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Chapter 2: Organizational Governance:  
By Members, for Members 

Susan J. Gabbard

Several inflection points have occurred over the past 
25 years that reinforce the idea of this “well-honed 
tool”—the National Art Education Association (NAEA) 
Constitution supports the organization’s prominence as the 
premier education association in the world focused on the 
visual arts. This chapter provides a brief overview of the first 
50 years of NAEA governance and a closer look at actions of 
the past 25 years that guide governance in a new century. That 
governance entails leadership at various organization levels, 
coordinates advocacy efforts, and informs curriculum delivery 
in classrooms.  

The First 50 Years 
Ivan E. Johnson, fourth President of NAEA (1955–1957), 
demonstrated significant leadership during the formative years 
of the Association, helping to revise NAEA’s Constitution 
and shape its current structure. Johnson’s narrative in the 
50th-anniversary NAEA history outlined how art professionals 
drew together over decades to support one another, form-
ing regional associations for teachers (i.e., Eastern, Western, 
Southeastern, and Pacific; Johnson, 1997). This desire to asso-
ciate set up regional forms of governance across the country, 
bringing together art educators who shared common goals for 
art education. The first NAEA Constitution, adopted in 1948, 
evolved over time—reflecting the Association’s growth inter-
nally as well as external educational, artistic, and social changes. 

In 1957, after the third NAEA National Convention, members 
and leadership concluded there were four major governance 
areas to prioritize: (1) establish a national office for NAEA 
staffed with an executive secretary, (2) unify services and estab-
lish communication between regions and the national office, 
(3) become financially stable, and (4) grow the membership. 
Specifying priorities brought the Association together so that the 
governance would begin to be more cohesive and organized. The 
goal was to have a new—not revised—constitution by 1963. 

The Second Constitution Committee was chaired by Ralph 
Beelke, a strong leader in this effort, who served as NAEA’s first 

Executive Director (1958–1962) and later as NAEA President 
(1965–1967). The new Constitution set the precedent for NAEA 
to emerge as “the national professional organization of art 
educators” (Johnson, 1997, p. 36). 

The initial NAEA Constitution thus served for 16 years 
before being replaced with a new one; it had provided for 
a council that consisted of a President, Vice President, 
Secretary–Treasurer, immediate Past President, Presidents 
and immediate Past Presidents of each Region, as well as for 
an executive committee to serve as the primary governance of 
the Association. From the onset, the Constitution had estab-
lished articles for elections, provided for meetings, included 
committees on policy and research, created an editorial board 
for publications, and devised a process for considering amend-
ments. The 1963 Constitution added bylaws that covered duties 
of the council members and the executive committee, member-
ship and dues structure, the adoption of the Constitution 
and bylaws, the fiscal and administrative year, rules of order, 
and amendments. As was the custom of educators in the late 
20th century, Johnson (1997) employed flow charts to visually 
describe constitutional changes affecting leadership relation-
ships and hierarchies—a practice that persists today (see, e.g., 
the current depiction of the NAEA Governance Structure). 

The 1963 Constitution shifted leadership formerly assigned to 
the Council to the NAEA Board of Directors, which included 
five Division Directors and four Regional Vice Presidents. This 
constitution also provided for a Representative Assembly—later, 
States Assembly and, most recently, Delegates Assembly (DA)—
that could provide “one voice” in articulating the intentions of 
a growing body of members. The 1963 governance structure, 
in action, also provided a way for several commercial repre-
sentatives from a group called “the SHIP” to advise the Board. 
The SHIP provided financial support, including underwriting 
expenses for national conventions and contributing to the 
establishment of the first stand-alone national NAEA office in 
Reston, VA. This Constitution completed the unification of the 
four regions as a part of NAEA under a single fee structure. 

A constitution orders a system of governance for an Association, but the life 
blood of the Association is found in the continuing membership’s actions. 
Revising and reorganizing governance is directed to enabling the Association 
to achieve its goals. NAEA has maintained its options for envisioning the 
future by having a well-honed tool for doing it. (Johnson, 1997, p. 48) 

https://www.arteducators.org/about/governance-structure
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Almost immediately after the 1963 Constitution was approved, 
a reorganization study was undertaken, intended to result in a 
new constitution by 1970. The reorganization of NAEA’s officer 
structure in this version of the Constitution included terms of 
service: 2 years in each position for the President, President-
Elect, and Past President, as well as for the Regional Vice 
Presidents (Eastern, Western, Southeastern, Pacific), and for the 
Division Directors. The study also proposed that the Executive 
Director serve as an ex officio member of the Board. A bylaw 
was added to include the DA and define the purpose of its 
work. The 1988 constitutional amendments further broadened 
participation, by including members from the Canadian prov-
inces. The direction of Board participation was coming together 
through leaders who worked together to revise and reorganize 
NAEA’s governance structure in order to continue improving 
work within the Association and on behalf of art education. 

