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Overview
Human Resources and the Arts
Diversity in the Arts Workplace

Part 1: Staffing Process
• Labor force mix
• Job Analysis and Design
• Job Descriptions
• Recruitment
• Selection
• Orientation and Training
• Employment Termination, Furloughs, and Layoffs
• Unions and the Arts

Part 2: Boards, Interns, and Volunteers
• Board of Directors
• Governance and Structure
• Organization and Board Lifecycles
• Internships, Apprenticeships, and Volunteers
• Maintaining and Developing Human Resources
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Learning Outcomes   

6.1: Develop a familiarity with the human resource management processes and procedures 
required for an arts organization to legally and equitably hire people

6.2: Understand the process necessary to conduct a job analysis and what is required to create an 
effective and productive workforce for an arts organization

6.3: Be able to identify the key elements that go into creating detailed job descriptions and job 
postings

6.4: Understand the range of laws and rules that apply to the workplace, employees, and 
independent contractors

6.5: Review the recruitment processes needed to hire, orient, train, and retain a collaborative 
workforce for an arts organization

6.6: Understand the elements of union contracts and the processes necessary to work with 
members of a collective bargaining unit

6.7: Understand the roles and functions of the board of directors and its impact on an arts 
organization

6.8: Be able to assess where an organization and board is in its life cycle

6.9: Understand the contributions interns, apprentices, and volunteers make to the operation of a 
cultural organization
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Overview

Arts organizations are made up of dedicated and passionate groups of people fulfilling a 
variety of roles in support of the mission and vision. As we saw in chapter 5, cultural 
organizations work to create organizational structures that help achieve a strong connection 
to their community through creative and engaging programming.  Chapter six examines how 
the function and process of human resource management an arts manager can be used to 
ensure everyone is able to contribute to the success of the organization. 

Human Resources and the Arts

For many cultural organizations the salaries, wages, and benefits constitute more than 50% o 70% of the 
total operating costs. However, rather than think of this as a cost, it is more meaningful to frame it as an 
investment in both the people and the organization’s future. 

Hiring (casting) the right people in the right jobs (roles) extends to all aspects of the operation. Job 
descriptions and workgroups or teams need to be created so responsibilities and duties align. The goal is 
to produce outcomes that fulfill the mission and have a positive and transformative impact on people 
inside the organization and audiences and stakeholders in the community.  

The investment in human resources also includes creating a workplace where everyone feels valued for 
their contribution to the mission and vision. The leadership team has a responsibility to ensure that 
people are being fairly compensated, and that the organization is fulfilling its equity, diversity, and 
inclusion goals. 
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Overview

The organizational chart and the staffing process dynamically interact. The labor force mix is 
influenced in part by the organization's planning process and operational needs, which in 
turn affects how the org chart is shaped and revised. 
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Diversity in the Arts Workplace
As noted in earlier chapters, there is a need to address a broad array of factors that have 
contributed to their lack of diversity and then make the changes in their HR practices and 
procedures. [For resources see American Alliance of Museums, and Advisory Board for the Arts.]

Part 1: Staffing Process   

Where the arts organization is in its lifecycle stage impacts staffing (See Fig. 3.2). New 
organizations often do not have detailed staffing policies and procedures. Assuming the 
organization successfully launches, when it moves into its growth phase,  more systematic 
approaches to staffing and board recruitment are needed. Here are a few key considerations. 

Labor Force Mix

Based on the financial resources available, the mix of full and part-time staff and contingent 
workers is determined (i.e., independent contractors, freelancers, and consultants, see Table 
5.1). Which positions will be paid hourly wages versus salaried, and which will be exempt or 
non-exempt needs to be decided. 

Exempt employees in the U.S. include executives or professionals and administrative staff 
paid more than $35,568 annually or $684 per week. Non-exempt positions earn less than 
this threshold and qualify for overtime if they are required to work more than 40 hours per 
week. (Source: https://www.dol.gov/agencies/whd/fact-sheets/17a-overtime) 
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Job Analysis and Design

• What work needs to be done? Assess if there is a need for a position or contingent worker (e.g., 
specialists, generalists, etc.) What benefits will be associated with the job and at what cost?

• What are the key functions and duties that this person will do and how will their work contribute to 
the project or the organization as a whole?

• A Task Analysis needs to be done (What will be the daily, weekly quarterly, and yearly work activities, or what will 
they do for the specific project or program?). 

• Work Tools and Job Context (What resources will be needed to do the job and how will their work fit into the 
overall operation?)

• Qualifications and Standards (What experience and competencies are needed to do the work and what will be the 
measures for assessing the quality of the work?)

