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• Organizing: A Personal Perspective – How Organized are You?

• Business/Corporate Structures

• The Management Function of Organizing 

• Organizational Models

• Organizational Structure and Charts

• Organizational Design

• Coordination

• Organizational Culture and the Arts
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Learning Outcomes   

5.1: Identify and assess the factors contributing to being organized

5.2: Summarize ways of starting a business

5.3: Articulate and define terms and benefits associated with organizing

5.4: Explain the elements that contribute to organic, mechanistic, and bureaucratic 

organizations

5.5: Be able to analyze an organizational chart and identify the divisions of work, 

supervisory relationships, lines of communication, subunits, and levels of 

management

5.6: Explain how organizational complexity affects mission fulfillment

5.7: Explain organizational culture, apply the three levels of culture in analyzing 

arts organizations, and outline how culture influences change processes in 

organizations
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Organizing: Personal Perspectives 

“Well organized” describes someone who is prepared for a task, project, or event 
and is good at reaching goals and meeting deadlines. How do we become 
organized (or not)? There is a complex interplay of social context, traits, values, 
upbringing, and learned behaviors that contribute to being organized. Factors such 
as being “future-oriented” and “conscientious” play a part in shaping how 
organized we might be. 

Here are two quizzes you can take to gain some insights into your capabilities as 
an organizer. These include assessing how “future-oriented” and “conscientious” 
you are. The Zimbardo Time Perspective Inventory (below) and the Five-Factor 
Model quiz (next slide) are tools you can use in your self-assessment.

Zimbardo Time Perspective Inventory (61 questions) 

See the time perspective descriptions in the next slide 
Link: https://www.thetimeparadox.com/zimbardo-time-perspective-inventory/
Link to research on Inventory and Scoring of results: https://www.thetimeparadox.com/research/

Additional Resource on Personal Organization
Link to MindTools: https://www.mindtools.com/pages/article/newHTE_76.htm
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The Five-Factor Model (FFM) quiz gives you results along a continuum measuring 
Openness, Conscientiousness, Extraversion, Agreeableness, and Neuroticism, or 
OCEAN. (Also see Chapter 7 for more about the FFM) 

Link to 60 question test: https://www.personalitylab.org/tests/bfi2_self_pol.htm

A higher Conscientiousness score is often associated with managers who seem to be 
effective at planning and organizing. 

More About the Zimbardo Time Perspective Types [1]

• Present-Oriented: “Focuses on concrete factors in the immediate, sensory present…”
• Present-Hedonistic: “Self-indulgent, enjoys things that bring immediate pleasure, avoids those that 

involve effort, work or planning”
• Present-Fatalistic: Sees themselves “as a passive pawn of fate, of higher spiritual authority” or other 

external forces in their environment.
• Future-Orientated: “Decisions tend to be based less on concrete aspects of the current setting and 

more on imagined future consequences of alternative courses of action.” 
• Past-Orientated: Tend to be “suspicious of the new and different” and “tend to not open themselves 

to new experiences and strangers.”
[1] Source: https://www.thetimeparadox.com/2008/08/03/an-overview-of-time-perspective-types/

Next, we look at various ways businesses are organized and the management 
function of organizing and organizational design. 
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Business/Corporate Structures
The are multiple ways businesses can be legally constituted and organized in the creative 
industries. Each state and country have legal requirements and business filing processes 
and procedures for setting up a for-profit, nonprofit, NGO, charity, or foundation.

Sole proprietorship – This is a business owned and operated by one person. This type of business 
does not provide protection in the event of litigation and personal assets can be used in lawsuit 
settlements. 

General partnerships – Two or more people may decide to start up an unincorporated for-profit 
arts business. Each partner brings their financial resources (capital) to the business. Other 
partnership options include a (1) Limited Partnership, (2) Limited Liability Partnership, and (3) Limited 
Liability Limited Partnership.