The Preamble
A Constitution Study Group working between 1962 and 1968 
contributed a preamble and changes to NAEA, according to 
notes taken by Mary Ann Stankiewicz from records in the 
NAEA archives at Penn State (personal communication, August 
2019). The preamble, which Stankiewicz describes as a vision-
ary statement, is printed but undated in the archival records. 
It affirms “faith in the power of art to ennoble the lives and 
endeavors of humankind” (p. 1) and refers to a “highly tech-
nological society” as well as the potential of the visual arts to 
provide vitality in the digital world: “The visual arts serve as a 
humanizing force giving dignity and a sense of self-worth to the 
individual” (p. 1). Further, each individual has the birthright 
“to realize his creative power” (p. 1). Thus, a preamble crafted 
in the aftermath of World War II, within the creativity move-
ment following Sputnik and amid troubling times in the 1960s, 
highlights the guiding principles of our Association at its onset 
and can be seen to certify continued dedication to advocating 
the value of a quality art education for all students. The original 
intention was to define a purpose for all art educators to strive 
toward in their classroom or art education work setting. 

Inflection Points Emerge: Constitution and 
Bylaw Changes From 1997 to Present

Amendments updating NAEA’s Constitution and bylaws over 
the past 25 years reflect thoughtful, necessary changes in 
wording, procedures, and consideration of the membership. 
“Affiliates” and “issues groups” were originally listed in the 
Constitution together under a general statement. A request 
from the chairs of affiliates and chairs of issues groups was 
made to list affiliates separately with their descriptions and list 
issues groups with a separate description in the Constitution. 
Almost 20 years later, the issues groups requested and got their 
category name changed to Interest Groups (see Chapter 4). This 
is membership in action, working on continuous improvement 
of governance that goes beyond labels to avowed intentions. 

By 2009–2012, it was necessary to update the Constitution and 
bylaws voting procedures to allow voting through electronic 
mail or other means of electronic transmission. The updated 
bylaws (Article I, Section 2; 1995/2017) also provided for the 
Vice President to assume the duties of the President in the event 
of absence or vacancy in that office; gave the President-Elect 
the duties of Secretary; and, finally, designated the President-
Elect as chair of the Professional Materials Committee. An 
amendment on what constitutes a quorum for voting was 
established in compliance with the District of Columbia 
Nonprofit Corporation Act of 2010. A new division posi-
tion on the NAEA Board of Directors was added for preser-
vice teachers, to ensure that the voice of next-generation art 
educators was represented in policy and planning. The bylaws 

n  This desire to associate set up 
regional forms of governance 
across the country, bringing 
together art educators who shared 
common goals for art education. 

https://libraries.psu.edu/findingaids/1067.htm
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n When Thomas A. Hatfield was hired in 1984 as NAEA 
Executive Director, the Association was operating with a 
yearly deficit of $45,000 and long-term debt of $125,000. 
He was given three clear, measurable goals by the Board: 
(1) get NAEA out of debt, (2) build its reserves, and (3) 
strengthen the Association’s infrastructure. Under the first 
5 years of his directorship, the mortgage was paid off in 2 
years, and two storage wings were added to the headquar-
ters building. The Association is now without debt and has 
substantial reserve assets of approximately $2.5 million. 

He credits his staff for these organizational accomplish-
ments; “Many worked on evenings and weekends to get the 
job done,” he has said, and was quoted in NAEA News as 
saying that he felt 

fortunate to have had visionary officers… [who] 
focused the Association agenda on substance 
and content. Many members have also donated 
their generous volunteer time and expertise to 
accomplish art content goals. These are the staff, 
officers, and members that never asked “What’s in 
it for me?” They rolled up their sleeves and did the 
work ("NAEA Executive Director," 2006, para. 4).

From 1984 to 2007, membership grew from 7,000 to almost 
19,000, and NAHS student enrollment increased from 269 
chapters to 3,000 chapters or 32,000 individual students. 
Convention attendance increased from 1,200 to an all-time 
high of 5,246 attendees. Exhibitor companies increased 
from 96 in 1984 to 200 at yearly Conventions. He increased 
Studies in Art Education from three to four yearly issues 
and was instrumental in starting the instructional resources 
section in Art Education. He served as the first editor of 
NAEA Advisory and was instrumental in starting Translations, 
both as member benefits. To advance the literature for the 
profession, Hatfield quadrupled the number of published 
anthologies, texts, and resource books for the field. He was 
a founding trustee of the National Art Education Foundation 
and served as Secretary–Treasurer from its creation in 
1984 until his passing. The Foundation, with assets of about 
$2.2 million in 2007, has awarded over 370 grants to NAEA 
members for over $800,000.

