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Abstract

This thesis is a study of Korean municipal orchestras which focuses on both the internal
and external environment in order to examine and better understand arguments that
they face ‘challenges’ that are not to be solved simply through ‘efficiency’ or ‘better
organisation’, but are part of wider socio-cultural change that previous studies have
failed to take adequately into consideration. This study, therefore, examines diverse
aspects of the difficulties faced by contemporary Korean municipal orchestras while
addressing five research questions concerning Korean cultural policy, the
socio-economic context in which orchestras operate, job satisfaction, interpersonal
conflict, and diminishing local government funding. In pursuit of this investigation, a
triangulation methodology is adopted, which includes the scrutiny of documentation
along with qualitative in-depth interviews (with orchestral players, administrative staff,
and civil servants) and a quantitative questionnaire survey (with 128 players and 10
administrative staff).

The research findings are given in detail in relevant chapters, but the key findings may
be summarised here as follows: Political, economic, historic, and socio-cultural factors
have greatly influenced the cultural policy of the Korean central government, but Korean
municipal orchestras are influenced more by policies of local governments who provide
them with a source of funding. Players in Korean municipal orchestras are highly
satisfied with their work but dissatisfied with present pay, lack of authority, and the
hierarchical structure. Orchestral administrative staff are dissatisfied with lack of
autonomy and promotion. Male players have higher perception of intrapersonal conflict
and intergroup conflict compared to female players, and male players have a greater
preference for using integrating and compromising styles when managing interpersonal
conflict with peers. Korean municipal orchestras, having a public service role, have
been used to receiving relatively stable financial aid from local governments, but this
has created a lack of commercial awareness about what is required to bolster their
legitimacy in the face of potential financial cuts and small audiences. The ‘civilizing
mission’ of the arts is no longer accepted as automatic justification. Although a complete
governance change is considered a key factor for the success of municipal orchestras,
such change is inadequate in itself: the real challenge for a brighter future lies with
players, administrative staff, and the cities and their cooperatiqn.
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Chapter 1 Introduction

1.1 Introduction
This chapter contains an overview of contemporary Korean municipal orchestras in four

sections. First, the background of the study is described; the aims and methodology are
then explained, followed by an outline of the structure of the thesis.

1.2 Research background
After the establishment of Korea’s very first orchestra, the Joongang Music Band in

1926, there were several orchestras operating under the Japanese regime (1910-45):
the Kyungsung Imperial College Orchestra (1928), the Yeonhee College Orchestra
(1934), the Kyungsung Orchestra (1934) and the Chosun Symphony Orchestra (1940).
When Korea was given independence from Japan in 1945, the Goryeo Symphony
Orchestra, which had the features of a modern orchestra, was established, and can be
seen as a vital starting point for the presence of Western classical music in Korea.
Some people consider that the Kyungsung Music Band was founded in 1920 as the first
Korean orchestra (Min, 2006: p. 125), whereas others consider the Joongang Music
Band as the first (Lee, 1986: p. 10; Lee, 1992: p. 28). The former, however, was
established by five Japanese founders, and mainly consisted of Japanese players. In
addition, the main purpose of the foundation was to rationalise Japanese colonial policy
by providing opportunities to hear and to study music. Therefore, the Joongang Music
Band seems to have the greater claim to being the first Korean orchestra.

Since the introduction of Western classical music to Korea a century ago, there have
been remarkable developments, especially a rapid growth in popularity in
post-independent Korea. This expansion is evidenced by the growth of academic
courses on offer, which has seen in 1953, first and, so far, the only classical music
course at Seoul National University grow to include over thirty music colleges, with
around five thousand new graduates each year. According to a survey by Jung, in 2004,
there were 40 public orchestras, 103 private orchestras, and at least 40 orchestras
affiliated with universities. Thus, Western classical music in Korea has undergone a
significant expansion in terms of quantity and quality in just sixty years: Korean
orchestras were strongly promoted after World War Il in a specific social, economic,

political and cultural context—what we might call a cultural policy ‘regime’.

The values of the municipal orchestras in Korea
The history of Korean orchestras began with the founding of the Joong-Ang Music
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remarked that *...audience in U.S. is gradually decreased. Audiences are older people.

However, there concert halls are full (in Korea). In addition, there is much energy from
young audiences’ (Lee, 2010). Studying at least one musical instrument? seems
essential to a number of young Koreans regardless of whether it is their or their parents’
wish, and this may be attracting a young audience to the concert hall: the earlier and the
more consistently children are exposed to music education and music experience, the
more likely they will be to appreciate classical music and become ticket buyers (Lin,
2008: p. 23) Higher education graduates (7.4%) are more likely to go to concerts,
compared with high school graduates (3.9%) and under or middie school graduates
(2.5%).> Education is also an important demographic detern:Iinant of classical music
attendees in Great Britain: ‘people educated beyond formal schooling are nearly three
times as likely to attend classical concerts as the population as a whole' (Baker, 2000: p.
16). There is little difference between the sexes: 6.1% of female respondents and 3.7%
of male respondents attended classical music performances (p. 34). This trend also
happens in Britain: females are more likely to attend classical music concerts (Baker,
2000: p. 16).

Municipal orchestras are important to Korean musicians (especially to local musicians).
Most students studying musical instruments want to be a member of an orchestra (Lee,
2001, Nam, 2003, Jung, 2004) and a few of them want to be a member of staff of the
orchestral executive constitution; thus, local municipal orchestras create direct
employment for approximately 80 to 150 individuals (full-time and part-time musicians
and full-time administrative staff). They provide musicians with a stable employment to
develop their professional skills as well as providing the opportunity to develop
secondary income streams such as private lesson or playing in an ensemble (a member
of a municipal orchestra has a better chance to enjoy a secondary income, compared to
those of private orchestras or freelancers). In addition, the orchestral executive
constitution provides an opportunity to music graduates who might not want to be
orchestral players, but would like to work in an orchestra surrounded by the music they
love. There are around 120 music graduates from each university every year, and the
municipal orchestra is the workplace they prefer most.

Players, administrative staff, and civil servants share similar ideas to the public about
the value of municipal orchestra, that it has a duty to provide high-quality performances
to citizens, and it is considered vital for improving the general quality of local citizens’ life

2 Generally speaking, Korean public schools do not teach musical instruments, so that Koreans
learn musical instruments from private tutors.
3 Middle school is an academic institution between elementary (primary) school and high school.



4
as well as enhancing civic pride. Furthermore, they also believe that the symphony

orchestra has a positive influence on the image of the locality, acting as a cultural icon
that represents the city.

Early research on symphony orchestras in terms of musicology, philanthropy, non-profit
management and sociological aspects was carried out by people from various western
countries after 1960, and particularly after 1990 (Lehman, 2002), but since 1995 the
majority of studies of symphony orchestras (on narrow themes) have been carried out
by graduate student researchers in Korea. Other written papers do exist, but the
majority are too short to discuss, and some articles simply repeat the same issues,
albeit in different ways. There are continually increasing numbers of Masters' degree
papers concerning Korean professional orchestras, on various themes ranging from
their history to revitalisation.

Korean Masters’ studies of professional symphony orchestras, which are related to this
study, numbered 43 between 1975 and 2007. As can be seen in Table 1, almost half of
the studies indicated the current problematic situation of Korean orchestras, in terms of
management, structure and systems, and finance, comparing Korean orchestras within
different cities, or Korean orchestras with the top orchestras in the U.S., U.K. and Japan,
and suggesting some possible solutions.
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of internal factors, such as organisational process, work environment, or group

behaviour in orchestra have been ignored.

Significant questions facing contemporary Korean municipal orchestras are essential to
be considered, before investigating further the problems of Korean orchestras: Is the
current model of a Korean orchestra not working? Are orchestras struggling? If the
current model is working, why would there be a need to change it? Are orchestras not
producing work of a high standard, or are they not attracting sufficient audience
members? It could be argued that the current structure of the Korean municipal
orchestra is working, in spite of some hardships, and generally Korean municipal
orchestras provide a relatively high standard of work to their citizens. However, Korean
municipal orchestras do need to change in order to keep up with external changes: the
post-welfare-state model, in which public funding is challenged; the growing role of the
market; more links to cultural industries; and the arts becoming part of a wider cuitural
sector, all form part of a relatively widespread policy regime.

Therefore, it is imperative that comprehensive research be carried out into this
complicated social organisation.

When | played a piano concerto with Changwon Philharmonic Orchestra when | was 14
years old, the orchestra leader was very friendly and the other members were also
supportive, so | felt welcomed by the atmosphere whenever | had rehearsals with them:
thus, my view of symphony orchestras does not differ from the preconceptions that are
commonly held about orchestras. For me, the important experience was working at an
opera company, which was rehearsing Tosca, with three different performing groups
(Italian, Seoul, and a young musician team), and interest in Korean municipal
orchestras was sparked by conversation with an administrative member of staff at the
opera company, who had been working for seven years, and he told me of several
difficult episodes they had experienced with orchestras and artists. My working
experience at an opera company finally prompted me to begin this study and persuaded
me that orchestras were a valid field of enquiry.

