probably true that the coordinator and outreach
director spent more time on the community
activities, for two reasons: First, organizing on

Communi

Cam ﬁus and
Involvement

The big highlight at my
school was when Urban
Bush Women performed
their piece celebrating
kids' movements. They
performed, and then they
asked the kids to teach
Urban Bush Women
some of their own
movements that the
professional company
could integrate into their
pieces. It took the
people a little while to
trust that, but pretty
soon the kids were
learning each others’
moves, everyone was

learning from each other.
— Middle school teacher
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Camﬁysand
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Francisco Gonzalez and
Yolanda Broyles.
Gonzalez at Senior
Center.

Because seniors know
polka and like it,
Francisco worked in
quite a bit of Texas polka
and things they could
relate to. Then he got
the whole group dancing.
Two ladies danced, one
94 years old, the other
95 percent blind. It was
the magical moment for

me.
—Community cosponsor
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campus was approaching a point of diminishing
returns during the late “spring because of the
coming summer break, and by the time the
campus came to life again in the fall, there were
neither the time nor résources available for last-
minute organizing on a large scale. Second, the
attempt to bridgé the. gulf between town and
gown was a unique mission of the festival and a
Challenge that required a great deal of thought
and effort. The barriers to active participation’by
the community ina large CorneII-sRonsored everit
were presumably gréater than those faced b
other members of the Cornell community.

A related 1ssue within the Department of The-
atre Artswas the difficulty ofintegrating a produc-
tion of this kind and magnitude into the workings
of an academic department. Several faculty, in-
cluding Chairman Bruce Lewitt, felt that if the
department were to take on another projectofthis
kind, itwould need to be much more thoroughly

integrated into the aca-
demic life of the degart-
ment, involving both
faculty and students. Stu-
dents” would become
more deeply involved
and the festival would
find_ resonance in_their
studies. The experience
of the students who un-
dertook the documen-
tation of the festival i
Perhaps a good model

explore.
_ o Hanthefestival taken
place inthe spring, itis I|kel¥, Inthe co-ordinator’
opinion, that campus participation by faculty,
staff, and particularly students would tave heen
farmore significant and that the festival asawhole
would have had amuch higher profile on campus
than it did occurring in Séptember.

In the Greater Ithaca Community

The active involvement of the greater Ithaca
community in An American Festival was a key
theme thafunderlay the conception and planning
of the festival from the beﬁlnnlng. Cornell’s Cen-
ter for Theatre Arts is perched on'the town side of
a gorge that separates the campus from the
surrounding community, Its primary mission, of
course, Is education of the Comell students, But
It fosters active participatign by the communlt%/ n
many ways: The community provides about 50%
of thie Center’s audiences, local artists participate
In its productions, and  the Theatre Outreach
Pr%gram,does much of its pro,gr?mm,m In the
community. The American Festival Projectand its
constituent artists view interaction with local
communities as a cornerstone of theirwork. They

saw this festival as an opportunity both tg work
with Ithaca’s diverse communities on their own
turfs and to address the town-gown relationship
Itself by modeling a truly cooperative program
that would bridge the gag between them.
. As outlined tnder Program Planning above,
Ideas for,?rogram_s in the community came from
community organizations, in responsg to written
solicitatioris and personal contacts.. Cosponsors’
needs were matched with artists’ interests and
capahilities through a process of negotiation and
coordination carried on in as%mto true partner-
ship. In the end, more than 50 events took Rlace
Inschoolsand community organizations in lthaca
Newfield, and Trumansburg. Although most of
the community-based events were part of ongo-
Ing programs of the cosponsorln?_or anizations
ar]d were not orPdgn to the public, the public
relations effort and resultin ?ress coverage em-
phasized the involvement of the community and
contributed S|En|f_|cantly to the overall sense that
An American Festival was an Ithaca area festival,
not just a Cornell event. The written evaluations
by community cosponsors, comments In the
focus group meetings, numerous informal com-
munications, and press commentary all reflected
a high degree of satisfaction with thie nature and
extent of community involvement in the festival.

The programs that took place in community
_organlzatlons were generally well received and
ju ged s_uccessful_bg the artists and the host
organizations. Th du gements about programs in
the schools varied more widely. Many of the
school experiences were extremely successful
notably those atthe Alternative Commupity School
where’students and teachers were well prepared
for and actively engaged with the artists. In'other
settings the programswentwell but there was less
active” involvement on the part of teachers and
students. In a few instances, particularly at the
Boynton Middle Schaol, there were serious prob-
lems. Responsibility for the difficulties seemed to
|,e_P_ rtIZ with the teachers and apa_rtl with the
VIS mg artists. In some cases the artists, who had
been Driefed in detail about each of their resi-
dency activities, came into the classroom or
assernbly unprepared to deliver a program appro-
priate t0 the students. One of the aftists was in
gneneral less experienced and less interested than

e others in_community or school residenc
activities, and her programs tended to be less we
prepared and age appro%rlate. Another was some-
what erratic; he could be excellent in one class
and quite ineffective in another,

Preparation was the key on the teachers’ and
students’ side of the relationship as well. When
the teachers were well prepared and had spent
some time getting their students ready for the
artists’ visits, the programs tended to go well for
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everyone. Inafew cases, teachers made the effort
to meetwith the artists several days in advance of
the scheduled proqram, s0 when the classroom
visits took Place, he students had been thor-
oughl briefed and the teacher and artist already
had the beglnmn?, of a working relationship.
When the preparation had heen poar, the pro-
rams tended not to go well. In some instances at
e Boynton MiddleSchool, lack of preparation
plagued both sides. In one case, a teacher alleg-
ed_I% greeted the visiting artist in front of the class
with the comment, “Well, | dont know th/
ygtusrtea rhtg&eh but since you are you might as well
g Some of these difficulties were a function of
the timing of the festival and its size aswell. There
simply wasnt enough time for the outreach
director or festival Coordinafor to do enough
detailed advance planning with the teachers.

In the Regional Programs

With the exception of the Rochester/Brockport
festival, the regional programs consisted of gne-
to three-day residencies by the visiting artists.
Planning time was even shorter than in Ithaca,
and thé cosponsoring or%an,lzatlons generally
could not devote the staff time neceSsary for
extensive community organizing. Therefore, com-
munity organizations other than the main co-
sponsor wére not generally involved in the design
and_planning ofthe programs in which they
participated. Nevertheless, the regional cos?on-
sors understood the mission and Structure of the
festival well, and the degree of community par-
tlc!Patrl]onhm the events themselves was gerierally
uite high.
1 The Igobe[son Museum, which did not have a
lot of experience with community-based pro-
%rammmg, wisely chose to plan a' modest two-
ay school residency and an even|n1q of perfor-
mance and discussion at the Museum, The evening
with Junebug and A Traveling Jewish Theatre’s
joint performiance followed bya panel discussion
Was verz well conceived. The artistic colabora-
tion was an experiment put together with jttle
time for rehearsal hut based on strong artistic
affinities between the artists and on & mutual
desire to explore the relationship between Afri-
can American and Jewish cultures. The result was
promlsmg_enqu?h that the two companies are
now working in Tormal collaboration on creatlng
anew Blay. he panelists were well chosen an
were anle to use the performance as a ?o_lnt of
departure for important discussions of issues
relating to the African American and Jewish
communities.