With expertise in policy development for art education, he 
collaborated with others to increase the number of states 
requiring arts study for high school graduation, the number 
of states requiring arts study for university admissions, and 
the number of states that mandate the arts study. He collab-
orated with others to establish the National Visual Arts 
Standards; to place arts in the language for the Goals 2000 
Act, which yielded eligibility of a billion dollars for art educa-
tion programs; and was instrumental in the appointment 
of NAEA members on the National Board for Professional 
Teaching Standards Board, which resulted in art standards 

by both early childhood and adolescence committees; and 
he collaborated in getting arts in the language for the No 
Child Left Behind Bill. 

Asked what he thought was his fondest memory, he said
The people. I saw art education scholars donate 
their selfless energy and expertise and ask for 
nothing in return; I witnessed officers come from the 
classroom and excel at national and international 
tasks; I saw young members grow into effective 
scholars and leaders who represented art educators 
and the Association with grace and style, who 
sought not recognition or rewards, but only the 
advancement of art education, improvement of the 
profession, and growth for a volunteer association.… 
They are certainly the treasures of NAEA ("NAEA 
Executive Director," 2006, para. 7). n

1983 Published An Art Teacher in Every School? A Political 
Leadership Resource for Art Educators

1985 Established the National Art Education Foundation 
(NAEF)

1985 Purchased first computer for NAEA

1986 Held first strategic planning retreat of the NAEA 
Board of Directors and adopted a mission statement 
resulting in the formation of 31 program initiatives, 
which were accomplished during the fiscal year

1987 Created NAEA Advisory, which provided the 
membership with practical information on current 
issues, concerns, interests, and needs in a concise 
and functional format

1989 Established National Junior Art Honor Society 
program

1990 Added on to NAEA headquarters and with no 
mortgage payment

1991 Created Translations: From Theory to Practice, which 
initially was published twice a year as an NAEA 
member benefit and was eventually published four 
times a year

1992 Created and established the NAEA Research 
Commission

1993 Created NAEA Flyer Series, each aimed at a 
particular audience or described certain aspects of 
art education

1995 Established the Middle Level Division

1995 Created NAEA website

1995 Created 800 number so members could call NAEA 
toll-free 

—Kathy Duse

Thomas A. Hatfield 
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(Article V, Section 2; 1995/2017) also reorganized classes of 
membership (i.e., Active Professional, First Year Professional, 
Associate, Emeritus, Preservice, Institutional, Honorary, Life). 
These changes were a result of work done in the DA and by the 
Board of Directors—who were mindful of cause and effect—
through deliberation, research, and committee work, with 
the intention of improving NAEA governance processes and 
procedures.

Executive Leadership 
From the beginning and throughout its history, NAEA has 
been an association created by members, for members. In the 
late 1800s, associations were established out of a desire for 
people in similar professions to associate—to share knowledge, 
insight, experience, and challenges in ways that would provide 
a competitive advantage. NAEA has grown steadily throughout 
its 75-year history, and many significant milestones have been 
reached since its 50th anniversary, celebrated in 1997. During 
its first 11 years, NAEA was under the umbrella of the National 
Education Association and did not have an executive director. 
The first Executive Director was hired in 1958, and over the 
following 26 years NAEA had four Executive Directors and 
two acting directors. Only two of the four Executive Directors 
served more than 5 years each. Appointed by the Board of 
Directors, NAEA’s Executive Director serves as the chief exec-
utive officer of the Association and has overall accountability 
for organizational stature and performance. Each Executive 
Director exercises both vision and leadership toward advancing 
the mission, while working with the Board and staff to achieve 
the Association’s goals and priorities and adhering to the gover-
nance set forth in the constitution by the Board of Directors. 

Since 1997, NAEA has been guided by the visionary direction of 
three Executive Directors: Tom Hatfield (1984–2007), Deborah 
B. Reeve (2007–2020), and, most recently, Mario Rossero 
(2020–present). Throughout his 23-year tenure, Hatfield brought 
fiscal responsibility, created a publications program, and was 
instrumental in helping to establish the National Art Education 
Foundation. His tenure provided stability to the Association, 

giving NAEA constant leadership and helping to firmly establish 
our association on a national scale. Upon Hatfield’s retirement 
announcement in 2006, a national search was conducted to 
identify NAEA’s sixth director, resulting in the appointment of 
Deborah B. Reeve in June 2007. 