Limited Liability Company (LLC) – In the late 1990s, this method of setting up an unincorporated 
business became more widely used. In the United States, Broadway productions often use this 
approach. The LLC provides personal liability protection, unlike the sole proprietorship or general 
partnership. (See Donald Farbar, Producing Theatre, 3rd edition, Chapter 5.)

Corporations – Incorporating a business means establishing a legal and tax entity separate from the 
owners and shareholders (if it is a public corporation). There are also numerous tax benefits available 
to corporations. There are three common types of corporations: C, S, and B corps. B corps are driven 
by both mission and profit. In public corporations, shareholders hold the company accountable to 
produce some sort of public benefit in addition to a financial profit.
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Business/Corporate Structures

Nonprofit Organizations (NPO) – A nonprofit may be established as an association, 
charitable trust, or a charitable corporation. In the United States, arts organizations are 
commonly established as charitable corporations under the IRS tax code classification of 
501(c)(3). 

Go to this link for details: https://www.irs.gov/charities-non-profits/charitable-organizations

The National Council of Nonprofits (US) offers guidance on starting a nonprofit. 

Secretary of State websites provide links to instructions on starting and incorporating NPOs 
in their state. 

Non-governmental organizations (NGO) NGOs are similar to NPOs in the sense that 
their purpose is focused on doing some public good or providing services. The term NGO is 
typically used for an organization that operates internationally; however, it could operate 
locally or nationally. 

Here’s a link to a document explaining the key differences between NPOs and NGOs: 
https://www.cmu.edu/career/documents/industry-guides/NGOs%20and%20NPOs.pdf
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Arts entrepreneurship has been defined as “a management process through 
which cultural workers seek to support their creativity and autonomy, advance 
their capacity for adaptability, and create artistic as well as economic and social 
value.” (Chang, Wyszomirski, 2015, Artivate: A Journal of Entrepreneurship in the Arts) 

Arts entrepreneurs often start as sole proprietors or partnerships and then incorporate as 
a NPO or LLC. However, financing an arts startup can be challenging. Some arts 
entrepreneurs self-finance their work. In the last few years, the idea of Venture 
Philanthropy has taken hold and is making start-up funding more available. Here are some 
examples of funding sources: 

• The NPO Creative Capital has as its mission “to fund artists in the creation of groundbreaking new 
work in the visual arts, performing arts, literature, film, technology, and multidisciplinary practices, 
including socially-engaged work in all forms.” The offer grants up to $50,000

• Americans for the Arts also has a list of funding opportunities on its website including this PDF:  
Artist as Entrepreneur: Economic Development Resource Guide the focus of which is on economic 
development grants for arts organizations. 

• The Center for Cultural Innovation (CCI) in California has a mission” to support individuals in the 
arts—artists, culture bearers, and creative entrepreneurs.”
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The Management Function of Organizing

Regardless of the type of business, to fulfill its purpose (mission), an alignment 
of programming, people, and resources (financial and physical) is needed to 
achieve goals, objectives, and realize outcomes. 

Organizing is the “process of assigning tasks, allocating resources, and 
coordinating the activities of individuals and groups to accomplish goals” 
(Schermerhorn, 2013, p. 18).

Four Benefits of Organizing:

1. Making clear who is supposed to do what

2. Establishing who is in charge of whom

3. Defining the appropriate channels of communication

4. Applying the resources to defined objectives.

Part of the arts manager’s organizing function is dividing the workload into manageable 
groups of tasks, assigning people to get tasks accomplished, allocating the resources 
needed to do their jobs, and then coordinating multiple workgroups to meet goals and 
objectives. To accomplish this, each art form has developed unique organizing and 
operating structures and processes that effectively facilitate people working together to 
fulfill its programming and creative aspirations. 
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The Management Function of Organizing

Organizational Design and Models- Theory

Mechanistic, Bureaucratic Organizations [1]                            Organic, Adaptive Organizations 

Centralized authority, many rules,                                                   Decentralized authority, fewer rules, 
narrow span of control, few teams wider span of control, use of teams

Organizational structures can vary along a continuum largely depending on the type of 
business. Governmental and regulatory organizations tend to be more bureaucratic, while 
arts and cultural organizations tend to have more organic and adaptive organizational 
structures. However, even an arts organization will have bureaucratic elements in some 
areas, especially those interacting with governments (e.g., taxation, compliance, etc.)