The Metropolitan_School for the Arts and
folklorist Dan Ward from the Cultural Resources
Council in Syracuse have strong community con-
nections, but because of the short time available,
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it was not possible to involve the community in
the planning to the de%ree that everyone wauld
have liked. But, given the limitations, they were
able to engage séveral commuynity organizations
In the projéct” a college, schools, & neighborhood
library, and a Latino community orgafization.
Atthe Akwesasne Reservation, the institutions
are thoroyghly embedded in the community. The
most significant event of the res;deUQY was Road:
side Theater and Carlos Nakai’s visit to a social
dance organlzed for them at the Longhouse. The
artists hadl been expecting—and expécted by the
organizers at Akwesasne—to perform as part of
the evenlnﬁs activities. But they learned at the
door that they could not brln? their instruments
Inside because of traditional Teaching regarding
fiddles. They were welcomed into theL.onghouse
without instryments and participated fuIIP/ in the
event, Accor mg to Susan Dixon, who workswith
the American Indian Program. at Cornell and
represented An American Festival on this resi-

dency, the confusion made for a moment of

awkwardness, hut, “|t?ave the chiefs.an opportu-
nity to articulate a E)ar of their traditional culture
to peoPIe wha_not_ only accepted it but deepl}/
respected 1t....The initial visit built trust on- all
sides, an essential step in cross-cultural commuy-
nication of any kind,”All parties are interested in
contlnumﬂ the relationship.

The following nlggt in Canton, local storytell-
ers.and musicians, - ,rou?ht together by Varick
Chittenden of Traditional Arts”in Upstate New
York, joined Roadside and Carlos Nakai for an
evenlni; of performances before an audience of
about 150 local people in a Grange hall. [t was a
E_ru_e ctommunlty event with full community par-
Icipation.

?he strategy of the organizers at Rochester/
Brockport was to add panel discussions, some
performances and some
residency activities, in-
voIv,m(i the American
Festival artists to a wjde
range of activities that
were already planned for
that time_period in the
area, The NY
Brockport Dance Pro-
ram and the_Pyramid

rts Center in Rochester
both had ongoing pro-
grams and missions that
were in_tune with the

oals of An American

estival, so they were able to use the leverage
provided b}{ Comell and the American Festival
artists to pu to%ether a two-week festival involv-
Ing a large number of community and educational
organizations in a celebration and examination of
thé area’s cultural diversity and challenges.

Communi

Camﬁysand
Involvement

| want to thank you for
letting us go through the
bios and choose who we
wanted to work with. |
knew Urban Bush
Women was the group
for us because they
could really drive home
the point that, “this is
what you can do with
your talent.” For us to
see our young people
perform on stage with
Urban Bush Women, |
was to proud to see
them doing this, | was in
tears. To come in as an
amateur and be part of
that professionalism—
what it did for their self

esteem was incredible.
—Community cosponsor

Young dancers at Urban
Bush Women workshop-
Southside Community
Center.
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Loca]IArtist
Involvement

Ithaca storyteller Denise
Wells at Ithaca Youth
Bureau.

| saw posters, but until
you called me, if | hadn’t
been personally involved,
| don’t think | would
have given it a second
thought. Being involved
in the workshop and
then performing with
David (Pleasant,
musician with Urban
Bush Women), doing
some drumming, was a
wonderful experience for
me and made me look
closer at what was going
on. The closer | looked,
the more | thought, this
is great.

—Ithaca musician, at focus
group meeting

22

Local Artist Involvement

The question of local artist participation in the
festival was a source of some tensjon and contro-
versy between the American Festival Project art-
Ists, the festival organizers and the local commu-
nity of artists and their suE)porters. The American
Festival Pr_erct In its written materials and nego-
tiations with festival producers makes, participa-
tion by and interaction with local artists a ,hlqh
Prlorlty. The Ithaca area is home to a relativély

arge number of artists working in awide range of

disciplines. Many are emplayed by Cornell, Ithaca

College, or other colleges in thearea, but many

are independent.of In-

stitutional affiliation. In

the Ithaca artistic com-

munity there is some re-

sentment about the ten-

dency for presenting or-

?amzatlons and ofhers

0 spend their money

and energies bringing,in

outside artists and “Ig-

noring the local ré-

sources. The festival or-

anizers understood

ese goals and senti-

- ments and felt both in-

ternal responsibility and external pressure to
deveIoP strong locdl artist participatiop,

On_the other hang, amonP ornell’s several
objectives for the festival, localartist participation
was important but not the_highest priority. The
university’s educational mission and the “philo-
sophical and strategic commitment to work pri-
marily In partnership with the existing programs
in the community resulted in an emphasis on
trying to respond‘to the program requests of the
|ocal or%amzatlon_s. In some Cases, those requests
included local artist participation, which the fes-
tival staff encouraged; in many others, the re-
quests centered around ways td make use of the
particular skills and interests of the visiting artists.

There were some informal criteria fhat the
festival organizers used in select_lng local artist
Involvement, Prlnc_lpallf\]/, the artistS needed to
have a strong relationship to the mission of the
festival, by virtue of either the content of their art
or their membership in and service to particular
communities. The American Festival artists are
Prlmarlly interested in working with, Iearnmg
from, and supporting artists who'are firmly roote
in their communitieS and whose art is an"expres-
sion of thelr communities. _

. The festival qrganizers faced a some practical
difficulties In_developing a strong local artist
component. The Tompkins County Arts Council
was In the midst ofqomg out of bUsiness just as
the American Festival planning was getting under

way. The director of the arts council was on the
steering committee of the festival, but under the
circumstances she did not re,aIIyrePresentth_e ars
community and was not active’on the committee.
There was'no rec%gmzed spokesperson or orga-
Plza lon that coul reloresent the community’ of
ocal artists in the Pa,nnmq process, and"the
organizers at Comell did not have the personal
contacts or the time to.do acomprehensive search
for the most appropriate artists to take part. .

Initially, some in'the Ithaca com_munltg voiced

resentment that Cornell was paying substantial
artist. fees to_bring outside performers while
offering very few opportunities and little money
for local artists to perform. (The Ithaca Times
gave voice to these sentiments in its September 14
issue.) But as the _Plannmg progressed and the
festival ynfolded, it became cledrer to most ob-
servers that An American Festival was not just a
performance bookm_g of expensive artists from
out of town. Rather, iTwas a complex rErOJect that
wove performance together with many other
activities in a festival designed to educate, stimu-
late, and chall_engie the community around issues
facing a multicultural society. And in the end,
many’|ocal artists were involved.
. +"The festival included a series of four noon-
time outdoor performances at the Center for
Theatre Arts featuring pairings of visiting and
local artists. _ _

o The Communltx School of Music and Arts
sponsored, an evening ot workshops and jam-
ming b%/wsmnr% artists and about 40 local mysi-
cians. The drumming workshop led to a perfor-
mance by the participants a few days later in the
noontime series. . _ ,

» Several local artists took partin the Children’s
festival of music and stories at the Youth Bureau
in Stewart Park. _

» African American youth from the Southside
Community Center performed with the Urban
Bush Women in their Cornell performances, and
senior adults from the Senior Center were inte-
rated Into Liz Lermans performances at the

enter for Theatre Arts. o

» Local artists were involved extensively in the
regional events in Sodus, Canton, Rochester/
Brockport, and Syracuse.