Throughout NAEA’s history, changing times and new leadership 
have brought change to policies, procedures, operations, and 
outcomes. Reeve has described being 

struck by the dynamic vision the Board conveyed for 
NAEA’s future. Board members were passionate about art 
education, their work with students, and about NAEA. 
They had high hopes for its future growth as the premier 
organization for visual arts educators. Their seriousness 
and enthusiasm made me want to work hand-in-hand 
with them to realize the vision they had created! And so, 
my tenure as Executive Director began and we had lots 
of work to do—all part of the predictable life cycles of 
organizations! Fortunately, we had a firm foundation to 
build upon—a foundation established by my predecessor, 
Tom Hatfield, and the many leaders who served on 
the respective Boards through the years. (personal 
communication, October 2019)

In his opening video commentary following his appointment as 
Executive Director in January 2020, Mario R. Rossero stressed 
the “need to reflect ourselves and our time” in the work that 
would unfold under his leadership. His background as an artist 
and as an educator in Chicago, along with his work with the 
Kennedy Center, enables him to embrace many perspectives 
and to understand the complex experiences of art professionals.  

Strategic Planning: Following the Mission  
and Vision

Under the leadership of NAEA President Mary Ann 
Stankiewicz (2003–2005), the NAEA Board of Directors devel-
oped its first strategic plan that outlined goals and priorities. 
In order to financially support the Strategic Plan 2007–2010 
(2007), the NAEA Board made a bold and verifiably wise 
decision to reallocate $1 million from the Association’s reserve 
funds to invest in new benefits for members. This step included 
a cutting-edge, award-winning website and new technology 
infrastructure, as well as enhanced member resources through 
electronic portfolios and digital galleries, new books, blogs, 
and a successful webinar series—all supporting teaching, 
learning, and advocacy efforts. Under the guidance of Reeve, 
NAEA conducted its first-ever comprehensive member/
nonmember needs assessment and developed a robust market-
ing and communications plan. Benchmarking NAEA organi-
zational practices against nonprofit best practices was a focus 

n  Associations were established out 
of a desire for people in similar 
professions to associate—to share 
knowledge, insight, experience, 
and challenges in ways that would 
provide a competitive advantage.

https://www.arteducators.org/
https://virtual.arteducators.org/
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n During Deborah B. Reeve′s tenure as NAEA Executive 
Director (2007–2019) she advanced the refinement of 
the organization’s financial and governmental procedures. 
Dr. Reeve had a transformational approach to leadership 
development, embracing the digital age; demonstrating a 
dedication to identifying and meeting member needs; commit-
ting to the importance of fostering equity, diversity, and inclu-
sion through the field of visual arts education; and cultivating 
a thriving community of visual arts education professionals.

NAEA began benchmarking its organizational practices 
against national nonprofit best practices under Reeve’s 
leadership. During this time, the Association achieved 
record-breaking assets (doubling revenue) while also earning 
the Gold GuideStar Nonprofit Profile—a symbol of nonprofit 
accountability earned by only 2% of all nonprofits. Best prac-
tices were also applied to the work of the Board of Directors, 
with a focus on transparency, productivity, and leadership 
development. 

Empowering visual arts educators as change-enacting lead-
ers—locally to nationally—became foundational in NAEA’s 
strategy. Not only did the national Board of Directors engage 
in consistent leadership training, but leadership opportunities 
and support were created for membership at large, begin-
ning with a Leadership Development Task Force. Quarterly 
“Leader to Leader” webinars for state association leaders 
were initiated, biennial Regional Leadership Conferences 
were established in 2012, and the first National Leadership 
Conference convened in 2014. In 2015, the inaugural class of 
the NAEA School for Art Leaders—a program envisioned by 
Reeve—met at Crystal Bridges Museum of American Art in 
Bentonville, AK.

In 2008, Reeve convened the Aspen Institute of Prominent 
Thought Leaders. From this collaboration sprang the Learning 
in a Visual Age monograph communicating the importance of 
visual arts, design, and media arts education in an increas-
ingly visual, digital age. Reeve used the shifting role of tech-
nology to create opportunities and resources for educators 
that had not been previously possible. Two award-winning 
websites, virtual conferences, webinar and webcast series, 
digital access to new and archived publications, digital port-
folios, the Collaborate online interactive platform, and more 
were established between 2007 and 2019, forever changing 
the range of NAEA member benefits. 

Gauging the evolving individual needs of membership with 
the positioning of the field as a whole, Reeve worked to 
maintain a thriving community of service created by members, 
for members. Through this collaborative work came the 
reinstatement of the NAEA Research Commission and the 
development of the NAEA Task Force on Equity, Diversity, 
and Inclusion (ED&I), leading to the current NAEA ED&I 

Commission. As an artist, futurist, and entrepreneur, Reeve 
brought new ways of thinking into the organization through 
community, learning, advocacy, research and knowledge, 
and organizational vibrancy. Throughout all of her work for 
the Association, community was the binding thread: 

I actually see our community as a work of art, 
evolving from the perspectives seen through all of 
our eyes. It is more than an org chart, more than 
regions and divisions, more than a calendar of 
events. It is a living, breathing, dynamic organism 
that dramatically symbolizes the truth behind the 
idea that 1 + 1 can equal more than 2.1 n