When | started studying Korean orchestras, it was a new territory, and presented a lot of
challenges. Although | consider myself as a former pianist, having trained for 18 years,
including 4 years studying music at university, | had little knowledge about symphony
orchestras, so | spent a lot of time visiting the orchestral office of the CPO during my
holidays in Korea, and helped with the work of administrative staff to prepare rehearsals
and concerts. This was very helpful for better understanding the orchestra, because |
was able to talk with staff and some of the players in an unofficial way, and to gain
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insight into what lay behind various actions and events.

These early experiences affected my subsequent perceptions of Korean municipal
orchestras especially when identifying their problems. Although a few professionals in
performing arts organisations in Korea told me that there was nothing else to investigate
about Korean symphony orchestras except management and finance, | felt that there
had to be an another way to study the orchestras to make them important and effective
arts organisations and improve players’ and staff's professional development and job
satisfaction. Hence, | was able to rebuild my view of symphony orchestras and sample
the orchestras’ hidden nature and behaviour. In other words, all these personal
exfneriences along with having read deeply into various orchestral issues, have
significantly developed my knowledge and perspective of Korean municipal orchestras
and their problems, and my arguments differ from the views of most Korean researchers.
Like other Korean researchers, my initial thought at the beginning of this study was that
the various problems centering on the Korean symphony orchestras were caused by
financial inefficiency, and could be overcome by more effective marketing, which would
generate greater public interest, and thus increase money from ticket sales. However,
the more | have read of orchestral organisations, the more | have come to recognise the
fact that the structure of an orchestra is a reflection of an extremely complex social
organisation: 1) reading about orchestral issues discussed from the viewpoint of
economists, sociologists, psychologists, non-profit management experts, musicologists,
public policy analysts (Lehman, 1995) helped to link my own experience of the music
industry with the issues; and 2) it helped in the formation of my critical views on papers
of Korean researchers about key problems and the solutions, and meant that | could
look at the indicated problems in different lights.

As mentioned earlier, Korean symphony orchestras have achieved excellent outcomes
regarding the quality of performance and have increased in number: in addition, Korean
municipal orchestras have been running in accordance with financial and managerial
support from their local authority, without radical changes. Despite its relative success
and stability, there remain several problems in Western classical music in Korea as a
consequence of the failure to keep pace with the changing environment. In particular,
the current challenges of Korean symphony orchestras could be summarised in terms of
the lack of finance, the internal organisational structure of the orchestras, and the job
satisfaction and conflict of players and administrative staff. These challenges are likely
to be caused by limited financial resources, inflexibility and inefficiency in the
organisation, isolation from the audience and local community, and indifference in
human resources. The following section examines Korean municipal orchestras’
financial problems, organisational problems, and job satisfaction and conflict problems.
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support for western classical music was 6,745 million won (approximately £3.8m),

whereas support the Korean traditional arts totalled 806 million won (£0.5m) in 2000
(Korean Business Council for the Arts, 2001: p. 41).° The following table further
illustrates the popularity of western classical music as compared to Korean traditional

music.

Table 1.3 Yearly number of performance (1995-2005)

Classification | 1995 | 1996 | 1897 | 1998 | 1999 | 2000 | 2001 | 2002 | 2003 | 2004 | 2005

WCM 3,047 | 3,193 | 3,892 | 3,934 | 4,168 | 4,628 | 4,957 | 4,855 | 4,834 | 4,082 | 4,444

KTM 1,146 | 1,381 1 1,440 | 1,884 | 1,801 | 2,192 | 2,076 | 2,301 | 2,535 | 2,680 | 2,685

(Sources: refer from Arts Council Korea, 2005a and 2006)
Note: WCM: western classical music, KTM: Korean traditional music.

From the above, we can see that the total number of performances of western classical
music between 1995 and 2006 is higher than the performance of Korean traditional
music. Thus, insufficient funding for the orchestra is not a matter of favouring Korean
traditional culture or otherwise. Furthermore, it is interesting that western classical
music, rather than Korean traditional classical music, appears to be more interesting to
Koreans, although neither belongs to the top popular arts and cultural activities with
regard to the enjoyment of Koreans.

Organisational problem
Another key problem of Korean municipal orchestras rests with organisational structure.

Korean municipal symphony orchestras in each city are founded, owned and managed
based on the regulations of local self-government, so that all municipal orchestras have
almost the same governance structure (the regulations of most Korean municipal
orchestras are driven from those of the KBS Symphony Orchestra). The orchestras are
run by a Board Director (normally the Mayor or a Vice Mayor of the local city), Board
Members (Members of Parliament or volunteers), an Executive Director (normally the
Mayor or a Vice Mayor of the local city), a Music Director (a Conductor), an Orchestral
Manager and Administrative Staff. The position of an Executive Director is generally
more powerful than that of a Music Director. The president of the municipal arts centre
also belongs to the local government (or is the Vice Mayor if the city does not have
municipal arts centre), and is normally the Vice Executive Director, who is from a

practical point of view in charge of the management.® With respect to this personnel

5 private support for western classical music has been continuously huge compared to that
given to Korean traditional classical music: from 2005 to 2008, 30,163 (approximately £16.9m),
29,172 (£16.3m), 22,512 (£12.6m), and 22,439 (£12.5m) million won was given to western
classical music, whereas 2,386 (£1.3m), 1,595 (£0.9m), 1,872 (£1m), and 1,832 (£1m) million
won was given to Korean traditional classical music (Korean Business Council for the Arts, 2009:
. 62).
3 The city or the municipal arts centre uniformly manages the orchestras, along with other public -
arts organisations.
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arrangement, many Korean researchers (Park, 2004; Kang, 2000; Jung, 2004; Ahn,

2006; Lee, 2005b; Han, 2000) suggest different balance of power structures: between
Executive Director (sometimes Orchestra Manager) and Artistic Director; or between
staff at orchestral executive constitution and civil servant, and argue as to which one
should have more power than the other in an ideal structure.

Meanwhile, because of this governance structure, the Korean municipal orchestra has a
dual management team: one in the city and the other one in the orchestral executive
constitution. Actual plans regarding administration, finance, and concert giving are
made by the staff in the orchestral executive constitution (although the orchestra
manager has almost no flexibility in any decision making), while the civil servants are in
charge of the administrative process in the arts centre or city hall; therefore, the work
process can be increasingly complicated, overlapping and time consuming (Park, 2004).
Overall, professionalism, enthusiasm, coherence and continuity in the management of
orchestra are generally not expected, due to: 1) the high turnover of civil servant (who is
in charge of orchestra management is regularly rotated in every two or three years); 2)
homogeneous management with other public arts organisations (such as choirs, Korean
traditional orchestras, or dance); and 3) role ambiguity and role conflict between the
orchestral executive constitution and the city or within the orchestral executive

constitution.

Namely, because of the way they are founded, it results in every local authority within a
city being in charge of all matters regarding finance and management, and therefore
conflicts between the city and the orchestral executive constitution,” or between the city
and orchestral players are inevitable in this situation.

Financial or artistic crises and organisational instability or inefficiency are not a new
issue for Korean symphony orchestras as it first surfaced in the late 1980s, and this is
understandable because of their people-related nature, which may cause the most
difficult and complex problems for the organisation: some problems such as finance,
management, administration and artistic policy have always been there, but the
problems became more recognised and emphasised with the arrival of newly educated
arts or cultural management and policy people in the late 1990s. Thus, the cultural
policy agenda coming from Europe and America, but also from the evolution of Korea
and its thinking about the role of culture, has moved forward, leaving the orchestras
feeling very outdated. Economic issues have been strongly emphasised to Korean
symphony orchestras, and they are under pressure to become more commercial, and to

7 The Korean term is orchestral executive constitution (it can also be called the orchestral office)
and it might encompass the whole team of orchestral management in the west.
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Furthermore, the physical and mental problems of orchestral musicians, ranging from

‘bullying, burn-out and stage fright to hearing damage and dependence on drink or
- drugs’ were noted by Higgins (2006: online). In addition, financial rewards are not fairly
provided, despite the years of study and hours of work, compared to other professions:
as a result, extra teaching is required to supply the shortage of income (Loebel, 1977).
Due to these hardships of musicians' life, Loebel (1977), thus, insists that someone who
wants to be a musician should initially have, and continue to have, a compelling love for
music (p. 77).