Participating artists in the Ithaca area included

African American community-based storytellers

and drummers, a Finnish accordion player, an
old-time string band, and Central American refu-
?ees, among others. Overall, local artist participa-
lon was not as prominent as everyone would
have liked: several people mentigried this as a
deficiency in their evalyations. Yet local artist
Partjm'oa lon was a significant component of the
estival and was well mteqrated Info its mission.
Local artists who evaluated the festival were
enthusiastic about their experiences.
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Visiting Artist Networking

AnAmerican Festival was the Iargiest gather,ln? of
American Festival Project artists to dae. Elph of
the coalition companiés plus two additional’ones
Carlos Nakai and Jessica Hagedorn) were in the
thaca area together for a week to ten days. Yet
they were so” heavily scheduled with perfor-
mances and residency activities that they had very
little time to spend with one another. Most of the
artists had assumed that the festival would, pro-
vide a unique and much needed opportunity to
see and discuss each other’s work, explore pos-
siilities for collaboration and the many issues
raised In the course of their work, and ‘deepen
their personal and artistic relationships. Unfortu-
nately, these aisum (SIOHS hﬁd never been stated
as explicit goals, and they had not been. anticI-
pate br the orqanizers at Cornell, so time for
Informal artist interaction was, not mcorgorated
Into the Ianmng and scheduling Rroces_.

Closely related to this issue was that oftime off.
The organizers had negotiated with the artists on
an ongoing basis regarding the intensity of each
company’ schedulé and had adhered, for the
most part, to their requests. But no one had
understood in advance the degree to which a
large, intensely scheduled festival would ?ut
exfra emotional and physical demands on the
artists. Asaresult, many ofthem found the festival
exhausting, they didn't have time to relax or
explore the community, and they were unable to
spend time with their” colleagués. This was the
most commonly and vehemently voiced com-
plaint about the festival on the part of the artists.

Had we been able to anticipate these prob-
lems, we might have been able to free up
common time off to allow for greater interaction
among the artists, However, as the time off is
Increased, the question then arises to what extent
the presenting orPamzatlon should be respon-
sible for paqu arfist fees and expenses for what
could amodnt to a retreat during the festival that
I of no_direct benefit to the presentor. Achieving
an equitable balance between the needs of the
artists and those of the presentor in this, area
would have become part of the negotiating

0CEss.

Despite these difficulties and problems with
providing enough complimentary tickets for the
artists, most of the vmtmg artists were able to see
the performances of other artists. Many men-
tigned this and the oppartunity to be together
with the other artists as hlthlghts of the festly(?l.
Several artists commented that'they found valida-
tion and suppart for their own work in seeing that
other companies in the festival were addressing
Common concerns.
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Media Coverage

For the most part, local coverage was extensive
thorough and positive, and much of it addressed
the themes of the festival, making it clear that this
was not 5|mpI¥:a showcase of ethnic performing
arts on stage. Coverage of the satellite festivals in
the region varied but overal| was excellent. Na-
tional covera?e was abysmal.

Graham Stewart was responsible for the local
coverage. He was thorough and energetic. He
worked closely with the féstival coordinator on
the PR materials and setting up. meetings_ and
Interviews with the Press. The daily IthacaJour-
nal provided excellent preview coverage In its
Leisure section before and durln% the festival and
grlnted news articles as well. The Cornell Dalil

un and the Chronicle, and the weekly lthac;
Timesand Grapevine featured the festival promi-
nently with long articles and event listings. The
Ithaca Times was apparently unable to resist the
whiffof controversy over local artist participation,
which gave their piece a somewhat unsavory
tone, but the other papers were remarkably
thorough and Posmve In their coverage. The
(Grapevine Prm ed an enthysiastic editorial fol-
lowing the festival, and the TimesandJournal as
well ran complimentary reviews. Paid print, radio
and TV advertising and aPpearances on local
cable access TVandradio talk shows rounded out
the coverage. _ _ ,

From the Comell organizers’point of view, the
most important and giratlfyln -aspect of the local
coverage was, that the media %nde[sto?d the
mission of the festival and wrote about itat length.
They treated it not just as another showcasé of
cultdral diversity but as an attempt to use the arts
to address issués that are important to this com-
munity as well as to the nation as a whole. The
sense of excitement and significance generated in
the Ithaca area by the festival was duein large part
to the amount and quality of coverage it received
In the media. . , _

In earl planm@ meetmgs with the John
Burness, Cornell’s Vice President for University
Relations and Sam Segal, senior education editor
at the News Service’ during, February, it was
agreed that the News Service would handle
national publicity. Se%al was hriefed several times
about the plans for the festival. He was given
national lists of press contacts in the arts and storxf
Ideas and angles relating to the arts, multiculturd
education, ethnic and minority relations atuniver-
sities, and town-gown Issues. The size and scope
of An American Festival, its unusual mission, 1ts
relevance to diverse issues, and Cornell’s national
prestige should have made it attractive to a wide
range 0f national publications and media. Yet, the
News Service limited its efforts to sending out a

Visiting Artist

Networking

| began to refer to us as
the burros. We were
everywhere—three times
a day, sometimes four
times a day in different
locations. The people
who were doing the
scheduling did not
understand what they

were asking of us.
—Francisco Gonzalez,

Festival Artist, quoted in
Inside Arts

Not enough parties! Not
enough time! We needed
time together to
socialize, meet local

artists, etc.
—Festival artist
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Document-
ation

| have a great concern. |
feel like there has been
a bond created here
[between the artists and
the community] and that
the ball has been
dropped. Kids, senior
citizens, myself included,
will feel the vacuum. |
feel that Cornell and all
of us have a responsibil-
ity to fill the vacuum and
keep growing. | think
that’s all possible, |

really do.
—Community cosponsor

Cornell has made a
major commitment to
this community and to
artists with this festival.
It would be a shame if all
these bridges that have
been built should

suddenly disappear.
— Audience member
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sm_?le press release to a national list of education
editors. The Department of Theatre Arts and the
American Festival Project, through their own
contacts, and efforts, were able o arrange for
substantive articles in Inside Arts, publishied by
the Associatjon ofPerf_ormm(ﬂArts Presenters, and
American Theatre. This was the extent of national
publicity for An American Festival.

Documentation

The video documentation of An American Festi-
val re(iuwes evaluation on two counts: first as to
the extent and quality of the resulting videotapes,
and second as to the success of the Course which
took on_documenting the festival as its core
project. The marriagé of the course and the
documentation project was an elegant and fortu-
Itous solution to a difficult problem’ butitcouldn't
be a complete solution. The problem was the
need to document a very large event with very
little money to spend. To professionally shootand
edit broadcast-quality footage would have been
prohibitively expensive. Usm? students working
with Super VHS equipment allowed comprehen-
sive documentation, but the students” inexperi-
ence and the format ensured less than profes-
sional quality of the end product. .