2007 Development and implementation of new technology 
infrastructure  

2008 Enhanced NAEA publications program to provide 
author support and comprehensive marketing/
advocacy strategies 

2009 Initiated comprehensive process for Delegates 
Assembly to develop NAEA Position Statements on 
issues important to the field

2010 Participated in the development and adoption of a 
unified statement on reauthorization priorities for the 
expected reauthorization of NCLB

2011 Collaboration in the creation of new National Visual 
Arts Standards

2012 Research Commission is reestablished

2012 Dues increased for the first time in 20 years—
membership growth by 500+ even in the face of the 
increase 

2013–2015 All NAEA journal articles are made available 
digitally and in full color

2014 NAEA’s first National Leadership Conference is held

2014 Preservice Division is established

2015 NAEA School for Art Leaders (SAL) begins

2016 Headquarters relocated to Alexandria, VA—the NAEA 
Studio & Gallery

2016 Virtual Art Educators learning management system 
and webinar series launch

2017 NAEA Equity, Diversity, and Inclusion Task Force is 
established

2018 NAEA Collaborate launches

2019 Record set for NAEA National Convention in Boston 
with 5,699 attendees—40% increase over 2005

—Krista Brooke

1.  Reeve, D. B. (2019). Cleansing the palette. NAEA News, 61(5), 5. https:// 
doi.org/10.1080/01606395.2019.1657759

Deborah B. Reeve
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throughout Reeve’s tenure, along with Board development to 
enhance leadership effectiveness. Board members were better 
prepared for meetings and more connected in a strategic sense 
to conduct business in a professional and thoughtful manner. 

Building upon NAEA’s Strategic Plan 2007–2010, Reeve 
brought new models of strategic planning and organization 
to the work of the Board. A regular cycle of strategic planning 
informs continuous growth through Board-approved goals and 

priorities and focuses the work through a timeline while follow-
ing governance policy and procedures. NAEA gained momen-
tum as an organization through the development and execution 
of each strategic plan. The 2007–2010 NAEA Strategic Plan: 
Advancing Art Education focused on (1) supporting research 
on learning in the visual arts, (2) implementing exemplary 
professional development initiatives for members as leaders and 
advocates, and (3) effectively communicating the importance of 
student learning in the visual arts to all stakeholders. 

Beginning with the 2011–2014 strategic planning process, a 
hybrid approach engaged members and all NAEA leaders using 
design thinking principles. From this casting of a broad net to 
get as much information from as many members as possible, 
four pillars created in the 2007–2010 plan formed the frame-
work of goals: learning, community, advocacy, and research 
and knowledge. NAEA’s mission and vision were studied and 
revised, and a fifth goal of organizational vibrancy was added to 
the goals framework. The Research Commission was reestab-
lished in 2014 (see Chapter 3); in 2019, the Equity, Diversity, & 
Inclusion Commission was established (see Chapter 10). A task 
force was appointed prior to the appointment of each commis-
sion to study the need and purpose and identify recommenda-
tions going forward. The 2015–2020 and 2021–2025 strategic 
plans align with the basic tenets of previous plans. 

Website—Technology
In 2006–2007, as the Association was transitioning to new 
leadership in the Association office, the DA requested the 
Board conduct a complete review of the Association website. 
NAEA President Susan J. Gabbard formed a Web Site Advisory 
Committee of art educators who were becoming technology 
experts in the field of art education (i.e., Chair Cris Guenter; 
members Michael Gettings, Kevan Nitzberg, Jim O’Donnell, 
Harold Olejarz, and Craig Roland). The committee’s review was 
guided by the following questions: 

• What is the role and purpose of and goals for the website?

• How does its purpose align with NAEA’s mission and 
strategic plan?

• What are the basic tenets of a website that represents a 
national art education association? What action steps need 
to be taken?

This committee made a tremendous contribution to the 
Association with their work to help NAEA get up to speed 
with technology. The work of the Board has evolved over 
the years as Executive Director Reeve reorganized the work 
of the NAEA office to support the work of the Board and 
the DA. Regular design/redesign has resulted in a vibrant, 
award-winning website that is a destination for art educators 

Mario R. Rossero
n In January 2020, Mario R. Rossero transitioned from 
his role of senior vice president of education at the 
John F. Kennedy Center for the Performing Arts to that 
of NAEA Executive Director. His work swiftly focused on 
leading the organization through the COVID-19 pandemic 
and escalating racial tensions, especially in creating 
resources and opportunities to support members through 
the uncharted territory of virtual and hybrid learning, as 
well as a focus on self-care for educators and their learn-
ers, including the Remote Learning Toolkit and the NAEA 
Town Hall Conversations webinar series.