The management team should be striving to create an organizational framework that has 
the appropriate degree of structure needed for each of the functional areas in the 
organization. Regularly assessing if the various operational areas in an arts organization are 
functioning effectively can be incorporated into the annual planning process. Policies and 
procedures are often created in response to specific problems that may no longer be 
relevant in the organization. 
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The Management Function of Organizing

Organizational Structure and Charts

Organizational structure refers to “a system of tasks, reporting relationships, and 
communication linkages.” These relationships and tasks are shown in an organizational chart, 
which is an “arrangement of work positions in an organization.” The chart should show five 
elements of the organization: “division of work, supervisory relationships, communication 
channels, major subunits, and levels of management.”[2]
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Hierarchical Organizational Structure 
(See Figures 5.3 to 5.6)

Flatter structure with a wider span of control
(See Figure 5.7)

Both diagrams show work areas in the organization and lines 
of communication and authority. The structure on the left 
depicts a “siloed organization” where horizontal 
communication and coordination are designed to only 
happen at the upper management level.   
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Middle Line
Managers draw 

on 
technostructure 

and support 
staff resources 

to connect 
strategies to 

operating core 

Strategic Apex
Board & Leadership 

Team

Operational Core
Daily operations

Source: Adapted from  Mintzberg on Management, 1989, p. 99

Ideology/Culture

Mintzberg’s Six Basic Parts of the Organization

The structure of the organization and the roles 
played by people in the functional areas of the 
Strategic Apex, Technostructure, Support Staff, 
Middle Line, and Operational Core vary by type 
of organization. (See Box 5.2) 

Mintzberg identified one type as the 
“Missionary Form,” which encompassed 
organizations with “clear, focused, inspiring 
missions” and often led by “charismatic leaders.” 

The sixth part is what he called “Ideology” which 
also means organizational culture (the outer 
circle). Culture is made up of the beliefs, values, 
and traditions connected with the type of 
organization and its mission. 

Technostructure includes functions like finance, 
IT, research, and scheduling. Support staff 
includes functions such as payroll, marketing, 
fundraising, and sales. 

Link to overview video on “Henry Mintzberg's 4 plus 2 
Organizational Types,” https://youtu.be/JmvYcskjh3E

https://youtu.be/JmvYcskjh3E
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Holacracy applied to an Arts Organization
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Holacracy by Brian Robertson: A brief overview of Robertson’s book. https://youtu.be/0FmKsDf_CnI

Beyond Holacracy: A Less Is More Approach To Management. This short video provides an example of how Holacracy is used in an organization. 
https://youtu.be/XHhgpj8uLCo ALSO – The website created by HolacracyOne has resources you can review on this organizational approach. 

Board of 
Directors 
Circle 
and its 
oversight 
role 

The organization’s operational circle where it does its 
mission-driven work

Each smaller circle represents roles that encompass the 
work people do to make the organization function such as 
marketing, fundraising, ticket office, production, IT, 
costumers, carpenters, props, stage management, 
technicians, etc. 

Within operational circles, teams are made up of people 
doing their roles in the organization such as marketing or 
production. For example, the people designated as 
having roles in the marketing circle include web design, 
graphics, social media, PR, and content creation.   

Marketing 
Circle

Fundraising 
Circle

Production 
CircleAs situations warrant the person in the IT role may join 

the marketing or production circle to address a problem 
or to participate in a project. 