According to Lee’s survey in 2001, the players of Korean municipal orchestras exhibit
two strong professional features (p. 42): ‘service to the public’, which refers to the idea
that their work is necessary and beneficial for society as well as themselves; and ‘sense
of the field’ which means that they show commitment at work and would like to continue
to do their work although external compensation is decreased (Hall, 1968: p. 93). The
interviewees of this study also said that they were themselves proud with their work; and
did not mind having more concerts without extra payment if it meant they were providing
more cultural activities for the public. In addition, they organised several ensemble
groups to access their public more closely. Lee (2001) investigates the important factors
influencing players’ professionalism based on Hall's features (reference group, service
to the public, self-regulation, sense of the field, and autonomy). The statistical results
showed that most significant factor influencing ‘service to the public’ and ‘sense of the
field’ was job satisfaction (Lee, 2001: pp. 56-58): if municipal orchestras wish to provide
more activities in order to communicate with a wider audience while retaining the
players’ cooperation in addressing this challenge, it is important to ensure players feel
satisfied.

Thus, it is important to understand the thinking of musicians (players and conductors)
and staff regarding their current work environment, and to challenge them to erase
existing misunderstandings: Are they happy to play various genres of music, or to
expand repertoires? Do they have the ability to perform certain pieces of music? What
restricts their job performance? What do they think of the current organisational
structure? Is it working well or not? Do they mind increasing the number of
performances? Do they have any concerns or difficulties doing their job?

In order to understand human relationships within the unique nature of the orchestra,
and investigate personal issues within and across both orchestra and city, | focus on
issues surrounding the job satisfaction of employees, and conflict that is closely related
to their creativity (Tang and Chang, 2010), which is vital for reaching a desired goal and
for organisational survival and success (Henry, 2004; Amabile, 1983; Beehr and Glazer,
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2005; and Jex, 1998). Furthermore, employees' job satisfaction and conflict are

investigated at a group level in the context of organisational behaviour, because this
remains central to understanding people (Middlemist and Hitt, 1981).

1.3 Aim of the study and methodology

The aim of this study is to examine diverse aspects of the problems of contemporary
Korean municipal orchestras, along with the cultural policy situation and the new cuitural
environment. The managerial, financial and cultural policy of contemporary, publicly
funded Korean municipal orchestras is also investigated. In addition, this study attempts
to explore“ the factors that lie behind the growing problems in Korean municipal
orchestras, and how these problems might be addressed. In particular the study will
look at:

e How does the changing context of Korean cultural policy impact upon
orchestras?

What is the context of Korean municipal orchestras?

e How and why do players and staff become satisfied or dissatisfied with their jobs,
and does this link to turnover?

¢ What types and degrees of conflicts do players and staff experience, and how do
they handle conflicts with supervisors and peers?

o Why is local government public funding to municipal orchestras restricted, and
how far can Korean municipal orchestras adapt and grow in the current
situation?

Answers to these questions are sought by using multiple methods. The main research
method was a case study, along with interviews with players, administrative staff, civil
servants and conductors to drive data collection and analysis through four periods of
fieldwork and documentations, including a review and analysis of archives, white papers,
programmes, orchestra regulations, newspapers and magazines. lh addition,
quantitative research was undertaken, in order to acquire tangible data on job
satisfaction and conflict, and to produce deeper insights into the data provided by
qualitative analysis.

Research design process
The research design process has developed based on my own knowledge of players

and staff, with additional advice from experts of arts organisations in Korea. As faras|
could understand, professionals in the music field were not easy to obtain access to,
and might not open up their opinions to strangers. ‘

| first decided to collect data using a qualitative research strategy, mainly using
documentation and one-to-one in-depth interviews, which would provide the greatest

insight into the work of orchestras. E-mail was not a good way to gain permission from
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company. Therefore, the administrative staff of the KSO were very sensitive about my

questionnaire in case their answers were abused. It was fortunate that my friend'’s father
was a presenter of the KSO, and he asked his colleague, a radio presenter of classic
music programmes, to gain access to the administrative staff.

Although my personal connection with people involved in classical music was very
helpful in conducting this research, it detracted from the collection of questionnaires
from the BPO. Because of the unpleasant relationship between the orchestra manager
and the former players’ representative’ (he was the players' representative when |
interviewed him), the orchestra manager prevented me from having any access: to the
players, and asked me to send questionnaires to her by post, which she agreed she
would ask the players to complete.

Therefore, overall, it was not easy to gain access to municipal orchestras (especially
with research exploring job satisfaction and conflict relationship, which they did not want
to be exposed to outsiders). | felt quite lucky to know people in the classical music fields
who could introduce me to appropriate people for this research. Because of my
personal relationships and experiences in music, | could gain deeper insights and
information than many others. In addition, it also helped me to interpret the findings:
although my understanding of municipal orchestras gradually increased and | was able
to acquire relatively solid knowledge of the dynamics of the orchestras after several
years of research, | still suffered some degree of limitation in understanding the nature
of orchestras fully. Thus, | was open to contrary results or findings, and discussed these
matters with orchestral players, and professionals and experts in the fields of classical
music whenever | had a question or struggled with some interpretative points. This
helped me to get rid of my bias; indeed, it may have increased my comprehension of the
situation and enabled me to gain extra relevant information.

Having had the experience of conducting research in Korean municipal orchestras, |
now think that if we do not have personal connections in the field of classical music
(especially in symphony orchestras) it can be very difficult to conduct research. Thus,
the key point in conducting this research is to assure willingness of cooperation from an

orchestra manager and a players’ representative and to keep a good relationship with

® | first contacted the representative, and he agreed to help me. But he appeared to change his
mind when | called him again, and asked me to call the orchestral manager. | explained again
about the questionnaire by telephone (I had already sent e-mails and made calls before coming
to Korea), and asked her permission for access to the players, which | believed was a way of
maximizing the response rate. She asked me which orchestras | had already done the
questionnaire survey with, and the result of the response rate; | told her that I had started with the
KSO and the response rate was approximately 50% of total players. She accused me of lying to
her, so | asked her to check it with the orchestral executive constitution of the KSO to ascertain
this.
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them by understanding the nature of their work and its environment; moreover, e-mail

contact does not seem to be a good tool to access to people working in Korean
municipal orchestras.

More specific information on data collection and analysis is discussed in Chapter 2.

1.4 Structure of the thesis
This present chapter is an introduction, describing the background of Korean symphony

orchestras and the need for this study. It defines the aim of the study, the formulation of
the research questions, and briefly explains the methodology used.

In chapter 2, | outline the methodology that was designed to answer the research
questions. | used a combination of interview and documentation techniques to collect
data over several months in three Korean municipal symphony orchestras, by means of
a case study approach. Quantitative data collection was conducted through a
questionnaire survey. | explain how | finally chose three municipal orchestras, and
provide a detailed description of each fieldwork, research difficulties and analysis

techniques.

Chapter 3 covers the background to Korean cultural policy and explains how cultural
policy and environmental factors influence orchestras, aiming to provide a broader
picture of the relevant circumstances. | outline four main themes of Korean cultural
policy, which directly and indirectly influence Korean symphony orchestras.

Chapter 4 presents the findings for each of three cases studies, in order to provide
general information and make the reader more familiar with Korean municipal
orchestras. In each case, | outline the orchestra’s organisational and environment
context, including an overview and description of the main changes (if appropriate), the
main activities, repertoire (if appropriate), audience and finance status. | then outline the
government structure and the nature of the work for orchestral players, conductors and
members of the management team. Three cases are generally similar, but the details of
each orchestra vary slightly. Relevant tables and figures are provided.

Chapter 5 and 6 present the combination of the main findings using both quantitative
and qualitative data to explore job satisfaction and conflict. Chapter 5 provides the
results of data analysis regarding job satisfaction, attempting to identify the problematic
factors for Korean municipal symphony orchestras. This chapter provides two different
sets of data. The first half of chapter 5 presents the results of quantitative data using one

of most esteemed questionnaires for measuring job satisfaction, the Job Descriptive
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Chapter 2 Methodology

2.1 Introduction
This chapter sets out the research methods used in gathering and analysing data. The

first section presents the choice of the triangulation method. The second and third
sections cover qualitative (interview and documentation) and quantitative (surveys
using a questionnaire) research, along with the choice of sites, means of access, data

collection and its analysis.

2.2 Choosing methods
The primary difference between qualitative research and quantitative research is that

the former works with a few variables and many cases, while the latter deals with a few
cases and many variables (Ragin, 1987). The detailed characteristics of qualitative
and quantitative research are shown in Table 2.1.

Table 2.1 Contrasts between qualitative and quantitative research

Qualitative research Quantitative research
e Words e Numbers
e Points of view of participants o Point of view of researcher
e Researcher close e Researcher distance
e Theory emergent e Theory testing
e Process e Static
e Unstructured e  Structured
e Contextual understanding o  Generalization
e Rich, deep data e Hard, reliable data
e Micro e Macro
e Meaning e Behaviour
e Natural setting e Artificial setting

(Source: Bryman, 2008: p. 393)

To pursue the aims of this study, | initially use qualitative research rather than
quantitative research. Creswell (1998) indicates several reasons for conducting
qualitative research: the nature of the research questions, which frequently begin with a
how or a what in order to describe what is going on; the topic which needs to be
explored; the need to present a detailed view of the topic; and emphasis on the
researcher’s role as an active learner rather than as an expert (pp. 17-18).