Given these limitations, the ;%rOJect was by all
accounts extremely successful, The sheervoldme
of material (180 hours) constitutes an important
archive of performance and residency activities of
all the comp,anles._Man¥ of the comPanles came
Into the festival with little or no performance or
residency-activity footage of theirwork to use for
promotion or in'their own process of evaluation
and artistic development. Each compan)( now has
an edited full-performance video, and they have
access to the performance outtakes and raw
footage from their residencies,

The course was a stimulating challenge both
for its teacher, Marilyn Rivchin, and Tor the
ethnlcallx and racially diverse group of students,
It was a huge project for students inexperienced
In video to Undertake, and because of the content
of the festival, it raised challenging personal and
B(_)|Itl(;a| Issues for many of them. As Marilyn

Ivehin reports; _

The large majority of the twelve students in the

class did immerse themselves in the videotap-

|n% of performances and events and interviews
with artists and participants. In general, they
accomplished a great deal, working serious|

and tho_roughIX In team-editing the Perfo-
mance videas. Asthe course continued after the
festival, they became more deePIy Interested in
and aware 0f issues of multiculturalism, Polltl-
cal art, activist theater, and activist video, 1t was
clear that for many students, contradictions In

their own attitudes toward race, difference
political art, censorship and compromise had
never been openlly discussed before In a col-
lege classroom....I" tried to_encourage a non-
competitive, collective spirit in crew'work and
group discussion ofissues,...aligning our work-
ing methods and, opemn? néw channels of
communication with the values ofthe American
Festival Project

Long Term Impact

As this report ?oes to press nearly two years after
completion of the festival, some outlines of its
long term impact are discernable. The list of
programs and Influences under Follow-Up above
su?ge_st some of the more_ concrete and measur-
ablé impacts, The periodic returns of Roadside
Theater and Junebug Theater Project now tenta-
tively planned through 1993 are providing ongo-
Ing Stimuli to the peo_P,Ie and or%amzatlons the
totch, Clearly, a signiticant number of people at
Cornell, in‘schools; and in community organiza-
tions were inspired and encouraged to build
Programs on the work begun or nuftured during
he “festival. Beyond the “list, one can only be
speculative and subjective, imagining the impact
on individual students or seniof adufts who may
have been deeply touched by their experiences
during An American Festival. Suffice it to say that
the proq_rams and activities that have sprung from
the “festival are evidence of some Ion? term
Impact, and that maintaining the momentum of
the festival was a high enough priority of some
people in this. community that ripples from An
,fArtnerlcan Festival are sure to be felt far into the
uture.

Festival Organization and Logistics

An American Festival ran smoothly, for the most
part, and most of the glitches occurred behind the
scenes where they were neither visible to the
public nor particufarly damaging. In evaluations,
written and oral, man_Y_ peoPIe commented on the
efficiency and reliability of the organization and
logistics.” Given the number of People Involved,
the number of events at different venues, and the
tightness of the schedule, very little could be left
0 chance, and forfunately, there were funds to
hire temporary staff adequate to the,task.

The Bible 0f logistics for the festival was the
American Festival Master Itinerary and Schedule,
a looseleaf booklet that contained:.

» Master Itinerary — a grid with one event
(performance, workShop, trip to the airport, van
rental or drop off, etc) per row and columns
showing pick-up time, location, eventtime, driver,
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event coordinator, vehicle, # of passengers, com-
pany involved, contact at destination, event name,
and'end pick-up time. Each company had one of
these o If something went wrong,”they would
know what was happening everywhere'else.

_» Event Schedule in twg versions, one orga-
nized by company (Roadside’ schedule on Mon-
day, Tuesday, etC.) and one by day (all events
gafkégghplace on Manday, etc.) Each artist had one

» Accommodations List— a grid organized by
motel with one room per row and columns
showing compan¥, room number, number of
people, confiquration of beds, number of nights,
price per night, total cost, guests, dates of occy-
ﬁgtncy. Each company had"one copy of the full

* Phone and Contact _Llit of artists, staff
accommodations. The festival coordinator and
outreach director used beepers. .
_. The degree of detail and precision in the
itinerary and schedule provided reassurance to
staff arid arfists that _th!n?s were under control.
The schedule had built info it some slack in terms
of time and equipment to allow for the unex-
Rected. For mogt of the time, a spare van was on
and in case of emergencies, and the office was
staffed with somegne available for information or
troubleshooting. The system worked very well,
but it was never severely tested—there were no
vehicle breakdowns, accidents or illnesses that
might have stretched our resources too far.
ne area_of Ioglstlcal Inadequacy was the
accommodation and transportation of roundtable
panelists. Several panelists were sth(lng In a
motel about two miles from campus. heY were
not hlgh|¥ scheduled and were frequently not
travelllng 0gether, so thelrtransportatlon couldnt
be scheduled in advance and there was, not an
extra vehicle that could be put at their disposal.

Thefollowing sections contain discussions ofissUes
\t%hlfchtwelencountered inplanning andproducing
efestival.
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Timing of the Festival

September was chosen for the festival for two
ood reasons: As the inaugural event for the
enter for Theﬁtre Arfts, It needed to be at the

beginning of the performance season and the

academic’ year; and it would be less
disruptive of the Department of Theatre

Arts”normal activities at that time. Onge

the season Is underway, the Center for

Theatre Arts isin intense and constant use

forteaching and productions. The festival

dominated”all four performance spaces

and forweeks before as well as during the

events made extraordinary demands on

the production staff. The September sched-

ule allowed most of the final Ianmng

and preparation to take place before th

students arrived. . ,

However, the timing of the festival was

probably the most widespread complaint

voiced Ythe organizers and cosponsors,

i schools and Some community. grganizations.

For anyone involved with organizing programs

on campus or in schools, the September date

made planning extremely difficult.”As discussed
above under Campus and Community Involve-
ment at Cornell, student participation in plannin

Was wrtuallY nonexistent despite early contac

with student organizations; in the midst of their

activities for the current year, which are often
reaching their peak during the spring, students
could not become serlously involved in an event
that would take Place the following year and for
wlglncnh nthey would miss the final three months of

Ing.

: Slml%r problems arose in the schools. Teach-

ers were engaged in the early stages of planning

during the spring, and many werg excited by the
projeCtand strongly committed to it. But they, too,

Wwere effect&v,elyjaI sentddurlng %heMcnttlctaI pAan-

ning, period in"July and August. Most teachers

wog,l(ﬁ)n‘t?(now tHe}ir teacmn scheduies or the
coming Year until they returned for school, so
they couldntmake firm commitments inadvance.

Once back inschool inthe fall, they were d,eI,u,?_ed

with the immediate pressures and responsibilities

of getting the gear under way. In some cases,
teachers were able to maintain continuity with the

Plannlng process they had participated'in durlng
he sprln%, but in othérs, the momentum was lost.

Also with the festival coming so close fo the

beginning of the ){ear, there ‘was. little time to

gr e%%rt gme studenits for the activities that would

Timing

Carlos Nakaiperforms at
Cornell's Commons
Coffeehouse

The staffing and
organization were great,
the best I've experi-
enced.... | was im-
pressed with the
friendliness of the staff; |
always felt there was
someone to call if |
needed help. Efficiency
was high.... Thanks for
going through the
logistics with us; it was
really important because
of our budget limita-
tions... The Ithaca
lodgings could have
been more centralized so
we would have had a
zone of interaction
outside the performance
arena.... Flexibility was
a keyword.... Organiza-
tion was excellent.
Thank you. Staff was
very easy to work with—
consistently! So willing

to “go the extra mile.”
—Various festival artists
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Size and
Intensity

Liz lermand Dancers of
the ThirdAge

The size of the festival
was staggering. | don’t
know if it necessarily
adds up to more than
just a lot of work
available to be seen in a

two-week period.
—Festival artist

I work and my work
didn’t allow me to do
very much. There were
tons of activities during
the day that | couldn't
get to, and | felt a loss
in that. The negative i
kept hearing was, “I
can’t get there!”
—Community cosponsor
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Size and Intensity of the Festival

The size of An American Festival—some 60 artists
and 110events in 10 days—was one ofits greatest
strengths and one of ifs weaknesses. The festival
Was wldel¥ praised for the sheer number and
dlversLtX 0T activities jt sponsored, for its broad
reach 1N the community and the region, and for
the impact it seemed to have on thé community
as a whole, The twenty performances at the
Center for Theatre Arts proved to be an excellent
showcase—and production challenge—for the
facility itself, and with the addition 0t the many
residéncy activities on campus and thrqughout
le region, the festival provided extensivé and
very positive public re-

lations for the Center for

Theatre Arts, the depart-

ment, and the univer-

sity. The festival’s over-

allimpact on the greater

|thaca area, mostagree

was partly a function of

size, Anyone who at-

tended asingle event or

read the papers was

likely to be aware that

multicultural issues were

being exPIored through

the ats all over the com-

munity during the same

_ ten-ddy period.

