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Abstract

Under the background of the new era, performing arts organizations have become a cornerstone force
in promoting the high-quality development of China 5 culture. “How to explore the development models
and general rules that promote internal and external collaborative management within organizations? ”
and “How to achieve dynamic balance within organizations with diverse collaborative models? ” These
are all crucial questions that managers of performing arts organizations should consider in this era.
Based on positioning theory and the logical perspective of organizational structuring functional types,
this article proposes a “three-step” development strategy for the internal and external collaborative
management of performing arts organizations from the value logic of arts management and the
research perspective of history. The article also establishes an evaluation system for the internal and
external collaborative management of performing arts organizations using the DEA method and
explores the full-process management architecture of integrated collaboration within and outside
performing arts organizations. The aim is to provide theoretical support for the collaborative
innovation and high-quality development of performing arts organization management.
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1. Introduction

In the context of the new era, performing arts organizations have become a key force driving the
high-quality development of culture in our country. Research on performing arts organizations should
be rooted in meeting the demands of the general public and aim to create high-quality artistic products
with profound ideas, artistic excellence, and excellent production. Questions such as “How to explore
the development models and general principles that promote collaborative management in

organizations?” and “How to achieve dynamic balance in diverse collaborative modes?” have become
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timely issues that performing arts organization managers should consider.

As the main force in the creation and production of Chinese cultural and artistic products, performing
arts organizations are an important carrier of promoting cultural self-confidence. Whether their
development and construction are scientifically sound and whether they achieve internal and external
collaborative management are key factors directly related to the success or failure of national cultural
and artistic development.

Literature research has found that scholarly research has expanded the research perspectives on
performing arts organizations both vertically and horizontally, yielding fruitful results and laying a
solid foundation for further research. This has made “research on internal and external collaborative
management of performing arts organizations” possible across multiple dimensions such as
comprehensive cultural systems, artistic organizations, artistic creation, and artistic talent cultivation.
However, according to parallel reasoning from both horizontal and vertical dimensions, the current
research mostly focuses on qualitative studies, with limited quantitative and empirical research from
the perspective of internal and external collaborative management. Moreover, most studies concentrate
on the internal management of specific performing arts organizations, which limits the research validity,
reliability, and comprehensiveness. Therefore, conducting research on internal and external
collaborative management of performing arts organizations using mixed research methods can play an
important role in optimizing management, improving artistic production efficiency, ensuring artistic
production quality, and providing beneficial precedents for government cultural policy development.
There is still considerable and expandable research space in the field of internal and external
collaborative management research in performing arts organizations.

From a practical perspective, although a complete theoretical framework for collaborative management
of performing arts organizations has not yet been established, a few performing arts organizations have
already explored it in practice. For example, the China National Traditional Orchestra has taken a
unique position in the artistic market by adhering to its social positioning as a representative of the
national image and promoting the culture of traditional Chinese music. The orchestra’s team
organization has a tight and well-organized internal structure, consisting of departments such as the
office, ethnic orchestras, ethnic choirs, performance centers, finance departments, and personnel
departments, each with clear responsibilities and functions. The orchestra’s personnel management
mechanism includes personnel establishment, talent mobility, assessment, and appointment systems to
ensure that top talents enter the orchestra’s work and enhance the quality of the team. In its relatively
well-developed internal management, functional types, artistic transferability, hierarchical structure,
institutional structure, and cultural structure, the China National Traditional Orchestra is constantly
embracing external voices and keeping pace with the times. Through a structured logic of internal and
external collaborative management, it continuously promotes its spiral-like upward development. For
instance, the orchestra collaborated with director Wang Chaoge to create a large-scale musical drama

called “Rediscovering Chinese Music”, which is an ethnic innovation based on feedback from the
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external perception that “the repertoire being played mostly consists of the ‘Three Old Pieces’”. Amid
the continuous changes in the artistic and institutional environment and audience aesthetics, the musical
drama, with the audience’s social relational network as its core and demand-driven innovative internal
creative methods and internal management models, has appeared in an extraordinary form that
integrates music with scenery, blending different scenes, and has become a music concert combining
Western opera, drama, symphony, and musicals in a unique way. In the continuous
“macro-micro-macro-micro” cycles of innovative management models and modern management
concepts, scientific and standardized management approaches have been provided for the innovative
development of the large-scale ethnic musical drama. Specific measures include leveraging external
efforts to open markets and showcase the charm of ancient Chinese culture when the variable of
“artistic transferability” is reduced, promoting win-win situations for productions and enterprises
through innovative marketing models when the variable of “artistic environment” changes, portraying
music stories in accordance with the audience’s perspective, and advancing promotion and sales to
increase market acceptance, thus paving the way for the inheritance of ethnic music.