Qualitative research was useful in this study to understand mechanisms, the
relationships between players, administrative staff, and cities, meaningful information,
general atmosphere, and key issues of Korean municipal orchestras (at the time of this
study). More importantly, several questions arose during the process of conducting
qualitative research with respect to job satisfaction and conflict relationships. With
these questions, | wanted to acquire generalised, reliable, numerical, and statistical
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regarding thoughts of quitting, thoughts of relative important facets influencing job

satisfaction, demographic factors ' developed by a researcher, and the cross-
relationships between them.

To investigate these relationships, mixed methods, combining qualitative (interviews)
and quantitative research (questionnaire survey) are used in a supporting role, and
information was collected through both methods: data from qualitative or quantitative
research in this study also help to explain findings generated by each method (Bryman,
2008: p. 609). For instance, according to the survey result, the players of the BPO have
higher satisfaction in promotion, compared to the other two orchestras. This
phenomenon is explained by the information from interviews: only the audition result of
the BPO actually leads to players’ promotion in the orchestra. In addition, according to
interviews, conflict with the conductor is one of important issues among players and
they described many episodes: this could be supported by the survey result that
players have relatively higher perception of intragroup conflict (which is related to
conductor).

The correspondence between survey and Interview instruments; and players and staff
correlation table between JDI, ROCI-, ROCI-ll with peers, previous conductor, and
current conductor, and job turnover is displayed in Table 2.11, Table 2.12, and Table
2.13.

Figure 2.2 Methodological triangulation design in this research

Sequential studies

Qualitative research (interviews) — Quantitative research (questionnaire survey)

Equivalent status of methods

Qualitative data = Quantitative data

(Source: adapted from Denscombe, 2007: p. 114—15)

Combining qualitative and quantitative research methods in the study of the same
phenomenon is defined as triangulation (Denzin, 1970). According to Denzin (1989),

there are four types of triangulation in terms of the combination of research methods
and designs, theories, and data.

o Data triangulation refers to examining the object based on three dimensions—

19 According to Blazer and Smith (1990), demographic information is useful to calculate
subgroup satisfaction and conflict indicating strong and weak areas within an organisation. It is
also helpful to investigate the specific group of employee, and it allows a comparison to be
made. :
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2.3 Qualitative research

Case study approach
The case study is a common res_ea‘rch strategy in the social sciences, such as

psychology (Bromley, 1986), social work (Platt, 1981), and management studies
(Eisenhardt, 1989). Denscombe comments that the case study has become ‘extremely
widespread in social research, particularly with small-scale research’ (2003: p. 30). Yin
(2003: p. 1) explains, ‘case studies are the preferred strategy when how or why
questions are being posed, when the investigator has little control over the events, and
when the focus is on a contemporary phenomenon within some real-life context'.
Denscombe (2003) suggests five characteristics of the case study approach: the ability
to put the spotlight on one case; to carry out in-depth study; to focus on relationships
and processes; to look at the natural setting; or to use multiple sources and methods.
Therefore, it is evident that the case study method is particularly appropriate to the
study of a complex phenomenon in a natural setting such as an orchestral organisation,
as it has the ability to ‘discover how the many parts affect one another’ (Denscombe,
2003: p.31) and investigate detailed relationships. Furthermore, a case study has more
flexibility than other research methods because, according to Denscombe (2003: p. 31),
it provides a chance for ‘the researcher to use a variety of sources, a variety of types of
data and a variety of research methods as part of the investigation' and ‘whatever is
appropriate can be used for investigating the relationships and processes that are of
interest. Thus, in spite of the argument about ‘the credibility of generalisations’
(Denscombe, 2003: p. 39) from case study findings and the difficulty in ‘deciding the
boundaries of a case’ (Creswell, 1998: p. 64), | have chosen a case study for my
research strategy. To minimise any disadvantages, | tried to identify distinguishing
features among each group by setting up ‘clear and consistent boundaries’
(Denscombe, 2003: p. 38). To define the boundaries, decisions on what, when and
where to sample were necessary. The study population can be divided into four factors:
elements, sampling units, extent, and time (Tull and Hawkins, 1993), but | chose to
omit one of factors, ‘elements’, as in my case it was similar to the ‘sampling unit’
(Kumar, 2005). Thus, the population considered in this study was:

e Sampling units: three Korean -municipal orchestras having different
governmental structures.
e Extent: three cities in Korea.

¢ Time: during the period of data collection (January 2007 to April 2007, May
2007 to July 2007, February 2008, May 2008 to June 2008).

Research methods
Creswell (1998) indicates four basic types of information: interviews, documents,

observations, and audio-visual materials in qualitative research, which allow a ‘deep



23
involvement in issues of gender, culture, and marginalized groups’ (p. 19). The first two

methods—interviews and documents, were preferred in this study.

Interviews
Although conducting interviews seems to be a reliable source for research

(Denscombe, 2003; Denzin and Lincoln, 2000), this is not always the case. That is
because ‘the spoken or written word has always a residue of ambiguity; no matter how
carefully we word the questions and how carefully we report or code the answers'
(Denzin and Lincoln, 2000: p. 645). However, Yin (2003: p. 89) considers the interview
‘one of the most important sources of case study information’. Interviewing is one of the
most common and powerful ways in which we try to understand people, by seeking to
obtain a viewpoint based on their opinions and experiences (see Sykes, 1990; Denzin
and Lincoln, 2000; Mason, 2002; and Patton, 2002). Thus, obtaining large amounts of
data from various subjects, with the possibility of immediate follow-up and clarification
and understanding of people’s beliefs in their everyday activities, can be seen as
particular strengths of interviews (Marshall and Rossman, 1995 p. 80).

An interview has a broad range of forms and a muttiplicity of uses (Denzin and Lincoln,
2000: p. 645). The term ‘qualitative interviewing’ is ‘often referred to in-depth, semi-
structured or loosely structured forms of interviewing’ (Mason, 2002: p. 62).
Denscombe (2003) describes six different types of interview in two groups: structured
interviews, semi-structured interviews and unstructured interviews, which are
distinguished by ‘the degree of control exercised by the researcher over the nature of
the responses and the length of the answers allowed by the respondent’ (Denscombe,
12003: p. 167); and one-to-one interviews, group interviews and focus groups, which are
distinguished by the number of interviewees. Highly educated respondents (my
interviewees are professionals in music and management holding high educational
achievements) usually expect to have a chance to express their particular views. Very
structured questionnaires that do not allow sufficient opportunity for them to respond in
their own words can be unpopular and can lead to aborted interviews.

Therefore, the qualitative interviews conducted in this study were semi-structured; and
these have provided in-depth investigations especially related to personal experiences
and feelings, an allowance for the development of the interviewee’s ideas, and a
chance to ‘speak widely on the issues’ (Denscombe, 2003: p.- 167), and ‘a multiplicity of
uses’ (Denzin and Lincoln, 2000: p. 645), via one-to-one interactions, taking place face
to face, or via the telephone or the Internet {Mason, 2002: p. 62). Along with semi-
structured interviews, | decided to carry out face-to-face interviews because of the
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Denscombe (2003) describes the advantages and disadvantages of documentary
research. The advantages are the easy and inexpensive access to data, its cost-
effectiveness, and the permanence of data, but the disadvantages are the credibility of
the source and its social constructions (subjective because of the interpretations made
by the originator of the document). These disadvantages might be overcome by
evaluating ‘the authority of the source and the procedures used to produce the original
data’, as Denscombe mentions (2003: p. 228).

Therefore, after careful consideration, in accordance with the documentation above,
the present research was derived from four major sources of documentation: 1) current
and historical reports and documentation from each orchestra, central and local
government offices, the Korean Assembly Library and Arts Council papers related to
music policies; 2) regulations and laws related to the performing arts, especially Korean
municipal orchestras; 3) newspapers; 4) e-mails; 5) journal articles; and 6) theses on
orchestral studies.

Classifying documents
The classification of documents falls into three main groups (May, 2001): primary,

secondary and tertiary documents; public and private documents; and unsolicited and
solicited sources (p.180). As this research focused on three Korean municipal
orchestras, the majority of documents were drawn from primary and secondary sources,
public, and both solicited and unsolicited materials from three central government
organisations, local cities, and the three Korean municipal orchestras. Because of their
importance,'? | will describe briefly the three central government organisations and their

functions.

Three central government organisations

The Ministry of Culture and Tourism (MCT), the Republic of Korea
The MCT is one of the most important central government agencies and operates on

1.06 percent of the total budget of the government. The ministry is responsible for
affairs in the areas of culture, the arts, religion, tourism and sports. The ministry has
one assistant minister, two main offices, six bureaus, one commission, six officers, 26
divisions, 6 teams, and nine subordinate organisations. The total staff is 1,884
(Republic of Korea, Ministry of Culture, Sports and Tourism, 2009a: online'®). The MCT

™2 As | was mainly in UK during my study, there was a difficulty in access to materials, and three
central government organisations, which provide easy online access, were one of main
secondary sources.