But the size of the festival created frustrations
forpeople in all camps. Artists were exhausted b
the " intensity of their schedules and in some
instances frustrated by the briefness and superfi-
ciality of their interactions with people in the
community, The organizers were unable to de-
vote enough planning time to some of the resi-
dency activities because there were so ,man;{ of
them: And community members complained that
because. so much was happenmg In & short time,
an individual could only sample dsmall part ofthe
festival, unless, as marketing director Graham
Stewart sugquesfed wistfully, “everyone Hust_ takes
the week 0ff and ‘does’ An American Festival.”

In the judgement of the festival coordinator,
the 8eneral scale of the festival was about right; it
needed to he alarge, intensely scheduled gro ect
In order to have the strong and broad impact that
it did and in order to meet many of the objectives
of its participants. But some limited trimming of
resicency activities and rescheduling to Plve art-
Ists. and” staff a little more slack “coufd have
noticeably relaxed the pace and eased some of
the tension without noticeably reducing the
festivals impact.

Large Festival, Small Events:
Intimacy and Interaction

AnAmerican Festival was nota large event; rather
It was a Iar%e_ number of small events, intense,
Intimate, andl interactive. The largest audience in
the festival was fewer than 500 people, and by far
the majority of events involved fewer than 50
participants. In designing a festival with perfor-
mance and reS|denc%/ coniponents there are many
choices to make that determine its tone and likely
impact, At one end of the spectrum, one could
Flan a few large performances that would attract
arge crowds, and the artists could offer one or
twd workshops on the side. At the other, the
artists could perhaps perform_once and then
congentrate on an intense residency with one
small groulp—aschool class or asenior center, for
example. [n making such choices, one is forced
to weigh the relative benefits of many factors,
among'them: reachln? a large number of people
superficially against affecting fewer i)eop_le more
deeply; and creating distance and allowing only
one-way communication between arfistS and
audience against allowing intimacy and the pos-
sibility of interaction and dlaloque. ,
. The artists of American Festival Project rate
intimacy and interaction among _their h|([]hest
priorities, not only in residency activities buf also
n performance. They often address the audience
directly in the performance and nearly always
encourage discussion after the show. The small
performance spaces at the Center for Theatre Arts
100, to 475 seating capacity) were well suited to
he_intimate style of the companies.
The festival’s emphasis on residency activities
reflected the artists"and Cornell’s commitment to
community work and to interaction that could go
beyond the superficial, But the artists and orga-
nizers were aware that by creating a large festival
that reached many diverse institutions and seg-
ments of the comimunity, we were limiting the
options for concentrated, deeper impact on par-
ticular organizations oy individuals. Although
some arists indicated in their evaluations that
visiting fewer sites more often might have had a
stronger impact, this was not an area of contro-
v,ers_¥, because people seemed to understand that
limjtations of time and mone?/ forced this kind of
trade-off, Also, Cornell’s interest in formlngr a
Partners_hlp with the community as a whole for
his PrOJect had necessitated that we invite the
whole community’s participation and affempt to
Serve as man)( Interested parties as possible. Had
we chosen 10_do residencies in only a few
organizations, it would have meant excluding
man;r others whose needs and inferests were
equally important, and the spirit of community
involvement would have been undermined
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The structure of An American Festival never
brought huge crowds together for a shared expe-
rience of large celebration, but it was perceived
and experieniced b¥ people in the community as
a large, n_nPortant estival that was accessible in
Intimate, interactive settings. It isa model that has
worked consistently for American Festival Project
artists in smaller programs. Here, it proved to be
workable on a larger scale.

Working Within a Large Institution

Am,on? the stated goals of the American Festival
Project is a stran, commitment to cultural, eco-
nomic, and socia JUS’[ICE. Theirs 1S an agenda for
social change and a challenge to the njustices
perpetuated. through exwtmg power structures
and institutions. These ?oas and values are
shared by many individuals at Cornell University
and other Iarge Ingtitutions, hut they are ?enerally
notembraced by the institutions themselves. The
partnership between the American Festival Project
and Cornell in An American Festival raised a
central issue faced in every arena by people
attempting to effect change in the status'quo: Can
pegple and organizations work effectively within
or In partnership with establishment institutions,
making_use of institutional resources, without
their principles being severely compromised or
their a%endas coopted? _

. Asthe pIanmng for the festival got underway,
itbecame clear that some of the artists and others
in the American Festival Project had grave doubts
about the wisdom of collaborating with Comell,
They aPpeared tg question. the depth of Cornell’s
unders andlnt% of the mission of the_festival, the
sincerity of their commitment to it, and their
ahility to_carry it out, particularly in the areas of
community, involvement and the humanities pro-
gram. (A Similar skepticism regardm? Comell’s
intentions was also in the air in the Ithaca
community.) .. ,

Overall” in this writer's view, these were un-
derstandable concerns based in many cases on
long experience dealing with larqe and often
unresponsive institutions that might give lip ser-
vice 1o progressive ideals but fail to deliver in
action. The ‘skeptics were justified in being cau-
tl_%tljs and making their case as strongly aS pos-
sible.

But in the. cases where skepticism veered
towards cynicism the prejudgments were hased
on amisunderstanding ofthe relative significance
ofthis event within the total picture at Comel| and
on g lack of awareness of the complexity of Iarge
Institutions within which many wonaérful and
utterly contradictory thln%s can happen with
official sanction and suppoit. Ifsome ofthe ideals
inherent in the work and rhetoric of An American
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Festival were ever realized and implemented as
public or university policy, they would pose a
direct challenge to certain'powerful vested inter-
ests at the university. Curriculum revisions now
belnﬁ_deb_ated nationally, for example, could
resultin shifts of emphasis and money within the
University to the detriment of particular E)_rograms
or departments. But such a scenario is still a long
way off, and no one in the Cornell community
seemed to feel threatened by the content or interit
of An American Festival. On the contrar)f, It 1S
prohably true that many who might suffer loss of
privilege or even theirjobs if the ideals of social
and economicjustice were f_mally attaingd strongly
and sincerely suppors the ideals jn. rmuP_Ie._
Cornell 1s°an elite (not to say elitist) institution
nationally and a nearly overwh&lming presence in
Tompkins County physically, economically, intel-
lectually and simply”in terms of its clout. As IS
always"the case with very large or powerful
institutions, it is often viewed as monolithic by
those who are affected by it but arent part of it or
privy to its inner workings. And they are partly
right, for when it pulls together and focuses even
aportion of its resources, 1t can pack a monolithic
wallop.. (A bem_?n yet telling case in point is the
university’s ability to build a multi-million dollar
Center for Theatre Arts in a town where there is
Practlcally no performance space available and
hen launch An American Festival to celebrate its
opemngl.) But. Comell js far from monolithic.
Practically any issue can find powerful and arficu-
late allies here. Many of the people.in the univer-
sity who were actively mvolved in the festival
represent potential allies to others who are also
struggling for. cultural equity and social and
economic justice.. They are people who would
like to see’the universi K and the society chan%e
and who dont want to be targeted as part of the
Eé?ubd%'r}” while they are tryind to be part of the
The university also offered resources thatwould
be difficultifnotimpossible to find outside alarge
nstitution. Cornell was able and willing to take
the considerable financial risk of producing the
festival with no guarantee that the money Could
be raised; it provided a dedicated and very
professional staff who added the festival to their
on(l;omg responsibilities; it made use of its state-
of-the-drt Center for Theatre Arts, and it provided
substantial subsidy for events taking place in the
surrounding communities and throughout Up-
state New York. _ _ o
. Inthe end, the American Festival Project did
find enthusiastic, capable and committed allies