Rossero also worked with leaders to make challenging 
and historic decisions for the safety of members and the 
health of the Association: the first-ever cancellation of an 
NAEA National Convention in 2020, and an all-virtual NAEA 
National Convention in 2021 (engaging 4,510+ educators 
worldwide). Though there were many uncertainties as well 
as dramatic shifts in revenue, through frugal decisions, 
insurance claims, and additional grants, the finances of the 
Association remained intact. 

Between June 2020 and March 2021, Rossero, in partner-
ship with the Board, staff, and Lord Cultural Resources, 
engaged with members to create the 2021–2025 NAEA 
Strategic Vision. This new 5-year plan is supported by 
five updated pillars: Equity, Diversity, and Inclusion (super 
pillar); Learning; Research and Knowledge; Advocacy and 
Policy; and Community Vibrancy.

In October 2021, under Rossero’s guidance, NAEA, along 
with partnering arts education organizations, received an 
$8.5 million federal grant through the U.S. Department 
of Education’s Assistance for Arts Education Program to 
fund the Connected Arts Networks (CAN): Leveraging Arts 
Learning Communities for Teacher Leadership and Student 
Achievement, which focuses on investing in arts teachers 
through professional learning communities focused on 
equity, diversity, and inclusion; social–emotional learning; 
and teacher leadership. The initial cohort of educators was 
selected and began project work in 2022. n

—Krista Brooke

http://www.arteducators.org/
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worldwide. It provides access to an array of member benefits, 
including a variety of ways for art educators to connect, learn, 
and contribute to the field of art education. The NAEA website 
includes a platform that allows the Board to meet and do 
business virtually, which helps create transparency for Board 
governance. Members also have access to alternative means 
for gaining professional development as well as university 
online credit developed in partnership with the California State 
University system.   

Policy Manual: Guiding Principles for  
Process and Procedures 

A successful organization provides a handbook that outlines 
the roles and responsibilities of those serving on its board of 
directors and a policy handbook that documents policies that 
convey its governing constitution and bylaws. NAEA policy 
statements include important information relating to processes, 
expectations, and organizational standards for performance of 
the Board and the DA. 

Early in Reeve’s tenure, the NAEA Board directed her to coor-
dinate a review and reorganization of the NAEA policy manual 
to ensure it reflected nonprofit best practices. As new federal 
laws were enacted, relevant policies (e.g., whistleblower, conflict 
of interest) had been added to the manual. The agenda for the 
December 2007 planning meeting for the project included two 
topics: (1) the process and timeline for review of the policy 

manual and (2) how the work would interface with the work 
of the DA. Articulation of the process included recommending 
that committee members for the policy manual review include 
representatives from the DA and each of the four Regions, 
and specifying the use of SharePoint (a file-sharing portal) and 
organization of content. The project would also include review-
ing the purpose of the DA as outlined in the policy manual 
and reframing the DA agenda for 2008, as well as a review of 
current resolutions and special-issue groups’ statements. The 
review process was expected to identify other pertinent issues 
and to outline processes for developing position statements and 
resolutions. This was the beginning of more transparency and 
accountability for the DA as well as the Board, who worked 
with Executive Director Reeve to assure that the legislative work 
done in the DA was carried to fruition by Board leaders.

In 2008, the Board of Directors created a Policy Review 
Committee at the board meeting in Minneapolis, MN, appoint-
ing co-chairs Susan Gabbard and Robert Sabol and members 
Nancy Carr, Sara Chapman, Mac Arthur Goodwin, Betsy 
Logan, Valerie Ohlsson, and James Sanders. Kathi Levin was 
hired as a consultant to facilitate the review that the commit-
tee worked on through July 2009. The process produced over 
35 actions (adoptions, amendments, and revisions), including 
establishment of a platform working group within the Board 
of Directors structure, an overview of NAEA platform and 
position statements, and an outline of the working group’s 

NAEA Policy Handbook.

2022 NAEA website.

https://virtual.arteducators.org/csu-credit
https://virtual.arteducators.org/csu-credit
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task. Another significant change related to defining affiliates, 
allied groups, and interest groups. A controversy had been 
building around these groups in the late 1990s and early 2000s. 
Addressing these identity issues helped move all the groups 
forward and opened the door for many new groups that have 
originated over the past 25 years (see Chapter 4). 