The exploration of internal and external collaborative management by the China National Traditional
Orchestra underlines the importance of reevaluating traditional Chinese music not with outdated
perspectives, but by appreciating it through the ingenious fusion of tradition and modernity. This has
allowed traditional Chinese music to be showcased on the Western stage with innovative and classical
art forms, promoting the progress and development of ethnic music. As the main body of performing
arts organizations and through their artistic works, performing arts organizations have demonstrated the
profound charm of Chinese traditional culture to the world.

In conclusion, collaborative management in performing arts organizations has been the subject of
numerous attempts and explorations in practice, but it still requires further research on the theoretical
level. Therefore, the introduction of mixed research methods is highly valuable in studying the
collaborative management of performing arts organizations. It can play a significant role in optimizing
management, improving artistic production efficiency, ensuring artistic production quality, and serving
as a beneficial precedent for government cultural policymaking. As a result, this paper adopts a
research approach that starts with the logical perspectives of positioning theory and structured
functional types of organizations, combined with empirical studies using historical research
perspectives and case investigations. The research follows a path of problem identification, problem

deconstruction, in-depth exploration, examination of the current status, and problem resolution.

2. Method

The logical framework matrix facilitates a systematic and structured analysis of the internal and
external collaborative management models of performing arts organizations. Due to the temporal
characteristics of performing arts organizations, they must adapt to survive in the external environment.

The external environment is considered a significant factor influencing the structural development of
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performing arts organizations and has been a key focus of theoretical research since the 1960s and
1970s. The contingency theory (Perrow (Note 1), 1986) proposed in the 1960s and 1970s, followed by
scholars suggesting the combined effect of external factors such as technological changes and
institutional environments with internal factors such as life cycle, scale and scope, strategy, technology,
knowledge level, and functional types, on the evolution of performing arts organizations (Massini
(Note 2), 2002). All of this supports the conclusion that the internal and external collaborative
management of performing arts organizations is the correct management approach for promoting their
high-quality development.

Based on Coleman’s (Note 3) (1990) three explanatory stages of social phenomena and the
fundamental essence of organizational structuration, the author elaborates on the logical framework of
internal and external collaborative management from the perspective of the structuralization of

performing arts organizations (Figure 1).
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Figure 1. lllustration of the Logical Framework for Collaborative Management in Performing

Arts Organizations

External environmental factors of performing arts organizations, by providing resources to the
organizations, bring about changes in the artistic functional types, management models, and artistic
transferability within the organizations. These changes in functional types, management models, and
artistic transferability within performing arts organizations lead to adaptive changes in organizational
hierarchical structures, institutional structures, and cultural structures. Over a longer period in the social
scope, the transformation of the structure of performing arts organizations will in turn have a
counter-effect on the external environment. In this way, the continuous cycle of

“macro-micro-macro-micro” not only realizes the structuring of performing arts organizations but also
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promotes a spiral upward development of internal and external environments as artistic resources and
knowledge systems interact in a continuous cycle. This formation creates a structured logical closed

loop of coordinated management between internal and external environments.

3. Result

Under the logic framework of coordinated management within and outside performing arts
organizations, from the theoretical perspective of art management and with the value logic of art
management as a profession, a comprehensive development strategy is proposed in a three-step process
of focusing, consolidating, and improving the positioning for the promotion of coordinated
management of internal and external aspects of performing arts organizations.

3.1 Focused Position

Focusing on positioning, constructing a model of factors influencing the transformation of performing
arts organizations. From the perspective of management, an organization is an open social-technical
system, and its operation entails a dynamic process of mutual interaction with various environments.
Each organization has a multi-level, multi-factor, complex, and ever-changing background. In order to
develop, organizations must continuously adjust and improve their structure and functions to enhance
flexibility and adaptability in the changing context, which necessitates constant organizational
transformation. Based on the changes in the internal and external environments of performing arts
organizations, it is important to timely adjust, improve, and innovate elements within the organization,
such as management philosophy, work methods, organizational structure, staff allocation,
organizational culture, and technology. Studying the factors influencing the transformation of
performing arts organizations contributes to the effective positioning of these organizations,
quantifying the absolute values of each influencing factor in the form of influential factor calculations
and exploring the key positioning content that can truly implant into the audience’s mindset.

