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Management and the Arts 6e

Part 1 – Intro to Arts Management

• Definitions & Terms

• Systems and How Art Works

• The Creative Industries

• Opportunities for Arts Managers

Part 2 – Managers & Organizations

• Managers and What They Do

• The Organization
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Part 2 – Managers & Organizations Cont’d.

• Organizing

• Levels of Mgt/Types of Managers

• Common Elements in an Organization

• Arts organizations as Institutions

• The Four Functions of Management

• Management in Practice 

• Operational Area of the Four Functions

• Websites to Bookmark
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Management and the Arts 6e

Learning Outcomes – Be able to:

• Define key terms related to the arts and management

• Explain the systems that underpin how art works in a society

• Provide examples of how the Map of Arts Benefits can be used to advocate for 
the importance of the arts in society

• Summarize the key components that make up the creative industries

• Summarize what managers do and define the process of organizing 

• Explain how the four functions of management can be applied to the arts 

--------------------------------------------------------------

Part 1 – Introduction to Arts Management

Terms & Definitions
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• The Arts – Branches of creative activities
• Culture – Activities such as the arts and philosophy that contribute to the 

development of civilizations and people’s minds
• Management – Process of working with people to accomplish 

organizational goals
• Arts Management – Connecting the creative work of artists to audiences 

and communities using management processes and practices
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Management and the Arts 6e

Part 1 – Introduction to Arts Management

Systems – Inputs -> Transformative Processes -> Outputs
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• Systems – Interconnected elements coherently organized to achieve 
outcomes (e.g., performing and visual arts organizations)

• NEA How Art Works System Map – Human impulse to create and express 
is a core element in a system that connects the inputs of an arts 
infrastructure and education and training which produces outcomes that 
benefits people, society, and economies, and that impacts by increasing 
societal capacity and innovation, and provides new outlets and forms of 
for creative expression (See Fig. 1.1). 

• The Map of Arts Benefits – Alan Brown’s 2006 depiction of the multiple 
benefits of the arts which includes experiential dimensions (sensory, 
emotional, and inspirations), personal development (aesthetic growth, 
critical thinking), human interaction (cohesion, relationships with others), 
communal meaning (social contact, shared memory, develop cultural 
heritage), which can also produce economic and social benefit (civic pride, 
economic impact) – see Fig. 1.2. This arts ecosystem underpins the creative 
industries. 
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Part 1 – Introduction to Arts Management

Systems – Inputs -> Transformative Processes -> Outputs
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The Creative Industries* 
A global network of people and organizations engaged in systems of 
production and distribution of multiple forms of creative expression. There are 
four complex models that help shape how we think about the components 
that make up the creative industries. These include:

❖ The United Kingdom’s Department of Culture, Media, and Sport 
(DCMS) – Includes advertising, architecture, crafts, design, film, 
video, performing and visual arts, and publishing

❖ Symbolic Texts Model – Includes film, TV, advertising, the creative 
arts, fashion, software and sport

❖ The Concentric Circle Model – Core activities include literature, 
music, performing arts, and three other circles comprised of film, 
and museums followed by heritage services, publishing, TV and 
radio, and concluding with advertising and architecture.

❖ The WIPO Copyright Model – Includes core copyright industries such 
as advertising, the arts, and publishing and interdependent 
industries and finally partial copyright industries (See Table 1.1 and 
1.2 and Fig. 1.3).

* Source: United Nations, Creative Economy Report 2010.
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Part 2 – Managers and Organizations

Managers – Who and What
• Managers “directly support, supervise, and help activate the work efforts and 

performance accomplishments of others” (Schermerhorn, 2013).

• Organizations – Managers function in organizations which are “a collection of 
people working together in a division of labor to achieve a common purpose”
(Schermerhorn, 2013). 

• Organizing – Managers engage in organizing which is “the process of assigning 
tasks, allocating resources, and coordinating the activities of individuals and 
groups to accomplish plans” (Schermerhorn, 2013).

• Open Systems – Organizations function as open systems that “interact with 
many external environments to transform their resources (inputs) to products or 
services (Schermerhorn, 2013). See Fig.1.4
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Management and the Arts 6e

Part 2 – Managers and Organizations

Levels of Management and Types of Managers
• Strategic - Monitors the overall operation of the organization with an eye toward 

constantly adjusting and adapting to the changing environments that may affect 
the future of the organization while staying true to the mission (Bateman, 2019). 