Within tﬂe university, and In the jun(]gement of

most of the artists the resulting” festival was
remarkably true to their mission,

Focus group meeting
exchange:

One of the ways human
engagement works is by
really having a human
engagement—not by
having people relate to
an image. If you push an
image too hard, then
when you get there
people don’t see you,
they still relate to the
image. That’s the “star”

dilemma.
— American Festival artist

Do you think these
people really don’t want
to be stars?

— Community cosponsor

We can't be and do the

work.
— American Festival artist

John ONeal and Ruben
Castro Hizaturriat
Alternative Community
School.
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Decision-
making
Process

Naomi Newman - A
TravelingJewish Theatre

| don’t think there was
anywhere near enough
communication between
the teachers and the
artists. It could have
been much more
productive if the
teachers and performers
had sat down together
and talked about what
was actually happening
for the students at that

time in the year.
— High school teacher
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Decision-making Process -
Whose Festival Is It?

[n order for An American Festival to be successful,
it needed to balance_ the interests and objectives
ofthe many participating organizations and achieve
a result that would be 3atistying to everyone—or
near!iv everyone. This meanf that ever}/one had to
be educated about the needs of the gther partici-
pants so that the necess%y for specific compro-
mises could be understoga'and accepted b){_those
affected. The concept of partnershlhp, agﬁ)1 led to
all levels of organization, provided the framewaork
for communicatign and negotia-
tion. In general it worked very
well. Judging from the evalug-
tions, moSt participating organi-
zations and individuals seemed
to feel that their needs had been
met reasonably well under the
mrgumstan_?_es and ihat theg had
had a significant role n shapin
the aspects of the festival th
affected them the most.

It was not all smooth sailing
along the way. The partnership
with the Metropolitan School for
the Arts (MSA) in Syracuse, for
example, was hampered by in-
adequate communication arid in-
decisiveness on both sides. From
the point of view of the MSA,
o

In letf] W ex
which artlstéJ would be avalflabl}el
_ to them at what times and for
what Kinds of events. MSA operated with a
consensus decision-making process involving a
significant number of their faculty. In order tor
their inherently slow process towofk, they needed
information and commitments before™ Cornell
could give them. Comell grganizers experienced
some 0f the same frustrations in the other direc-
tion. MSA' adherence to the consensus process
during the crucial summer planning period when
man){ of their keX faculty were away slowed o a
crawl the planni g for thiat se?ment of the festival
while decisions about the rest of the events were
beln% made with increasing decisiveness and
speed. In the end, one of MSA’s faculty assumed
overall responsibility and very capably organjzed
mostofthe Syracuse'component. But Dy thattime
opportunities had been missed on both sides, ang
the Rrogram was perhaps less successful than it

mlgrth,ave been. _ —
ensions also arose_in the relationship be-
tween the American, Festival Project and the
Gomell staff. An American Festival was a bold and
risky undertaking for both the American Festival

Pro&ect and Cornell, and both had a lot at stake in
making sure their [qoals and. objectives were
achieved. As an arfs presenting ‘situation, An
American Festival was very unusual, ifnotunique.
Under usual circumstances, performing _artists
have g repertoire of performances and résidency
activities from which the%/ select items to bring to
each venue. The presenter designs a p_roqram—
a concert, a teaching residency, a festival—and
books the artists. The presentér has litde to say
about the artistic or Pedago ical content of the
work presented, and the artist has little input into
the design of the program. (It is rarely (iUIte_thIS
clear cut, but in general the roles are well defined
and understood, _
For An American Festival, the roles were over-
lapping and being negotiated throughout the
groc%ss. The overﬁll désign of the R[Ojec# Was
eveloped througnh a true partnership of two
strong-willed organizations each of which had its
own Clearly felt—and not always clearly articu-
|ated—agenda. The American” Festival” Project
presented Comell at the_outset with jts mission
statement and a set of guidelines that it expected
each presenter of the"festival to follow; at the
same time, it stated that, “Each festival takes on
the character and needs of the host community,
and each host community is expected to define its
own long-range goals.in collaboration with the
festivals “overall ‘mission.” The Department of
Theatre Arts’ acceptance of this general frame-
work, with all its inherent ambiguity, committed
both sides to a challenging exerCise'in collabora-
tion, The potential for"tension and conflict was
obvious, but equally obvious was the potential for
an innovative, exciting project that would be of
greatbenefitto both organizations and that would
contribute to their larger goals. The key require-
ment was that each Side come to trust that the
other respected its needs and goals; both sides
needed to feel that the?/ were collaborating on a
progect that would be fo everyone’s benefit.
or the most part, the process worked remark-
ably well. The festival coordinator and site liaisqn
worked deliberately and successfully to maintain
aspirithetween thém of trug collahcration and to
avoid adversarial ne?otlatlons. The same tone
characterized most of the_negotiations hetween
the artists and American Festjval Project staff.on
one hand and the outreach director, production
coordinator and other staffat Comell, Channels of
communjcation remained open, and discussions
of sensitive issues were usually conducted with
restraint and respect on both sides. . _
Inevnabl?/, conflict did arjse from time to time,
Cornell staff sometimes felt that the American
Festival Project was Iosm? track ofthe “character
and needs ofthe logal hostcommunity”and being
too heavy handed in its attempt to shape the
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details of the festival, Disagreement over the
selection of scholars for the roundtables was a
case in point. The American Festival Project
sometimes felt that Comell was neglectingas-
pects of the festival—Iocal artist partiCipation, for
example—to which they had agreed in principle.
Buit the tensions eased Over time. As the openlng
of the festival drew near, the level of trust ha

grown to the point that most people on hoth sides
were confident that the festival would work
reasonably well and that the interests_of hoth
partners would be served adequately. Tensions
and disagreements remained, but thex no IonPer
seemed as threatening as they might have earfier
In the_process. This Was a remagkable achieve-
ment in a collaboration of this kind.