Clarifying the various factors that influence organizational transformation is the foundation for
constructing a model of factors influencing the transformation of performing arts organizations. In
recent years, researchers have categorized factors influencing organizational transformation based on
types. The first is open system factors, with the main influencing factors being external environment
and technological indicators. The second is internal factors, with primary influencing factors including
organizational strategic goals, organizational culture, size, and lifecycle. These two major factors
determine the success or failure of organizational transformation. Based on this, an influential factor
model of performing arts organizational transformation can be established to facilitate the focused

positioning of performing arts organizations (Figure 2).
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Figure 2. Model of Factors Influencing the Transformation of Performing Arts Organizations

Based on the model depicted in Figure 2, an analysis of the influencing factors of performing arts
organizations can be conducted by examining different dimensions of external and internal factors.
Considering the characteristics of performing arts organizations, the external influencing factors can be
identified as follows: national policies and cultural initiatives (social environment), utilization and
mastery of modern technological means (science and technology), market competition among similar
performing arts organizations. The internal influencing factors can be identified as follows: strategic
top-level design of the performing arts organization (organizational strategy), organizational structure
of the performing arts organization, formulation of developmental goals in different stages of the
performing arts organization (organizational scale and developmental stage), organizational history and
culture of the performing arts organization, cohesion and talent recruitment policies of the performing
arts organization (organizational talent management), leadership of the management team of the
performing arts organization (organizational management level), and core competitiveness of the
performing arts organization. Based on these factors, each influencing factor of the performing arts
organization can be further analyzed and positioned to promote sustainable development of performing
arts organizations.

3.2 Solidifying Position

Solidifying positioning contributes to the coordinated management of internal and external aspects of
performing arts organizations, enabling sustainable development. In the specific implementation
process, it is necessary to base it on the model of factors influencing the transformation of performing
arts organizations. After calculating the data obtained from research, the theory of management
coordination effects should be applied, integrating internal and external management to form an

integrated and standardized management approach where “1 + 1 >2”. This approach considers the
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social environment, scientific technology, and market competition together. By drawing lessons from
history, adopting a proactive mindset, observing the trends of the times, and seizing favorable
opportunities, we can understand the mission of technological empowerment in the historical process of
world cultural and technological development. Technological empowerment serves as an important
catalyst for promoting innovative development in performing arts organizations.

Through the establishment of information platforms and the integration of new technologies into new
performance formats, cultural exchange can be broadened. It is essential to strike a balance between
new media and traditional development, and strive for a win-win situation in terms of social and
economic benefits. At the same time, during the “14th Five-Year Plan” period, we should take the
major strategic task of China’s economic development as our guide and coordinate supply-side
macro-control with demand-side management. This will lead to a higher level of dynamic balance
between demand-driven supply and supply-driven demand. The author has organized the dynamic

coordination between the supply side and demand side of performing arts organizations into Figure 3.
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Figure 3. Dynamic Coordination Figure of Supply Side and Demand Side in Performing Arts

Organization

The management and operation of performing arts organizations should fully leverage the synergistic
effect. The supply side (performing arts organizations) should integrate tradition and innovation under
the guidance of national macro policies, creating high-quality artistic content that aligns with national
macro plans and policy directions. They should also engage in top-level design for the implementation
of projects within the organization. At the same time, performing arts organizations should constantly
pay attention to the consumption trends, audience evaluations, and feedback from the demand side
(audience). Based on external feedback from the demand side, utilizing the framework of the

closed-loop logic of coordinated management in performing arts organizations, continuous
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improvement and adjustments should be made to the top-level design projects within the organization
to achieve a balance between supply and demand. This will help maximize the effectiveness of
performing arts organization management.

3.3 Refining Position

To achieve the coordinated management and sustainable development of performing arts organizations,
it is necessary to focus on the full-process management. Therefore, in the later stages of management,
an effect feedback mechanism can be established in a quantitative form to create a scientific,
standardized, and empirical performance evaluation system for performing arts organizations.

Data Envelope Analysis (DEA) is a relative efficiency evaluation method developed based on the
concept of relative efficiency, first proposed by renowned American operations researchers A. Charnes,
W.W. Coo, and others. A Decision-Making Unit (DMU) is used to represent a decision unit, and the
guiding principle for determining DMU is that, in terms of “resource consumption” and “productivity,”
each DMU can be considered as the same entity, meaning that, from a certain perspective, all DMUs
have the same inputs and outputs. Through the comprehensive analysis of input and output data, DEA
can determine the quantity index of the overall efficiency for each DMU. This allows for the ranking of
DMUs, identifying effective (i.e., relatively efficient) DMUs, and indicating the reasons and degrees of
inefficiency for other DMUs, providing management information to the supervisory department. Based
on this, it can be determined whether the input scale of each DMU is appropriate, and the correct
direction and degree of adjustment to the input scale can be provided, such as whether to expand or
reduce and by how much.