States Assembly to Delegates Assembly
The DA elected its own officers until the 1989 Constitution 
proposed that NAEA Regional Vice Presidents would preside 
over the Assembly, which was made up of the state association 
presidents of all 50 U.S. states and a few of the Canadian prov-
inces. This change improved the organization of the DA as an 
integral part of NAEA and stated commitment to its work and 
to how decisions and important matters that originated in the 
DA could move forward for consideration by the Board. With 
the DA role defined, true governance in action—by members, 
for members—became a reality. In 2010, chairs of the interest 
groups were invited to participate in the DA with nonvoting 
delegates. The DA meets once a year face-to-face. Prior to 
advances in technology, the ability to conference call or work 
virtually throughout the year was limited. This resulted in a 
growing frustration as there was no mechanism to assure that 
important initiatives generated from the DA were acted upon 
and carried out. Improvements in the online presence of NAEA 
through its website, and additional technology resources made 
available to members, enabled the NAEA Board and the DA to 
be more connected. The work and communication of the Board 
and the DA has greatly improved as a result. Ultimately, this 
has streamlined the work of the DA—no longer requiring 2 full 
days of work at the NAEA Convention and allowing delegates 
to now participate more fully in the Convention experience. 
Major contributions from the DA over the past 25 years include 
its members’ work reviewing, organizing, and adding to NAEA 
platform and position statements.  

Position and Platform Statements
NAEA’s platform and its position statements “relate to national 
issues or topics of interest to the profession and/or field of 
visual arts education and [advance] the mission of the organi-
zation” (NAEA, 2021b). Once adopted by the NAEA Board of 
Directors, they represent the official position of the Association, 
and guide programming and activities. 

Prior to 2008, 14 platform or position statements had been 
generated. NAEA currently has 46 position statements 
(NAEA, 2021a) within the categories of students, art educa-
tors, relationships, curriculum, instruction, and assessment, 
covering a wide range of subjects in the field of art education 
and serving as a valuable resource for teachers, schools, and 
school districts. Position statements must be vetted through 
the DA process; each NAEA position statement is automati-
cally reviewed in a 3- to 5-year cycle by the NAEA Platform 
Working Group for reaffirmation, modification, or archiving if 
no longer relevant.  

By Members and for Members:  
Building Leader Capacity

In 2008, under Executive Director Reeve, NAEA convened a 
group of thought leaders from the fields of visual arts education 
and education, challenging them to consider why visual arts 
education was essential to 21st-century learning. Discussion at 
this meeting resulted in the Learning in a Visual Age project, a 
series of white papers written by NAEA Distinguished Fellows 
and collected into a single document (NAEA, 2016). This 
project ignited the field of art education, inspiring leaders to 
dig deeper, and resulted in multiple initiatives by art educators 
that have since grown—producing innovative ideas, teaching 
strands, convention shifts in presentations, and expanded lead-
ership capacity in ways that are still unfolding. 

One example is the 2014 National Visual Arts Standards 
(National Coalition for Core Arts Standards, 2014; see also 
Chapter 6). The new standards (not only for visual arts but 
also for dance, music, and theater) are more robust, reflecting 
contemporary thought, and are more in line with education 
standards when compared with those written in the 1990s. 
Elliott Eisner’s question, “What can education learn from 
the arts?” (2008; see also Cullen, n.d.), has become an even 
stronger message and question in education today, bringing 
more attention to the importance and value of art education—
importance to an education in and through the arts in the life 
of every student. 

2012 NAEA Delegates Assembly.

https://www.arteducators.org/about/platform-and-position-statements
https://www.arteducators.org/learn-tools/national-visual-arts-standards
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Another significant inflection point was the creation of the 
School for Art Leaders at the Crystal Bridges Museum for 
American Art. Each year, 25 art educators from all NAEA 
Regions and all Divisions are selected to participate in a 
7-month learning experience, with virtual learning follow-
ing onsite training. Focusing on self, others, and groups 
assists participants in positioning themselves as leaders in all 
contexts. Close and personal relational cohorts support partic-
ipants in completing self-assigned leadership experiments that 
culminate in a capstone project to benefit various commu-
nities. Storytelling, advocacy, and emotional intelligence are 
some of the areas of study explored by members. School for 
Art Leaders alumni emerge as school-level leaders, principals, 
curriculum chairs, state and national association leaders, and 
much more.  

Conclusion 
NAEA’s 15-member Board of Directors serves as the governing 
authority to advance the Association’s mission, determine its 
goals and priorities, and provide strategic direction and fiduciary 
oversight. The President serves as chair of the Board and of the 
Executive Committee. All positions are elected by members with 
the exception of the Executive Director, who is appointed by the 
Board and serves as an ex officio nonvoting member. 