Marketing - Getting the Real Message
Across and Making It Attractive

The marketing effort of An American Festival was
intended to meet two objectives: to attract augi-
ences to the paid performances at the Center for
Theatre Arts and to other events that were open
to the public, and to educate the community at
large, mcluqu the majority that would “not
attend any events, about the nature and purpose
of the festival. We needed to develop the lan-
guaqe and images for g_romotlonal materials that
would work forboth objectives. ltwas atall order
and the results were onl}/_ partI%/ sucgessful,

_The festival was ambitious, both in the diver-
sity of objectives it was attemPtl_ngz to realize and
in‘the depth, urgency and volatility of the issues
It was addressing—issues of race, gender, class,
cultural equity, town-?own relations, and so on.
One ofthe strengths of much of the festival artists
work is that it delivers strong messages but in a
form that is accessible, positive and Celebratory.
Itchallenges its audiences in the areas where théy
are stuck, but it doesn tell them that where they
are stuck is who they are. So it can appeal to
audiences who may not share the artists’political
or social analysis. It was important that the
marketing effort neither trivialize the festival in
order to make it appealing nor convey the mis-
sion in a heavy handed way that would drive
\?Vv(\)/?% audiences who could e touched by the

The public relations formats that allowed the
space or time to discuss the festival as awhole and
In its diversity (press releases; press, radio and TV
interviews) worked. quite well. The brochure,
logo, and short media spots were less successful,
The subtitle of the festival, “A Celebration of
Heritage, Community and the Arts,” may have
worked well enough as a marketing slogan—
celebrations sound Tike fun—but it i n‘tsu?gest
anything about the larger purpose of the festival.
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It could have_described a standard multicultural
variety show. The poster/brochure, which people
seeméd to like or dislike in about equal numbers,
did not convey %rzaphlcally what the festival was
about, and one had to read fine print to find it in
the text. The variety of grganizational agendas
had made it difficult to find a coherent,” lively
theme In words or |maqes, and the sheer amount
of information that hadto be included in the piece
undermined its unity and impact. In the view of
the coordinator, we'tended to err on the side of
t|m|,d|t}/. The responses we have received to the
festival_as a whole and to much of the ertlnﬁ
about it suggests that we could have done we
with a stronger, more focused thematic approach
graphically andin our use of language. Testimonials
or other dpproaches that focus on the audience
member’ experience of the work as entertammq
and challenging might have helped get the red
message across and make it attractive.,

| want to touch base on
the brochure. | thought it
was very confusing and
didn’t catch what the
festival was about. | was
really disappointed. You
had pictures of the
artists but no sense of

who they were.
— Community cosponsor

I’ll just pass on a
comment from one
woman who posts a lot
of flyers in her bookstore
downtown. She told me
it was one of the most
readable things she ever
seen. She thought it was

wonderful.
—Community cosponsor
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summary of
Recommen-
dations

The link between
schools and actors
seemed to be weak,
although | know a lot of
time went in to this.
Sometimes the underly-
ing purpose or expecta-
tions of the [residency]
events was vague, so
actors and coordinators
walked “blind” into a

situation.

— Festival temporary staff
person

The big dance party at
the end of the festival
was also a pleasure. |
enjoyed the opportunity
to celebrate with the
performers an event that
has continued to
produce new ideas and
topics for my own work

in literature.
— Roundtable panelist
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Summary of Recommendations

The following recommendations stand out either
for the. frequency with which they were men-
tioned inevaluations or for their weight and good
Sense.

Recommen0|ationsforAmerican Festival
Project Coalition

Most ofwhat the artists did in the planning and
production ofthefestivalwasexcellentandshould
becontinued. Therecommendationstendtofocus
on what could be changed. Often they apply to
on%afew,companles. y

* The similarity In names between the coalition
and the festival at Cornell made it almost impos-
sible to communicate to cosponsors, the press
and the public the existence of the American
Festival Project, its significance, and its relation-
ship to what was happening here. Try to make
sure each festival has a name distinct from yours
s0 the AFP’s role can be more visible and Clear,
* Rewrite artists bigs to reflect the nature and
intent ofthe work offered at a festival such as this
both for program notes and for the benefit of
presenters, publicists and community cosponsors
durmq the planning process. The current notes
seem 1o be written for standard theater or concert
P_resentatlons. Generally, they 9|ve little informa-
lon about or emphasis on your sense of mission,
Your openness to_Interaction with audiences, or
he tone and spirit of your work, ,

» Make sure you have good quality, reproducible
8x10 glossies. They niake a big difference, and
good Ones get used—bad ones don't _

* Develop materials that more clearly describe
what you offer for residency activities, and indi-
cate how you approach a Class, workshop, etc.
(e.0., doyou have a fixed program, do you size up
your audience and improvise?) Indicate more
Clearly your preferences for types of settings and
audiences (e.g., ifyou areuncomfortableworklnﬁ
with middle-school kids and love working wit

seniors, say s0). Also, Indicate technical require-
ments for different kinds of residency activities in
different settmgs., _ _
» Make sure technical directors, not Just company
managers or artists, can meet with presenters
early in the Iannlr(ljg process, and make sure the

are on site tor production meetings at the event.
* Try to do more collaborative workshops with
two companies working together. Several artists
requested this, and sevéral Community organiza-
tlonﬁdld too, . . . g

» The AFP site liaison is a critical_position and
should be maintained for future festivals. It allows
the coalition to speak with one voice In its
dealings with presenters and makes for a more
harmonious and efficient process than would be
possible i the presenter had to deal only with

indjvidual companies. _ _

* [Tyou have doals or expectations not directly
related to the Rerformances and scheduled ac-
tivities, make them clear to the presenters early
Inthe Rlannmﬁ process—donttake it for granted
tﬁt they will "be addressed _otherW|se_(f,. "
renearsal time, dance classes, time to socialize,
free time required, days off, child care needs,

etc.).

» L ook for ways to include a training component
to help local artists who are interested learn your
wa¥s of working in communities.

o Talk with edch other about the common
themes that run _‘hro.u?h the work_of different
companies—rfamily history and relatlonshlﬁs, the
land, political struggle and so on. Iflyou ave a
dearer sense ofwhat the common threads are. it
will be easier to communicate to presenters, the
press and the public what the festival is about,
and you are Ilkel?/ to come up with exciting
possibilities for collaboration.

Recommendationsfor organizers and
presenters

* Begin planning at least two years, and fund
raising at least 8 months or rore before the
eventso the program can be designed before
applications are due and the planning and prepa-
ration can be_thorough. _ _ _
* Budget for in-dept Plannm meetings on site
well 1h advance of the fesfival and involve
community cosponsors, VIS_I'[IH? artists, company
mglnagers and technical directors if at all pos-
sible.

* Avoid scheduling school or university Rro-
grams at the beginning of the school year. There
is insufficient time to plan and prePare, and the
overall atmosphere isstill too unsettled when the
events happen. .

* Plan aschedule that is lighter for each company
than it would expect fo be able to handle as the
only artist. The grouping of several companies at
a festival magnifies the demands, formal and
Informal, on their energile_s and time.

» Schedule free time held incommon among the
artists, either each day for a short time or"less
frequently but in Iar?er blocks so the artists can
have infdrmal time fogether. If possible, find a
comfortable common Space where the artists can
hang.out and see each other during the day and
evening. And throw. a couple of parties,

* In scneduling residency activities and perfor-
mances, take into account that until the artists
have completed their performances, they are
likely to need unexpected amounts of tech and
renearsal time and may be preoccupied with the
u_pcommgf performances. This can drain hoth
time and tocus from the residency activities that
take place before the performances.

An American Festival « September17-27,1989



» Make sure that the humapities component of
the festival is thoroughl mte%rated into the
festival as awhole—sRem ically, that the human-
Ists are fully aware of the scope:and mission ofthe
festival, and that they par |C|ﬁate as audience
members in events besides their own panels.
|deally, the%/ should be involved in the planning
stages much the way the artists were. ,
_* Try some alternate formats for humanist
involvement. We found that the best discussions
occurred when the panelists had seen the same
performance and had a common experience as a
point of departure.