'3 Available at: hitp://www.mcst.go.kr/english/aboutus/history jsp [Accessed 09 May 2009].
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changed its name to the Ministry of Culture, Sports and Tourism in February 2008, with

the start of the new Korean government.

As the Ministry of Culture and Tourism makes public its information, including the
process of important decision making, on its website, | could easily access a variety of
information. | also contacted the following departments to ask for relevant information
(which was not on the website).

e Arts Bureau: Arts Policy Team, Performing Arts Team.
e Cultural Policies Bureau: Cultural Policy Team.
e Cultural Industry Bureau: Cultural Industry Policy Team.

The Art Way
This Comprehensive Culture and Arts Information System (CCAIS), runs as part of the

Ministry of Culture and Tourism Information Policy, and is designed to provide culture
and art related information online for the major organisations of culture and arts in
Korea (Korea Culture Information Service, 2008a: online).™

Korea Culture and Tourism Policy Institute
On the 5th December in 2002, the Korea Cultural Policy Institute (KCPI) merged with

the Korean Tourism Research Institute (KTRI), to form Korea Culture and Tourism
Policy Institute (KCTPI) (Korea Culture and Tourism Institute, 2007: online)." The
cultural and tourism data centre of the Korea Culture and Tourism Policy Institute is
open to scholars, students, and the general public through its webpage. It changed its
name to the Korea Culture and Tourism Institute in February 2007. Many useful
materials were provided through this website, especially in the following subsections:

e Periodical publication: Newsletter, Magazine.
e Statistics of culture and tourism.
e Research reports.

Other sources of information
In addition to the research resources | have mentioned previously, | also accessed the

websites of local cities' and related orchestras; visited the offices of the three public
orchestras (Changwon Philharmonic Orchestra, Busan Philharmonic orchestra and
KBS Symphony Orchestra); and browsed the digital content of the Korean National
Assembly Library."”

' Available at: http://iwww.art.go kr/index.jsp [Accessed 09 May 2009).

15 Available at: http://www.keti.re krfindex.dmw [Accessed 21 January 2010).

'® Changwon City Hall (2006) [Online]. Available at: http://eng.changwon.qgo.kr/home/home.jsp
[Accessed 09 May 2009]; Busan Metropolitan City (2009) [Online]. Available at:
http://www.busan.go.kr/01_cityhall/05_administration/05_01_01.jsp [Accessed 26 October
2009].

'7 Available at: http://u-lib.nanet.go.kr:8080/di/Searchindex.php [Accessed 09 May 2009).
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Choice of sites

Purposeful sampling

In quantitative research design, probability sampling and convenience sampling are
commpnly used (Maxwell, 1996: p. 70), while qualitative research design favours
purposeful or purposive sampling (Patton, 2002: p. 230; Kumar, 2005 p. 179), which
emphasises in-depth understanding (Mason, 2002; Patton, 2002).

In purposeful sampling, the researcher goes only to those people who, in his or her
opinion, are likely to have the required information and are willing to share it (Kumar,
2005; p. 179). Purposeful sampling is extremely useful when the researcher wants to
construct a historical reality, describe a phenomenon, or develop ideas about
something of which only a little is known (Kumar, 2005; p. 179).

The crucial point that there must be understanding and evaluation of sampling and
selection in qualitative research is emphasised (Marshall and Rossman, 1995; Mason,
2002; Patton, 2002; Yin, 2003). Thus, sampling decisions require considerable
knowledge of the setting of the study and should also take into account the
researcher’s relationship with study participants, the feasibility of data collection,
validity concerns, and ethics (Maxwell, 1996: p. 72).

The focus of purposeful sampling is to choose information-rich cases whose study will
iluminate the research questions (Patton, 2002). One of the goals of purposeful
sampling can be seen as ‘maximum variation’, which ‘documents diverse variations
and identifies important common patterns’ (Miles and Huberman, 1994: p. 28).
Purposeful sampling, then, provides the best way to obtain the kind of information for
the present investigation. As a result, purposeful sampling is considered to be
important when selecting cases and the criteria for this research.

Selection of the case studies
The importance of understanding how to take decisions about sampling and selection

in qualitative research has been emphasised by several writers. There are a number of
publications written on Western orchestras that focus on how those organisations are
categorised. However, one of the most common classifications of Korean orchestras
divides them into civic (municipal) or private. Public orchestras are usually founded by
the province, city, or district in which the orchestra is based, whereas private orchestras
are founded by individuals. Generally speaking, the majority of Korean municipal
orchestras have comparatively stable funding, a long history, and qualified players
(especially in big cities) compared to private orchestras. There are around 103 private
orchestras, in contrast to 40 municipal orchestras (Jung, 2004). At the start of my
research, | wished to include both municipal orchestras and private orchestras, but
Korean private symphony orchestras are more or less ad-hoc orchestras, and the
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the ‘Survey report on cultural enjoyment’ in 2008. The important factors in choosing

performances are satisfaction in terms of previous experience (3.68%), the performer’s
fame (3.43%), the programme (3.38%), the evaluation of arts critics (3.37%), - the
atmosphere of the performing venue and facilities (3.12%), and the ticket price (2.86%)
(Koh, 1996). Korean municipal orchestras have gained some limited information on
their audience from the subscription system, but they have not linked the subscription
system to any efforts to develop their future audience.

The Korean municipal orchestras were founded by local governments, and are still
owned, managed, and entirely subsidised by these local éovernments. However,
significantly higher personnel expenditure, low box office income, and restriction of
outside funds affect the financial difficulties of Korean municipal orchestras. The
employment of players, administrative staff, and conductor is dependant on the local
government's decision. Players are employed by open audition, with special
appointments for principal players when there are vacancies: the duration of a contract
is normally for two or three years, in line with local government regulations. The
number of administrative staff varies, but fewer than ten staff generally work in
orchestral offices: their contracts are also renewable every two or three years. The
principal conductor is chosen by local government officials: the majority of municipal
orchestras have a principal conductor and only a few orchestras such as Busan and
Ulsan Symphony Orchestras also have a vice-principal conductor.

The selection criteria
In order to decide which specific Korean municipal orchestras should be researched, |

put a priority on purposeful sampling, which would only involve those people who in my
opinion were likely to have the required information. Although there are arguments for
choosing both extreme examples and representative examples (see Miles and
Huberman, 1994; Maxwell, 1996), | felt that it was important to select representative
examples from three groups that differed in their administratively governed structure. |
decided, initially, to target six orchestras (two orchestras from each group), but access
to two of the orchestras | originally contacted was no longer available during the
second period of the fieldwork, because of serious conflict caused by the researcher’s
use of the ‘Korea Public Information Disclosure System''® (see Difficulties relating to
information access in p. 38). As a result, the three orchestras selected for this study
were chosen one from each of the three groups, and represent the ‘low ground’,
‘middle ground’ and ‘high ground’ position within the groups classified by overall

'8 Republic of Korea, Ministry of Public Administration and Security (2006) [Online]. Available at:
http://www.open.qgo kr/pa/htmi/eng_main.htm [Accessed 20 January 2010].
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reputation for level of performance, total numbers of regular concerts, and size of funds.

The three municipal orchestras each possess an image of success, are reasonably
wealthy, and programme a considerable number of regular performances with regular
funding, but they differ in their budgets, their government structure, size, organisation
and activities. They are Changwon Philharmonic Orchestra, Busan Philharmonic
Orchestra, and the KBS Symphony Orchestra.

Gaining access
The first part of my fieldwork involved gathering documents, visiting archives, and

conducting interviews mainly with administrative staff working in the Changwon
Philharmonic Orchestra as a ‘low ground’ orchestra. The CPO was convenient for
regular access due to its location. | had relatively easy access to the CPO due to my
previous relationship with the orchestra; in my early years | performed a piano concerto
with them. Furthermore, when | worked as an assistant to the Artistic Director for the
opera Tosca produced by the Kyungnam Opera Company in 2004, | built relations with
administrative staff in the CPO. The orchestra manager and two administrative staff in
the Changwon Philharmonic Orchestra took MA degrees in arts management (two
wrote theses related to orchestras; one wrote about the management of arts centres),
so they were very interested in my research and willing to help. Thus, | had permission
for unlimited access to the CPO. In my initial meetings, | explained the aims and
necessary materials for this study and asked about the possibility of their participation,
and if | could conduct interviews with the management team, with three or four players,
civil servants, as well as with the conductor. | also asked about the possibility of
attending relevant meetings and asked whether | could have access to archival and
documentation related to this study. The orchestra manager and one administrative
staff of the CPO agreed to these requests, apart from attendance at meetings as their
schedule is fairly irregular and some are potentially sensitive in nature. From this, the
aims of the first part of the fieldwork were to identify suitable orchestras for this study,
to get to know the administrative staff of six orchestras that | had initially chosen, and to
seek their favour in order to be introduced to players, civil servants, the executive
directors, and to the conductors of the CPO and other orchestras'® that | targeted.