Being part of NAEA is a learning experience. Leadership is 
a type of governance that takes many forms depending on 
the circumstance. When leaders embrace the mission, vision, 
and goals of their association as their measure for decision 
making, the work of those leaders becomes strategic. This focus 
reinforces that the mission and goals are the objective of the 
mutually undertaken work. Articulation improves the quality 
of internal communication and enhances meaning for board 
member participation. Board members are faced with the 
inescapable question on intentionality: “What is our purpose?” 
Amid the day-to-day teaching and learning experience (whether 
public, private, charter, higher education, or museum), shared 
purpose and goals should be the focus of nationally affiliated 
members. This reaches across not only education settings but 
to NAEA members as individuals engaged with art education 
for their communities and the nation. The ultimate goal is to 
locate efforts toward the education of society, and to achieve 
those goals through visionary work. The intent is to articulate 
and support leadership traits NAEA members will strive to 
uphold and to pass along to those who follow in art education. 
With a strong constitution, bylaws, and working relationships 
between leadership venues, NAEA exemplifies how to govern 
with purpose and integrity, when tending to a shared vision that 
persists among members’ diverse interests. n

National Coalition for Core Arts Standards, 2014.

n  “What is our purpose?” 
Amid the day-to-day 
teaching and learning 
experience… shared 
purpose and goals 
should be the focus of 
nationally affiliated 
members. 

1. A document found by Mary Ann Stankiewicz in the NAEA archive at Penn 
State outlined seven purposes of the new organization, provided for four 
membership categories, and intended membership in both the department 
for art and the National Education Association.  Johnson (1997) recorded 
four formal adoptions of constitutions: 1948, 1963, 1971, and 1990 (the 
Constitution printed in its entirety). 

2. Johnson (1997) recorded four formal adoptions of constitutions: 1948, 
1963, 1971, and 1990 (the Constitution printed in its entirety). 

3. Based on Stankiewicz’s study of NAEA archives, making the regional 
presidents vice presidents was an important change that brought the 
regionals more clearly into NAEA and gave regional leaders a national role. 
She notes that this was one of Ivan Johnson’s motions in August 1963. 

4. The 1948 NAEA Constitution, as revised in July 1949, included a 
representative of The SHIP on the council. Council membership was 
limited to 25 people, which is a large governing board—especially 
considering that 50 people constituted a quorum for association business 
meetings. Members-at-large on the council served 4-year terms; the SHIP 
rep served a 2-year term. 

5. In I. E. Johnson’s chapter in the 50th-anniversary history (1997, p. 39), this 
information was cited in body and referenced to a communication from 
Milliken in 1975. 

Notes

https://www.arteducators.org/events/school-for-art-leaders
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6. In reviewing commentary about the decision process, “clarity of purpose” 
across the organization meant that groups within NAEA required a means 
to have a voice in general discussions that encouraged regional efforts and 
participation from “affiliates,” a term some of the groups were then using. 
Meetings occurred during the winter meetings of another department of 
NAEA (the Association of School Administrators) and meetings that the 
President called when necessary. Stankiewicz (see Chapter 1) has clarified 
why NAEA met twice a year during its early years as an NEA department:  
The NEA held two annual meetings—one during the summer when 
teachers could most easily participate, and one during the winter, when 
administrators could attend. As a new department of the NEA, NAEA 
followed this precedent; the NAEA archives document NAEA members 
at both summer and winter NEA conferences. When NAEA was being 
organized, planners met adjacent to March and June NEA meetings. 
By 1951, NAEA held its first biennial conference in New York City and 
stopped meeting under the NEA conference. However, NAEA continued 
to have written reports included in the annual NEA proceedings up to 
and including 1963. By 1970, no NAEA reports were included in NEA 
proceedings, so by then NAEA was fully independent.

7. Stankiewicz noted that the next document in the folder contains essentially 
the same content but carries a note “editorial revision 1/68” attached to the 
typed pages. 

8. The Preamble was written before the Women’s Movement and before the 
NAEA Women’s Caucus advocated use of nonsexist language in NAEA 
and among art educators, and shows why nonsexist language was needed, 
as society makes meaning differently today when a specific pronoun is 
employed. 

9. President Sarah Tambucci initiated an earlier strategic planning process, but 
the strategic planning begun while Mary Ann Stankiewicz was President-
Elect—with the full support of President Mac Arthur Goodwin—was a 
comprehensive process designed to engage all segments of the Association 
from the Board through Delegates Assembly, issues groups (as they were 
then known), and Distinguished Fellows.

10. With design thinking, participants identify driving questions that in turn 
inspire searches for creative solutions. This is followed by a search for the 
need driving the questions that have emerged from broad participation. 
From the needs, creative ideas are generated, tested, and then made 
tangible. Finally, the narratives are merged to share the efficacy of the 
design. 

11. In 2015, the NAEA Virtual Art Educators website was established with the 
expertise of former Web Site Advisory Committee Chair Cris Guenter. She 
facilitated a partnership between NAEA and the California State University 
system to conduct a pilot program that provided NAEA members an 
opportunity for continuing credit. 

12. The working group became a standing committee of the Board in 2010.

13. The 50th-anniversary edition of NAEA’s history was published in closer 
proximity to controversy over affiliate and issue-based groups that were 
proliferating in response to members’ needs. See Johnson (1997).
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