Among them, the CCR model and BCC model are the most basic and important DEA models. Suppose
there are n performing arts organizations. For the pth performing arts organization (DMU,, where p is
the currently evaluated performing arts organization number and 0 < p <n), there are m input indicators
and s output indicators. The input indicator set for the performing arts organization is denoted as X, X,
= (X1p, X2p»---» Xmp), and the output indicator set for the performing arts organization is denoted as Y, Y,
= (Y1pr Y2ps---» Xsp). At this point, the CCR model can be represented in linear programming form

(multiplier model)—(1):

max z,: = Z UrpYy,

r=1
m

s. ?:.Z VipXjp = 1

i=1
5

m
Z VipXy; — Z UrpY,; 2 0l1=j=n

i=1 r=1
vy 20U, =0

Here, i denotes the number of input indicators, r denotes the number of output indicators, and j denotes
the number of performing arts organizations (j can take the value of p); z, represents the weighted sum

of outputs for DMU,, i.e., the efficiency value of DMU,; u,, represents the weight, indicating the
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relative importance of yy,; Yy, represents the rth output indicator of the pth performing arts organization;
Vi, represents the weight, indicating the relative importance of Xip; i, represents the ith input indicator
of the pth performing arts organization. Let the optimal value of Equation (1) be denoted as z,. The
second term in Equation (1) represents the constraint that the sum of weights for the pth organization
over j organizations must satisfy. Based on Equation (1), the dual form of the CCR model, which has
significant economic and social benefits, can be obtained (envelopment model)—(2):

mln{-)IJ
n

s.t.z hixji + s =Opxyp, 1 =i=m
ji=1

l:
n
+
Z?\jy” —Sp = Vpp # l1=r=<s
=1

L=0l<j<n

sp 20,55,=0

By applying the DEA method, all the sub-projects encompassed within performing arts organizations
can be regarded as decision-making units in the DEA method. The model can be used for hierarchical
positioning evaluation, providing insights into further improving the performing arts organization’s
internal management levels under the conditions of its own resource allocation. This facilitates
optimizing the allocation of internal resources to enhance the core competitiveness and strategic
development positioning of the performing arts organization. Based on this, a DEA evaluation
framework for performing arts organizations (Figure 4) is constructed, establishing an evaluation
system for internal and external management of performing arts organizations. Subsequent performing
arts managers and researchers can use this as a guiding principle, conduct in-depth research on various
evaluation factors of performing arts organizations, incorporate empirical research data, and perform
calculations to achieve a full-process management within the logical framework of coordinated internal

and external management in performing arts organizations.
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4. Discussion

The introduction of empirical research in the field of performing arts management holds significant
implications and is critical for advancing our understanding in this domain. This study serves as a
catalyst for future investigations, cultivating a pathway for further scholarly exploration. Scholars are
encouraged to enhance their research endeavors by embracing a combined approach that integrates both
quantitative and qualitative methodologies.

The significance of this study lies in its empirical nature, which contributes substantially to the existing
body of knowledge in performing arts management. Through the application of positioning theory and
analysis of organizational functional types, it offers a distinct perspective on collaborative management
within the realm of performing arts organizations. These findings contribute to both theoretical and
practical aspects by shedding light on the intricate dynamics of collaboration specific to this context.

It is paramount for future research endeavors to incorporate a synergistic approach that combines
quantitative and qualitative research methods. While this study provides valuable insights into
collaborative management, a comprehensive understanding can be achieved by integrating diverse
research approaches. Quantitative methods, including statistical analysis, can provide objective
measures of performance and effectiveness. In contrast, qualitative methods, such as interviews and
case studies, capture the subjective experiences of stakeholders, offering in-depth contextual
comprehension.

Adopting a mixed-methods research design will enable scholars to gain a nuanced understanding of the
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complex dynamics of collaborative management in performing arts organizations. This approach allows
researchers to triangulate their findings by validating and enriching the results through complementary
data sources.

Furthermore, future studies should explore the applicability and effectiveness of the proposed
three-step development strategy across varied cultural and artistic contexts. Considering the unique
characteristics of different performing arts organizations, such research would shed light on the
implementation and outcomes of collaborative management practices. Comparative studies
encompassing diverse regions and artistic disciplines would provide insightful contributions and foster
the generalizability of the findings.

In conclusion, this study underscores the importance of introducing empirical research in the field of
performing arts management. Its contribution lays the foundation for future investigations and
emphasizes the need for scholars to enrich their research endeavors by adopting a combined approach
that integrates quantitative and qualitative methodologies. This approach would facilitate a
comprehensive understanding of collaborative management and its impact within performing arts

organizations.
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