The second part of the fieldwork was to concentrate on gathering archival information,
documentation and qualitative information from interviews with orchestra managers,
players and civil servants in six orchestras.

2 However, 1 was unable to have an interview with the conductors of the BPO and KBS
Symphony Orchestras.
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people in other orchestras. At the end of March, | finished the interviews at the CPO.

After completing my interviews with the CPO, | continued to visit the orchestra
whenever | had time in order to collect relevant data and documents. Meanwhile, |
began to interview players of the BPO during the first period of fieldwork. To pursue the
aim of the preliminary fieldwork, | identified key issues for Korean municipal symphony
orchestras, including typical management functions such as personnel, marketing and
artistic systems which appeared significant to the orchestras.

The main question areas were as follows:

Personal information.

Job orientation and attitude.

Role, responsibility, and difficulties.

Process of decision making.

Orchestra government.

Conflicts.

Key issues around orchestra at the time of study.
Environmental changes.

ONOOBRWN

Through this process | recorded the interviews for transcription and made notes during
each interview. If an interviewee disagreed with the recording of the conversation, |
tried to take notes as much as possible. A small number of interviewees allowed neither
note taking nor recording, so | made notes right after the interview of as much as |
could remember. Interviews were mainly conducted in offices, cafés, and restaurants
and were recorded by a digital voice recorder and then transcribed in Korean-English

translation in the early period.?' Later, | changed entirely to using a tape recorder due
to the technical faults of the digital recorder.

To increase my understanding of orchestras, | read and analysed relevant books,
documents, and archives that | collected from newspapers, orchestra offices, municipal
arts centres, the Arts Council Korea, the Korea Culture and Tourism Institute, and the
National Assembly Library. However, information on major issues that Korean
orchestras are facing is very limited. Therefore, | continued to spend time with two of
my key informants in the CPO in order to understand the orchestra and the main issues
it was facing. | was particularly keen to collect financial information, orchestra
programmes, information on main activities, their history, the regulation of orchestras,
papers on cultural policy and cultural industries of each city, and the cultural policy of
local governments.

After the first fieldwork, | came back to UK in April 2007 for a month to report and
discuss the outcome with my supervisor. Then | modified the semi-structured interview

2! The first six interviews were recorded by digital voice recorder.
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that I had used in the first fieldwork so that each questionnaire varied according to the

participant’s willingness to be interviewed. Before going back to Korea for the second
stage of fieldwork, | arranged some interview schedules with other orchestras by
telephone and email. -

Second fieldwork
With confidence gained through the first stage of fieldwork, the aim of the second stage

was to acquire deeper information and to understand issues in specific orchestras as
well as to conduct further interviews. During the second stage, | interviewed people
working in a variety of roles in the Busan Philharmonic Orchestra, the Ulsan
Philharmonic Orchestra, the KBS Symphony Orchestra, the Daejeon Philharmonic
Orchestra, and the Seoul Philharmonic Orchestra, as well as three private orchestras:
the Korean Symphony Orchestra, the Prime Philharmonic Orchestra and the Mostly
Philharmonic Orchestra. Interviews with private orchestras were aimed at gaining a
wide understanding of the current key issues facing Korean Orchestras.

Semi-structured interviews were conducted with players, civil servants, orchestra
managers, members of the management team, and conductors. Formal appointments
were made mainly by telephone, and interviews were conducted in offices, restaurants,
and cafés during their working time or after finishing work. Although all interviews were
tape recorded, | took notes in case the recorder did not work or recording was not
permitted by interviewees during the interview. The interviews lasted between 10
minutes and 4 hours. The main difference between this and the first stage of fieldwork
was that, due to the ease of location, | spent between 4 and 5 hours per day meeting
the interviewees of the BPO, UPO, and DPO in May. The rest of the orchestras—the
KBS Symphony Orchestra, the Korean Symphony Orchestra, the Seoul Philharmonic
Orchestra, the Prime Philharmonic Orchestra, and the Mostly Philharmonic
Orchestra—are all located in Seou! which takes approximately 5 hours to reach from
my residence and, because of this, it was necessary for me to stay in Seoul for a
month in June. There was an unexpected conflict with the UPO and DPO in accessing
information about these orchestras (see p. 38). After finishing the second fieldwork, |
decided on my final three case studies: the Changwon Philharmonic Orchestra, the
Busan Philharmonic Orchestra, and the KBS Symphony Orchestra.

| used the snowball technique as well as a number of acquaintances to introduce me to
relevant people in these orchestras. Once | had their contact details, | called them
individually and made an appointment. After finishing preliminary fieldwork, | modified
question areas and questions to maximize the aim of my second fieldwork. | added
questions on orchestra structure, audition system, financial resources, and the
musicians’ union, because | thought that each orchestras would have this information
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problem); and finally, question area nine was expanded so as to examine external

problems faced by Korean municipal orchestras. Question areas two, five and nine
seemed more or less straightforward to answer, but | had been struggling to obtain
information right up to the end of my study, and it led me to conduct the fourth fieldwork.

Documents and archives were continuously collected through orchestra sites, central

government institutions, city halls, and the National Assembly library.

The third and fourth fieldwork
The third and fourth fieldwork were conducted during a relatively short period, and

could be seen as ‘follow up' activity to update the information data, collect more
documents and explore archives. | conducted interviews that | could not have done in
previous periods and used a similar approach to that which | had adopted in the first
and second fieldwork. Interviews and documentation were key sources of information
in each period of fieldwork. After coming back to the UK, | continued to contact
interviewees via email and telephone whenever | had a question and needed to confirm
information. In particular, | required information from the orchestras’ management

teams on local government regulations regarding municipal arts organisations.

Difficulties

Technical difficulties

At the beginning of the first stage of fieldwork, | made a huge mistake with the digital
voice recorder. The software of the recorder was not properly installed, and | could not
download the voice data. | should have fixed the problem earlier, but during that period
| was totally exhausted by tightly scheduled interviews in other cities. Changwon is
close to my home but took approximately one hour’s travelling, whereas Busan took
around two hours. When | finished the sixth interview, the battery of the recorder ran
out and | used a tape recorder that | had prepared for emergencies. Although 1
replaced the new battery as soon as | arrived back home, the recorder did not switch
on, so | went to the service centre to check the recorder the next day. The service
centre reported that the recorder seemed seriously damaged and the data inside the
recorder was most probably lost. As a result, | lost information from six interviews which
contained information from difficult-to-access interviewees. | contacted these
interviewees and explained what had happened, and then asked whether they would
be prepared to answer the questions again via email (I did not have enough time to
conduct it again and more importantly interviewees were not willing to do it again). Only
half of interviewees replied to me with very short answers. It was an expensive lesson.
After such a disaster, | began using a tape recorder and taking notes much more
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seriously.

Interview difficulties

No matter how careful you are about setting up your interview and no matter
how hard you try to do all the right things to establish good rapport with your
respondent, there will always be someone who is difficult to interview.

(Keats, 2000: p. 136)

As Keats (2000) remarks, there can be difficulties with interviewees due to their
‘hostility, anxiety, and prejudicial attitudes to an interviewer's gender, age and status’
(pp. 136-37).

| had an initial belief that musicians would generally be confident, superior, and self-
conscious, so | was expecting them to be hostile respondents. However, as soon as |
conducted interviews with players, | realised it was only an imaginary fear. Some
interviewees had had a poor experience with a previous interview, because the people
who had conducted the interview had stressed the negative side. As a result, they were
reproached by the city authorities; therefore, I felt that they were now very wary about
their answers and that, consequently, they worded their responses very carefully. To
handle hostile respondents, | needed to be responsive to both the interviewee’s verbal
and non-verbal signs, to create a friendly environment, and to prepare the interview
schedule and appointment taking time into consideration. More importantly, | kept in
mind that hostility should not be returned with hostility (Keats, 2000).

There are two signs of anxiety: some may not answer a question at all, whereas others
are over excited, and keep talking (Keats, 2000: p. 138). In helping to reduce the
respondent’s anxiety levels, | tried to take time to build a rapport; to make the purpose
of the interview clear; to begin with the least threatening questions; to provide a calm,
quiet environment, free of distractions; and not to rush the interviewee for responses
(Keats, 2000: p. 138). Fortunately, the majority of the interviewees did not show their
anxiety during the interview and most questions that | asked were answered. They
sometimes did not want to answer sensitive questions such as those about their
satisfaction with the working environment or their relationship with others. Despite my
concerns, the answers eventually emerged either directly or indirectly during my
second or further visit.