Create Job Description (See Box 6.1 for examples of job postings)

Key areas included in a job description, or the core activities of the contingent position include:
• Position summary of the responsibilities or description of the project or outcomes
• Responsibilities (e.g., lead, provide, train, design, etc.) are ranked from highest to lowest priority. Responsibilities would 

include the KSAs or knowledge, skills, and abilities needed to do the job. If it’s a contingent worker, there might be 
wording about collaborating, communicating, completing, etc. a project by a specified date.  

• Qualifications desired vs required are listed (e.g., college degree in a specific field, and/or prior experience, or a 
portfolio of previous work) 

• Compensation range (e.g., $30k to $50k), benefits package (if offered) or hourly pay range
• Methods of application, deadlines and expected start date
• Posting typically closes with EEO statements and may have an About Us profile of the organization 
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Recruitment Process (See Fig. 6.1)

It is assumed the organization is conducting its recruitment activities ethically and inclusively in order to 
fulfill its goals of creating a diverse workforce. The challenge? Many of those responsible for hiring in the 
arts organizations have little or no training in how to do this work. 

Basic Steps:
Announce/advertise, screen applicants, evaluate, rank, interview, hire, orient, train, evaluate 

Methods: 

• RFPs (Request for Proposals), Calls to Artists, Auditions, or a call for an LOI (letter of intent) for a 
project. Independent contractors might be asked for an RFP or LOI.  

• Internal or external (or both) recruitment for staff positions or specialists. If internal, job postings 
would not be public. External recruitment involves advertising the opening and there may be a use of 
personal networks to encourage specific people to apply. 

• Contracting with hiring firm (head-hunters) for specific senior-level full-time positions. The firm 
advertises, screens, and presents a shortlist of finalists to the organization. (There could be an RFP 
issued in order to contract with a hiring firm.)

Screening and Selection Process

Auditions:  Different types of performing arts organizations might conduct open auditions and casting 
calls for actors, dancers, musicians, and singers. Each organization has its processes for screening artists, 
and this could include blind auditions, or it could use inclusive casting. 

Projects: The review typically includes a criteria checklist to help screen proposals and RFPs. To ensure 
fairness, some variation on blind hiring can be used to mitigate screening biases. 
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Recruitment Process

Screening and Selection Process Cont’d. 

Staff Positions

Arts organizations typically require applicants include a cover letter, resume, and list of references for 
filling middle or lower-level staff openings (i.e., non-executive level positions). Larger organizations may 
use services such as Indeed or ZipRecruiter.  A search committee screens applications or the process may 
be done by one or two managers. 

Contract or Specialists

Depending on the type of services needed there may be a similar application process along with the 
expectation an online portfolio or examples of project work will be submitted. Specialists such as 
designers (e.g., scenery, costumes, etc.) are often contracted through their professional networks or 
union affiliation. Freelance platforms like Guru can also be used to find specialists.

Interviewing
Depending on the type of position (executive, staff, contract, audition, freelancer, etc.) being filled, 
finalists are selected for in-person or virtual interviews. This process is stressful for applicants and 
interviewers, and it is also another critical juncture in building a diverse workforce. 

In addition to complying with nondiscriminatory interview practices (e.g., illegal questions), there should 
be a framework created that facilitates equitably comparing and assessing applicants. Training may be 
needed to help screeners address implicit and explicit biases in the interview process. For example, 
cultural noise, first impressions, recency, nonverbal (body language) biases, and stereotyping can 
negatively impact those interviewed.  
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Recruitment Process – Orientation, Training, and Appraisal

Orientation

The “onboarding process” for a new hire in an arts organization should be designed to answer the many 
questions they will have. Beyond the expectations about the work to be done by new staff members or 
artists, consideration needs to also be given to the socialization and acculturation process. The “how 
things work around here” helps provide context and helps a new hire understand their place in the 
organization. 

Training

Depending on the type of position, there may need to be specific training and skills development for the 
new hire. The typical options include: 

On-the-Job Training – Supervisors or co-workers work with new hires so they can acquire the skills needed to complete 
their responsibilities and duties (also see coaching and modeling)

Job Rotation – A new hire is cross-trained in different functional areas that are part of their job

Coaching – As a new hire attempts tasks a supervisor or co-worker provides corrective feedback

Modeling – A supervisor or co-worker demonstrates how a task is done and observes the new hire attempting the task

Performance Appraisals

Ideally, the performance appraisal process should be continuous and new staff hire or artists are getting 
corrective feedback. There are also probationary periods (3 or 6 months) used to assess employee 
progress in mastering the responsibilities and duties of their job. If the new hire isn’t meeting 
performance expectations, additional training may be undertaken. Alternatively, the employee may not 
be retained. 
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Firing, Layoffs, and Furloughs

Employment Termination

Ideally, the hiring process should result in the new person being successful in their job. However, 
for any number of reasons, a new hire may quit unexpectedly, or they may not have the skills and 
abilities to master the job. In either case, the organization faces a disruption, especially if the 
person is doing essential work.  