• Managerial - Coordinates the operations and acts as a bridge between the 
operational and strategic leadership levels of management (Bateman, 2019).

• Operational - Focuses on the day-to-day activities necessary to carry out the 
enterprise's core purpose.
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Theatre Company Management Levels

Common elements found in organizations include divisions of 
labor (specializations), hierarchy which includes a formal 
reporting structure and power dynamics (e.g., org. charts). 
Informal structures also form due to the interaction of people 
in different departments, workgroups or projects. All the 
interactions of artists, staff, and board members lead to an 
organization forming a unique culture which can be connected 
to its mission (e.g., purpose) and the activities of the arts 
discipline (e.g., dance, theatre, opera, symphony orchestras, 
etc.) and its rituals, values, traditions,  beliefs, and biases. 
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Management and the Arts 6e
Four Functions of Management (See Table 1.3)

• Planning is deciding what is to be done.

• Organizing is deciding how it is to be done and who is to do it. 

• Leading is deciding how other people are to get it done. 

• Controlling is deciding if it is or isn't getting done, and what to do if it isn't.

(Bateman, 2019)
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Four 
Functions 
of Mgt in 
Practice

Planning & 
Programming

Adaptive 
Organizing

Leading & 
Personnel Mgt

Financial Mgt 
& Org 

Development
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Operational Areas of the Four Functions of Management

1. Planning & Programming – PDA = Plan, Do, Assess
❑ Annual calendar drives planning for programming, education, marketing, fundraising, 

budgeting, and operations and is aligned with the mission, values, and vision

❑ Multi-year planning is focused on strategic initiatives designed to advance the long-range 
goals of the organization

2. Adaptatively Organizing
❑ Systems theory describes the feedback loop between the inputs, outputs, and outcomes 

of the organization’s programming. Organizational structure can facilitate the adaptive 
capacity of the arts organization as it responds to various external environments. 

3. Leading & Personnel
❑ In order to plan, program, and adaptively operate an arts organization the leadership 

team hires (or auditions) and continuingly develops the organization’s workforce. 
Workgroups include those engaged in the creative programming plus staff supporting the 
administrative, production, and operational areas of the organization.  

4. Financial Management & Operational Development
❑ Multiple sources of revenue are developed through programming and with the support of 

marketing, fundraising, and grant writing. Budgeting and managing resources to support 
the operations and personnel are driven by processes intended to sustain the 
organization. 
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Management and the Arts 6e
Websites to Bookmark
Adaptistration: Drew McManus on the orchestra business - https://adaptistration.com/

Americans for the Arts—Research - https://www.americansforthearts.org/research

ArtsHacker: practical tips, tricks, and pointers for getting things done as an arts manager - https://artshacker.com/

Arts Journal: Arts, Culture, Ideas - https://www.artsjournal.com/

Arts Professional: News and Information from the UK - https://www.artsprofessional.co.uk/

Charity Navigator https://www.charitynavigator.org/

Colleen Dilenschneider: Know Your Own Bone - A data-informed resource for cultural executives -
https://www.colleendilen.com/

GuideStar https://www.guidestar.org/ (Guidestar and the Foundation Center Merged in 2019 and created a new
organization that can be found at www.candid.org)

ENCATC – European Network of Cultural Management and Training Centres – https://encatc.org/en/

Hyperallergic - Sensitive to Art and Its Discontents
https://hyperallergic.com/

Inside the Arts: a cultural blogging exchange - https://insidethearts.com/

National Endowment for the Arts (NEA) – https://arts.gov

The Network of European Museum Organisations (NEMO) - https://www.ne-mo.org/

END NOTES: Bateman, Konopaske, Snell, 2019, Management, 13th ed. New York (NY): McGraw Hill. And Schermerhorn, 2013,
Management, 12th ed. Hoboken (NJ): John Wiley & Sons.
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Management and the Arts 6e
What’s Ahead . . .

Chapter 2 - Arts Managers and the Practice of Management 

Learning Outcomes   

• Identify how arts managers and management processes have been part 

of the history of the performing and visual arts 

• Summarize changes in the arts manager’s profile over the last 30 years

• Be able to summarize the roles and functions of arts managers 

• Identify the key contributors who pioneered the development of 

management and management theories
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