“Holacracy is a new social technology for governing 
and operating and organization.” B. Robertson (see Box 5.2)

Holacracy is designed to distribute authority and 
empower people working within the organization’s 
constitution and rules to make decisions and act.

https://youtu.be/0FmKsDf_CnI
https://youtu.be/XHhgpj8uLCo
https://www.holacracy.org/
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Evolution Toward Creating Adaptive, Equitable, Self-Managed Organizations
Frederick Laloux’s 2014 book Reinventing Organizations (see Box 5.2) advocates for creating “Teal” organizations 
that are continually adapting and evolving and that turn away from the power and control structures prominent 
in business. The table below summarizes the stages of organization design as he sees them. It is important to 
note that all five of these types of organizations can be found today around the world. 
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Color Description Metaphor
Major Breakthrough -
progress

Examples in the 
Present 

Red
Constant exercise of power by chief to 
keep people in line. Fear is used and has 
short-term focus.

Wolfpack
• Division of labor
• Command authority

• Mafia
• Street gangs
• Tribal militias

Amber
Highly formal roles within hierarchal 
pyramid. Stability valued, top-down 
command and control. 

Army
• Formal roles (stable and 

scalable)
• Processes (long-term)

• Catholic Church
• Military
• Most Govt. agencies
• Public schools

Orange
Goal is to beat the competition, grow, 
profit, innovation values to stay ahead. 
Management through goals. 

Machine
• Innovation
• Accountability
• Meritocracy

• Multinational Corps
• Investment banks
• Private schools

Green

Uses pyramid structure but focus is on 
culture, mission, and empowerment to 
achieve employee motivation. 
Stakeholders valued

Family
• Empowerment
• Values-driven
• Stakeholder focus

• Culture driven 
organizations 
(Southwest Airlines, Ben 
& Jerry’s, Many 

Nonprofits)

Teal
Self-management replaces pyramid, 
flowing and natural workgroups which 
continually evolve as a business operates. 

Living 
Organism

• Self-Management
• Values free expression
• Evolutionary

• Buurtzorg [1]
• Patagonia
• Zappos 

[1] These three businesses exhibit some, but not all, of the “Teal” qualities Laloux outlines.   

https://www.buurtzorg.com/
https://www.patagonia.com/business-unusual/
https://www.holacracy.org/success-stories/zappos
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Informal Org Networks in a Hierarchy 

Management and the Arts 6e, Wm. J. Byrnes, 2022 (C) 

Chapter Five – Organizing: Organization Design and Culture

15

Components of Organizational Design
• Culture: How do the shared values and unspoken attitudes 

of the people in the organization facilitate or hinder 
achieving programming goals and the mission? 

• Strategy: As the organization grows and develops it may 
need to realign itself to achieve a strategic outcome 

• People: Will the organization have the financial resources 
to attract the workforce it needs?

• Size: As staff are added managing and coordinating people 
make operating more complex

• Vertical Coordination: Requires considering factors like 
chain of command, span of control, delegation, and the 
degree of centralization in the organization. 

• Horizontal Coordination: How will functional areas like 
marketing, fundraising, finance, production, and hiring 
work together to achieve project goals and objectives? To accomplish work, staff informal 

communication and collaboration networks 
develop organically in organizations. (IN RED)

However, the informal structure can create 
inefficiencies and can undermine project 
coordination. The tension created between 
informal and more rigid structures can be the 
impetus to change an organizational structure 
(e.g., become a Green organization). 

Challenges 
The difficulty of changing an organization’s design and culture 
should not be underestimated. While organizations may be 
open systems (See Fig. 5.1), that does not mean change is will be 
easy.  Organizations are social systems and leaders, managers, 
and workers who create its social networks can be reluctant to 
give up control and power. As we will see in Chapter 6, if job 
descriptions do not stress sharing power and promote equity 
and collaboration in the workplace, rigid structures will persist. 



Management and the Arts 6e

For more resources for Chapter 5 go to 

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

Chapter 6 – Staffing, Boards, and Volunteers

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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