Terminating someone’s employment is stressful for the employee and their supervisor. To avoid 
wrongful discharge lawsuits, the organization should have documentation of an employee’s 
inability to successfully fulfill the responsibilities and duties of their job.

Arts managers should make sure their organization has policies and procedures in place that detail 
the causes that may lead to job termination of employment for employees at any level in the 
organization. While having the documentation and policies are helpful, the emotional impact of 
having to terminate someone’s employment will still be substantial. 

Layoffs, Furloughs, and Leaves of Absence

The arts organization should also have procedures in place when it comes to laying people off 
(separation of employment), putting them on furlough (mandatory temporary leave of absence) or 
providing a leave of absence without pay at an employee’s request. A layoff may also result in a 
reduction in force (RIF) which means the position is being eliminated. 
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Unions
Unions offer their members the ability to negotiate with employers over wages, benefits, workplace 
health and safety, job training, and other work-related issues. The multi-year contracts with private and 
public employers offer a way to balance the power dynamic between workers and management. 
Unions may have numerous contracts that differ by region and the type of art form (e.g., AEA has 40 
different contracts). The American Federation of State, County & Municipal Employees (AFSCME) 
represents workers at museums in the U.S. including the MET, the Brooklyn Museum, and the Museum of 
Contemporary Art L.A. (MOCA). 
(See Box 6.3 for examples of wording from union contracts and 6.4 for a list of unions.)

Part 2: Boards, Interns, and Volunteers

The Board
As we saw in Chapter 5, the volunteer Board of Directors (or Governors, or Trustees) of arts organizations 
have oversight responsibilities outlined in the bylaws. The required number of nonprofit board members 
varies by state in the U.S., but it is typically a minimum of three or four officers  (President, VP, Secretary, 
and Treasurer) and a few members at large. The number of board members can vary anywhere between 6 
to 60 or more.  

Boards of nonprofits operate with a great deal of latitude and minimal oversight of their actions. Other 
than filing the required 990 tax report, approving financial statements, and keeping paperwork current 
with the Secretary of State, there is little oversite. However, some states outline financial responsibilities 
and standards board members are expected to meet. 
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Part 2: Boards, Interns, and Volunteers

The Board Cont’d. 
Organizations such as BoardSource and the National Council of Nonprofits, among others, offer guidance 
and training for board members and officers in the United States. (See the companion website for other 
resources about boards and governance.)

Volunteer board members often have varying degrees of knowledge about the art form they are 
governing, and therefore some training may be required.  Ideally, the board should be comprised of a 
diverse group of people from the community who have a keen interest in the programming and mission of 
the organization. 

Board Governance

Governance is “the board’s legal authority to exercise power and authority over an organization on behalf 
of the community it serves” (BoardSource, 2010, p. 15). Board members are fiduciaries meaning they are not 
supposed to privately benefit from their service on the board (i.e., no conflicts of interest). 

State laws and legal precedents typically identify three duties of a board member: Duty of Care, Loyalty, 
and Obedience.

• Duty of Care means governing the organization by making decisions expected of a prudent person 
acting in good faith. 

• Duty of Loyalty implies putting the organization’s interests above their interests. 

• Duty of obedience assumes a board member is faithful to the organization’s mission and goals and will 
comply with the bylaws of the organization and any laws pertaining to operating the organization.
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Part 2: Boards, Interns, and Volunteers

An Arts Board’s Lifecycle and Governance in Practice

Depending on where the arts organization is in its lifecycle (See Fig. 3.2), the board may be 
working more than governing (i.e., “working board”). Small start-ups may have few if any 
paid staff and the board members and other volunteers may be involved in the day-to-day 
operations (Stage 1). The three duties often take a back seat to the demands of keeping the 
organization viable. 

As the organization moves into its growth stage (Stage 2) and learns more about how to 
align its resources, staff are hired, policies and operating procedures are developed, and the 
board should step back and assume their governance and oversite role. 