Among these three interview difficulties, prejudice was the most worrying factor before
starting the fieldwork. Prejudice here is created through the respondent's judgments on
‘the interviewer’s age, gender, appearance or ethnic background’ (Keats, 2000: p. 139).
As | was a 30-year-old female student, there seemed to be several prejudices about
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me among the interviewees. The majority of interviewees who were older males

ignored or lacked respect for me, because they perhaps considered me an
inexperienced young female student. Although | could not change my age, gender, and
ethnic background, | was able to reduce some prejudice, following Keats's advice, ‘by
avoiding extremes in dress style and personal appearance and by showing my own
efficiency’ (Keats, 2000: p. 139). In spite of my efforts to avoid prejudice, however, |
encountered several difficulties. Some interviewees ignored my academic background
and status as a student by saying that: ‘you finished an MA in the UK that only takes a
year? Is it useful?’®* ‘Have you ever worked before? If you only study and do not have
practical experience, it's useless;’ or, ‘doing a PhD in Korea is much more difficult than
doing it overseas’. Although | was not pleased with such questions, | tried to my best to
respond positively to them and made the kinds of agreeable responses that they
wanted to hear from me.

Another difficulty related to my status was that some interviewees forgot my
appointment. Once | had made an appointment, | normally sent a reminder and
confirmation of the appointment at least one day before via telephone. On the way to
the city, | called the interviewee again to confirm the place and time of the interview.
However, one completely forgot and went to another city, and | needed to return
another time. It was a complete waste of time and money, and the only thing | could do
in this instance was to reschedule. Regarding ethnic issues, Korea is a racially
homogeneous nation and all interviewees were Korean, so | did not need to worry
about this aspect.

Ethical issues were one of the difficulties encountered in conducting interviews,
especially in the case of players, administrative staff, and civil servants, who were
adversely affected by participation in surveys undertaken by previous researchers. |
paid great attention to ethical responsibility towards the interviewees’ confidentiality, as
| was well aware that revealing personal information or contents of interviews might
cause unnécessary burdens and problems to the interviewees. Thus, | continually
checked myself during the process of the interview and assured the interviewees that
confidential information would not be released without their permission, and the names
of interviewees would not be identified unless they allowed me to use their name in this
study. Furthermore, if interviewees were not comfortable with recording or in my taking
notes, | respected their wishes. Transcription from the recorded interview and the
coding process was entirely done by myself for confidentiality reasons.

22 This question represents a kind of ignorance; he/she thinks | could not learn enough during a
one year course because the master’s degree in Korea takes two years.

' EEDS UNIVERSITY LIBRARY
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Difficulties relating to information access
One of the hardest parts of carrying out this research was to find factual information on

_budgets and funding, activities, information on organisational structure within the
orchestra and, particularly, information on the role of members in the management
team. | initially thought collecting information would be one of the easiest tasks; | was
wrong. For instance, | had been in regular contact with a female member of staff in an
orchestral office through a combination of emails and telephone (sometimes she
avoided my calls) and it took over seven months to receive the relevant information.
Despite her constant promises, she gave me nothing. Instead of giving me the required
information, she reprimanded me for the way in which | had formulated my request.
She said | needed to more fully explain my study, the reasons why | needed such
information and ask clear questions about it, although | had already explained this
comprehensively in the first email and meeting. When | visited her during my fourth
stage of fieldwork, she gave me another promise and asked me to wait a month, but
nothing was forthcoming even after three months. Finally, | had recourse to the ‘Korea
Public Information Disclosure System’, > something | least wanted to use.
The advantage of this system is that it has relatively easy access and there is a 100%
certainty of getting a response. However, it does rely on people working in public
organisations to submit the relevant information. Therefore, in some cases | might not
receive any information, or only very limited information. In addition, the open
information system, which seems highly bureaucratic, causes more unnecessary work
to those who work in public organisations, so many do not like to deal with the
information required through the system. In brief, the ‘Korea Public Information
Disclosure System (KPIDS)' can be risky and unhelpful. The KBS provided more
information than | expected, but the staff in charge of handling email requests asked
me to contact them personally, instead of using the system for my further questions.
However, as my use of KPIDS had caused extra work for them, and this had an
adverse effect. members of the management team and one civil servant in two
orchestras (DPO and UPO) that | interviewed were very upset by my action in using the
open information system, and did not want to participate further in my study. According
to my contact in one orchestra, people in municipal organisations hate the open
information system because it creates lots of extra work for them.

21t aims to ‘ensure the people’s rights to know and to secure the people’s participation in state
affairs and the transparency of the operation of state affairs by prescribing necessary matters
concerning the people’s claims for the disclosure of information and the obligations of public
institutions to disclose their information in their possession’ (Republic of Korea, Ministry of
Public Administration and Security, 2006: online).
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2.4 Quantitative research

Survey strategy and research method
Survey is probably the most popular quantitative research strategy in the social

sciences (Muijs, 2004: p. 34). Surveys can be divided into two types: structured
interview and self-completion (or self-administered) questionnaire. A self-completion
questionnaire with direct collection at the places of distribution was chosen in this
survey rather than a mail or postal questionnaire with indirect collection, such as

depositing completed questionnaires in a certain location or returning them by post.

Table 2.2 Advantages and disadvantages of surveys

Advantages Disadvantages
Empirical data Tendency to empiricism
Wide and inclusive coverage—generalisability Lack of detail and depth of the data
Cost and time Accuracy and honesty of responses

(Source: Denscombe, 2003: pp. 27-28)

As a part of methodological triangulation, questionnaire surveys concerning job
satisfaction and conflict were conducted at the same time.

The aim of my survey was to conduct an exploratory investigation into job satisfaction
and dissatisfaction, and the conflicts of orchestral life affecting players and
administrative staff in Korean municipal orchestras.

Table 2.3 Overall response rate of the survey

CPO BPO KBS
Players | Distributed copies 80 80 20 80
1% collection 2™ collection

Suitable copies 40 28 18 42

Unsuitable(uncontactable 3(16) 5 0 6

members) copies

Response rate 66% 37% 90% 57%
Staff Distributed copies 6 9 6

Suitable copies 4 2 4

Unsuitable/uncontactable 1 7 2

members) copies

Response rate 80% 100% 100%

The table above shows the overall collected response rate. The surveys on job
satisfaction and conflict were composed broadly of five and four independent sections,
respectively, and the sample numbers of each table are displayed in the attached CD.

Samples of 128 players are basically used throughout this study; and 40, 46 and 42
samples are used when analysing the case of the CPO, BPO, and KSO, respectively.

The use of surveys in social research does not necessarily have to involve
samples of 1,000 or 2,000 people or evens. Whatever the theoretical issues, the
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simple fact is that surveys and sampling are frequently used in small-scale
research involving between 30 and 250 cases.

(Denscombe, 2007: p. 28)

Roscoe (1975) also suggests that sample sizes between 30 and 500 are appropriate
for most research; and sample sizes in the range of 30 to 50 are normally enough for

exploratory or in-depth study (Nichols, 1991). Nichols (1991) also proposes the
inclusion of ‘units from all subgroups of interest in the target population’ (p. 53).

Job satisfaction and demographic variables (sub-divisions include age, marital status,
Gender, and tenure®) within a group of players (see Table 5.13); and within each gﬁroup
of players of the BPO (Table 5.14), CPO (Table 5.26), and KSO (Table 5.27) are
analysed. In such a subgroup analysis, we need to have at least 30 people in each

group (Fink, 1995: p. 43). sample numbers used in sub-division analysis for all group of

players, players of the BPO, CPO, and KSO are as follows.

Table 2.4 Sample number for JDI and demographic variables

e

JDI Work (n) Pay (n) | Supervision (n) { Promotion (n) | Coworkers (n)
All players 123 123 123 123 123
Players of BPO 44 44 44 44 44
players of CPO 39 39 39 39 39
Players of KSO 40 40 40 40 40

Another subgroup analysis was conducted between all players’ ROCI-I and

demographic variables (see Table 6.12); and those of ROCI-II with peers and
demographic variables (see Table 6.17). The sample numbers used for these analyses

are also well above 30.

Table 2.5 Sample number for ROCI-| and ROCI-lI

| ROCIH-I P IG NG1 NG2 -

All players 117 117 117 78 -
ROCI-Il with peers IN oB DO AV cO
All players 115 115 115 115 115

There is research supported by Harvard University and National Science Foundation
aiming to investigate ‘how symphony orchestra players cope with the frustrations and
disappointments of orchestra life’ by conducting a job satisfaction survey using two
symphony orchestras (Mogelof and Rohrer, 2005). The total number of surveys
received from two symphony orchestras was 68 (major symphony orchestra: 31;
regional symphony orchestra: 37%°), and the final sample was 29 and 37, respectively.

24 gub-groups of the demographic variables regarding age and tenure were combined, where
sample size of each sub-group seems very small.
25 The methodology comprised case studies of an elite and a non-elite orchestra in the USA, the
former located in @ major metropolitan area and the latter in a smaller city in the same region in
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Using this sample size, Mogelof and Rohrer (2005) analysed correlations (including

inter-correlations) and OLS regression to compare two symphony orchestras.

Therefore, the sample sizes used for analysis between JDI and demographic variables;
ROCI-! and demographic variables; and ROCI-ll with peers and demographic variables
at the group of all players and each group of players are all above thirty, which gave
me confidence in looking at the results for each analysis (Nichols, 1991: p. 54).