» Encourage community cosponsors to use the
resources of the American' Festival Project in the
services ofongoing programs rather than creating
special, one-time-only ‘events. This approach 1S
Feneraily cheaper, eaSier to organize, and more
Ikely to’have a lasting impact. _

»"Establish_personal contact between artists
and community sites at least two months in
advance so thatboth parties feel comfortable with
each other and cosponsors can prepare their
audjences (students, community agency clients,
etc.) accurately for the artists” activities. Make It
Cledr to cosRonso_rs that preparation of the audi-
ences for the artists is an essential part of the
process.

* Decide in advance what segments of the
community you want to be sure afe represented
In your audiences. Make sure you have a mecha-
nism for setting aside tickets for those who are
likely. to hear ‘about the events or make their
decision to come at the last minute. Work out the
distribution of artists” comps to performances,
and comp policy in general in detail, before
tickets go on salé. _ _

o |f"the performances are being held in a
mainstream facility away from th& neighbor-
hoods where poor peoPIe or people of color live,
try to arrange for tickets to be sold at a discount
of distributed free through co_mmunlt% agencies,
and provide free_transportation to the theater.
Success. i attracting marginalized communities
tg a mainstream venue ustally requires a cultur-
ally sensitive, proactive, and Creative approach.

» Think through your staff needs very care-
fully, then increase ¥our_est|mate by 25% of more.
In addition to the full-time_coordinator, Cornell
provided _appr_ommateIY 2 full-time-equivalent
positions in-kind over the year’s duration (out-
reach coordinator 75%, publicity and })ub Ica-
tions 55%, production coordinator 20%, docu-
mentation 20%, secretarial 15%, front-of-house
and hox office 10%, project director Bruce Levitt
and other administrative support 5%).

Cornell University « Final Report & Evaluation

» Work out transportation, Iod%mg and other
|ogistics in meticulous detail. Put the information
In"a format that can be distribyted to staff and
com{Jany mana%ers S0 that each person knows
whathe 0r she needs to do but also has the overall
picture. That way, ifthings %0 wro_n?, the person
on the spot. mdy have enough information to
come up with @ solution. Try to have extra
resoyrees (vehicles, keys, staff) available foremer-
gencies.

Summary of
Recommen-
dations

Even the skeptical staff
members had a ball! The
children were very
engaged in the event,
and the verbal ones have
talked about K often
since then. Some shy
and depressed kids
really loosened up and

Joined In.

— Special Children's Center
staff

Liz Lerman Dance Exchange at Special Children's

Center
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FINANCIAL REPORT

The foIIowm?_budﬂet shows the direct cash expenses incurred by Comell University in connection with An
American Festival. ltdoes not show substantial in-kind contributions by the university, including approximately
2.5 full-time-equivalent staff positions, university design and graphics services, and overhead costs; nor does
It show the costs incurred by the many participating tcommunity, campus and regional cosponsors.

EXPENSES
Personnel - Administration & Production
Coordinator (salary & benefits) 29,000
Production Labor° - 23,964
Temporary Labor (admin & logistics) 3454
56,418
Personnel - Artists & Panelists
Artist Fees (incl travel & lodging) 154,267
Panelist Fees (incl travel & lodging) 9,760
163,937
Regional Programs (seed monex) - Binghamton, 1,562
Syracuse, Rochester, Akwesasne, Canton
Marketing
rochures $10,204
Banners. 1,046
Advertising 3430
Miscellaneous 535
15,215
Program Booklet _ 6,832
Documentation - Photography and Video 3,709
Local Transportation _ 3,112
Production | quzlfment & Supplies , 6,200
Administration & Communication - Telephone, copymP, 9,802
_ mailing, computer and printer, _squlles, trave
Meetln?s - Travel, accomodations, hospitality 3481
Evaluation - Meetings and final report 1,600
Hospitality 4,960
Miscellangous 1,478
TOTAL EXPENSES $284,905
Earned Income (16,235)

NET EXPENSES $268,670



Notes on the Budget

Budget Summary

The Department of Theatre Arts was charged with Broducing An American Festival within a hudget of $275,000
which had been committed b%/ the University. The Departmént was permitted to use earned income from ticket
sales and advertizing to offset the expenses-as long as the net expenses stayed within the $275,000 figure. The
Center for Theatre Arts performances generated $16,235 in ticket sales. The resulting net expense figure was
$6,330 under the budget allocated for the project.

Contributed Income

Asexplained inunder Development above, because of the very short fime available for fund raising, government,

foundation, corporate and individual support for the festival fell far short of the budgeted costs, However

g\enerous support was provided by a number of sources listed on the following page under Credits and
cknowledgements.

Campus and Community Programs

The budget did not permit direct funding of the program costs of camPus and community programs incurred
by cosponsoring or?anlzatlons. The projéct did absorn all costs related to the visiting artists and provided some
assistance with publicit _th[ou%h listings in the festival’s general EUblIC relations materials and press coverage.
Cosponsors’ responsibility in the partnership with An American Festival was to cover any direct costs of their
own events, such as house staff, local artists’ fees, refreshments, and publicity to their specific audiences. Most
cosponsors worked the festival pro%rams into their ongo_ln(f actjvities. This approach usually was less expensive
than creating _new_Pro rams, and it meant that the festival artists’ participation tended to'be better integrated
Into the ongoing life of the organization.

Artist Fees

This figure includes fees paid to the ten visiting, artist companies for the ten-day residency, including all travel
to IthaCa and accommadations during their stay’in the region. This line also covered local Ithaca area artists fees.
Local artists in the regional programs were paid out of'the local budgets.

Regional Programs

The regional sponsors would not have been able to take part in the festival without financial assistance. Cornell
provided seed money for each program to help cover local artist, publicity and other costs, In some cases, the
subsidy covered all the direct costs; in others local cosponsors raised or committed additional funds.

Documentation

This line_ covered mostly tape and some equipment. The student labor was free as part of their course work,
and Marilyn Rivehin’s salary is not included.

Festival artists perform at Commons Coffeehouse
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* The many organizations at Comell and in Ithaca, Binghamton, Rochester, Syracuse and
Lawrencé County who participated in the project; , _

* The regional festival coordinators: Annetta Kaplan and Danjel Ward in Syracuse; Laurence
Champouy,. Jacgueline Davis and Ellen Koskoff in Rochester and roc,kEort;_ Donna
Dajnowski in Binghamton; Donna Cole at the Akwesasne Museum and Varick Chittenden
of Traditional Arts'in Upstate New York in Canton: =~ , ,

» All the performing artists and panelists, many ofwhom, in addition to performing or speaking,
have contributedin other ways to the festival _
* The many peoPIe from Ithaca, the region and around the country who have offered their

encouragement, assistance and time fo the festival.

The American Festival Project receives support from the National Endowment for the Arts, the
Ford Foundation, and the Rockefeller Foundation. Special touring support is provided by the
Lila Wallace-Reader’s Digest Fund. o

The American fetival ProjeCt Is based at Appalshop in Whiteshurg, KY.

Final Report

. Author - John Suter, Festival Coordinator
Design and T}ép_ese_ttmg - Graham Stewart/Creative Types
rinting - Quoin Copy & Print
Photographs by Patricia Reynolds
, _ except for the foIIow|R/?:
page 2. Charlie Harrington: page 5: courtesy Robbie acCauI%; gaﬁe 13: Johan Elbers;
page 16: Gyula Greschik; page™25 %/%(Ijeﬁg JHoam on?/iCtgal; page 26. Sally Daniels; page 29:

PRINTED WITH

Mprinted on recycledpaper SOYINK