Part of the maturation of the board and its governance processes (Stage 3) includes 
addressing questions and developing solutions in areas such as: 
• EDI goals – Is the workforce and board composition meeting the stated goals? 
• Staffing – Are the staff and contingent workers being fairly and adequately compensated?
• Policies and Procedure – What changes may be needed to manage the risk profile? 
• Fundraising – What are the ongoing expectations about board giving?
• Sponsorships - How will the board assist the staff in securing needed resources? 
• Sustainability – What changes to the strategic plan are required to ensure the 

organization is making a lasting impact on the community? 
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Part 2: Boards, Interns, and Volunteers

Board Lifecycle Cont’d. 

Without constant self-assessment, the organization runs the risk of going into decline (Stage 
4). If it is in decline, an action plan would be developed to renew and refresh the entire 
organization to prevent it from sliding into dissolution (Stage 5). 

Interns, Apprentices, and Volunteers

An arts organization’s workforce may include interns or apprentices and/or volunteers. 
Interns are often students seeking to gain work experience while an apprentice is someone 
training in a specific job that will lead to employment in an organization and volunteers 
freely give their time to the organization. 

Each can help increase the impact of the organization and provide valuable and rewarding 
experiences to people filling these roles. However, the organization’s leadership team needs 
to assess if it has enough staff to oversee and mentor interns or apprentices and/or 
coordinate a volunteer program. 

There are direct, indirect and opportunity costs associated with each group. The application 
and screening process and personnel management of interns, apprentices, and volunteers 
take staff time. 
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Maintaining and Developing Human Resources

Workforce Retention and Development

Chapter 2 noted that many people working in arts management have advanced degrees, 
identify as female, are predominantly white, and are not well represented in upper 
management levels. EDI initiatives undertaken in the last few years will hopefully alter this 
profile.

Cultural organizations are highly dependent on this creative and specialized workforce along 
with dedicated volunteers in order to make an impact and realize the mission and vision. 
However, the financial resources and time to recognize, invest in, and develop staff is often 
lacking. Here are five areas that arts organizations could address if it wants to retain and 
diversify the workforce. 

1. Compensation: Compensation information can be difficult to find. Only recently have 
salary ranges or hourly rates begun to appear in job postings. In many areas of the 
country, arts management starting salaries don’t meet living wage levels 
(https://livingwage.mit.edu/). While working for an arts organization may have a “cost” 
(e.g., lower wages), for many, the intrinsic benefits are worth it.   

2. Accommodation: Arts organizations that can offer flexible work schedules, remote work 
options, extra days off related to meeting or exceeding project goals, paid or unpaid 
leaves, changes in physical workspaces, or even sabbaticals to help retain employees. 
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Maintaining and Developing Human Resources

Workforce Retention and Development Cont’d.

3. Recognition: Creating an organizational culture that celebrates and recognizes its staff 
can also help with retention (e.g., “A Great Place to Work”). Communication, openness, 
and listening to staff, work milestones (e.g., years of service, exceeding project goals), 
birthdays, or annual employee celebratory events can contribute to a positive work 
environment. 

4. Feedback: Creating an employee work performance evaluation system that treats staff
fairly and keeps them informed about how well they are doing and areas for 
improvement can have lasting benefits. 

5. Training and Development: Providing funding to attend conferences and workshops and 
supporting networking opportunities also can help with retention. 

Board Development

It is also important to mechanisms to help board members stay informed and up to date 
about trends and issues in the creative industries and governance. As has been noted, 
BoardSource© and other arts service organizations offer publications, webinars, and 
conferences to promote best practices in the nonprofit sector. The board chair can also help 
build a culture in the organization where learning and improving are essential for everyone.
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For more resources for Chapter 6 go to 

www.managementandthearts.com
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What’s Ahead . . .

Chapter 7 – Leading in the Arts

Learning Outcomes   
7.1: Be able to explain the different roles leaders and managers play in an arts organization

7.2: Understand how power is used in leading and managing

7.3: Summarize the differences between trait and behavioral theories of leadership and be

able to provide examples of how each can be used by an arts leader

7.4: Provide examples of how the various theories of motivation can be applied by leaders

and managers in arts organizations

7.5: Explain how arts leaders can manage groups to help an organization achieve its goals

7.6: Summarize the techniques arts leader can employ to create more inclusive and equitable

organizations

7.7: Explain the key elements of being an ethical leader and be able to summarize factors

that contribute to leadership that is not effective or ethical

7.8: Summarize the techniques that can help sustain effective communication in arts

organizations and be able to explain how communication theories affect arts leadership

7.9: Reflect on how you would apply the theories and practices covered in this chapter to

develop your leadership philosophy
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