On the other hand, | have a limited sample size when it comes to administrative staff 2
because most orchestral executive constitutions of Korean municipal orchestra have
approximately one to six administrative staff. The CPO and KSO had six administrative
staff and the BPO had nine administrative staff at the time of the survey. The orchestral
executive constitution of the BPO used to have six staff, including staff in charge of
score and musical instruments, but merged with Busan Philharmonic Youth Orchestra
in 2009, so that they now have nine administrative staff. It was very difficult to get
access to staff of orchestral executive constitutions and gather questionnaires from
them. They are overloaded with work, and also worry about some effects their answers
may have when revealed. After various attempts to collect data from staff, | could
include four samples (out of six in total) from the CPO and KSO: in the case of the
CPO, one person was also a player of the CPO, so he was excluded, while the other
missing person was someone not willing to participate in the questionnaire survey.
Regarding the KSO, one member of staff was on holiday, and another was in hospital
because of illness. Thus, | could not collect two samples from the orchestral executive
constitution of either the CPO or KSO. As for the BPO, the planning staff did not allow
me access to either players nor staff, so | could not do anything except wait for the
questionnaire collection day scheduled by the staff. The result was quite disappointing.

Obviously, there is a certain limitation on the sample size in staff (n = 10), thus, it is
probably too small to present accurate results. However, according to Gomm (2008), if
| have 85% respondents of all people in a population, | can be pretty certain that the
pattern of the response will come close to mirroring that for the same category in the
population as a whole (p. 148).

order to find contrasting environments where the nature of the work was similar but the
resources and contexts varied greatly (Mogelof and Rohrer, 2005: p. 97).

26 npe to small sample size of the staff group and each group of staff, JDI and demographic
variables, ROCI-l and demographic variables, and ROCI-ll and demographic variables are not
analysed.



43
Figure 2.3 Response rate calculation

Number of usable questionnaires
: X
Total Sample —unsuitable or uncontactable members of the sample
(Source: Bryman, 2008: p. 181)

100

According to Bryman's response rate calculation, | have 80%, 100%, and 100%
response rates from each orchestral executive constitution, which represents a good
response rate. In addition, despite some difficulties in getting access to the staff of the
KSO, | did have relatively high level of cooperation from staff of the KSO and CPO.

Table 2.6 Response rate calculation of the staff of the BPO, CPO, and KSO

CPO KSO BPO

&—1 6—2

4 4 2
——x100=280 —=x100=100 g—7x100=100

A small sample, properly managed and carefully analysed, is always better than
a poorly supervised, large sample which is never fully analysed for lack of time
(Nichols, 1991: p. 53)

In practice, the complexity of the competing factors of resources and accuracy
means that the decision on sample size tends to be based on experience and
good judgment rather than relying on a strict mathematical formula (Hoinville et
al., 1985: p. 73).

When | measured different types of conflicts using ROCI-|, | included a 95% confidence
interval, which indicates that something occurring at least 95 times out of 100 reflects
the true population characteristic (Sekaran, 2003: p. 288). Therefore, although sample
size of the staff (n = 10) is relatively small, we can see certain degrees of tendency on
job satisfaction and conflict sharing among staff, which are likely to reflect the rest of
population, and the data should be accurate because of the high response rate
generated by enthusiastic data collection and by the careful analysis of that data.

Non-response bias is the most common, and seems inevitable in a quantitative
research survey. The omission of answers in this survey occurred especially in the
case of players of the BPO,? and non-response bias was examined. The responses
from players of the BPO are divided into two groups according to the time of response,
as in Dorsch et al. (1998): early respondents (spontaneous respondents) and late
respondents (non-spontaneous respondents). To evaluate non-response bias, one-way

analysis of variance was adopted. Table 2.7 presents the results of the test, showing

27 Armstrong and Overtlon (1_977) define non-respondents as those who are not willing to
participate in the questionnaire, or it takes a longer time to receive answers from them.
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manual of ROCI-l and Il

As mentioned in the previous section, | asked an analysis company and a PhD student
to help in analysing data using the software package SPSS, due to my lack of technical
skill in using SPSS. | produced lists and diagrams of what | wanted to discover, and the
analysis company advised on the most suitable types of statistical tests that could be
used. The running of SPSS with selecting appropriate statistic tests were conducted by
the analysis company, and a PhD student conducted the same analyses to recheck the
appropriateness of each statistic test (and the result) done by the company. The initial
results of the analysis (the output) were then given to me. Therefore, the rest of the
work, such as entering raw data into Excel and SPSS, selecting proper data from the
initial results to make tables mainly in Chapter 5§ and 6, data interpretation, and the data
arrangement in appendices were all done by myself.

The statistic package for the social sciences (SPSS) 16 was used for data analysis.
The explanation of particular statistical techniques used throughout the quantitative
analysis and the rationale for tables in Chapter 5 (job satisfaction) and Chapter 6
(conflict) is summarised in Table 2.14 and Table 2.15. Terminologies to explore job
satisfaction, conflicts, job turnover, demographic variables, and these relationships in
this study were as follows:

Terminology

e ANOVA: Analysis of variance (ANOVA) is a set of parametric statistical tests which
assess whether the estimated variance between the groups or conditions differs
significantly from the estimated variance within the groups (Bryman and Cramer,
2009: p. 253): ANOVA is used when comparing the mean scores of more than
two groups (Pallant, 2001: p. 186). However, it does not tell us which of the
groups differ; and, for this, post-hoc tests need to be conducted (Howitt and
Cramer, 2008: p. 186).

e Beta (standardized regression coefficient) is a measure of how strongly each
predictor variable influences the criterion variable. B is measured in units of
standard deviation. For example, if 8 = 2.5, a change of one standard deviation in
the predictor variable will result in a change of 2.5 standard deviation in the
criterion variable. Thus, a higher B value indicates a greater impact of the
predictor variable on the criterion variable. The unstandardised equivalent, B is
also provided by SPSS (Brace et al., 2006: p. 231).

e Correlation: the strength and direction of a relationship between two variables
(Howitt and Cramer, 2008: p. 76). It can only take on values from -1 to +1. The
sign in front indicates whether there is a positive correlation® (as one variable
increases, so does the other) or a negative correlation*' (as one variable

% The language used for this statistic tests were mainly Korean, so | changed the results into
English.

40 pogitive correlation is a relationship between two variables, whereby as the values of one
variable increase, the values of the other variable increase (Bryman and Cramer, 2009: p.355).
4 Negatiye correlation is a relationship between two variables, whereby as the values of one
variable increase, the values of the other variable decrease (Bryman and Cramer, 2009: p. 355).
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increases, the other decreases). The size of the absolute value (ignoring the
sign) provides an indication of the strength of the relationship (Pallant, 2001: p.
115). There are a number of different correlation coefficients. In general, the most
common and most useful by far is the Pearson correlation coefficient (Howitt and
Cramer, 2008: p. 76).

e Confidence interval: the difference between two values that express the minimum
and maximum likely values of an unknown measure of an aspect of a population.
The confidence interval is inferred from sample data and allows the analyst to
express the likelihood that a sample statistic will be found in the population
(Bryman and Cramer, 2009: p. 355).

. 95% confidence interval for mean: these values define the range within
which there is a 95% probability that the parameter will fall (Brace et al.,
2006: p. 370).

e Crosstabulation: a joint frequency distribution of cases based on two or more
categorical variables (Michael: online).

e Frequencies: the number of times a particular event or value occurs (Brace et al.,
2009: p. 402).

e Friedman test: a nonparametric equivalent of the one-way within-subjects ANOVA
(Brace et al., 2009: p. 402).

e Independent t-test: this test compares the performance of the participants in group
A with the performance of the participants in group B (Brace et al., 2006: p. 71).

e Kruskal-Wallis Test: a nonparametric equivalent of the one-way between-subjects
ANOVA (Brace et al., 2009: p. 404).

e Mann-Whitney test: an inferential statistical test used to analyse nonparametric
data from two-sample independent groups designs (Brace et al., 2009 p. 404).

e Maximum (score): the value of the highest score in the data for a particular variable
(Howitt and Cramer, 2008: p. 45).

e Mean: a measure of central tendency that entails summing all values in a
distribution of values and dividing the sum by the number of cases (Bryman and
Cramer, 2009: p. 360).

e Minimum (score): the value of the lowest score in the data for a particular variable.
(Howitt and Cramer, 2008: p. 45).

e Missing data: data which are missing or are unclear. (Bryman and Cramer, 2009: p.
360).

e Muitiple regression analysis (enter method). multiple regression is a family of
techniques that can be used to explore the relationship between one continuous
dependent variable** and a number of independent variables*® or predictors.
Multiple regression is based on correlation, but allows a more sophisticated
exploration of the interrelationship among a set of variables (Pallant, 2001: p.
134). There are a number of different types of multiple regression analyses. The
three main types are:

1. Standard or simultaneous;
2. Hierarchical or sequential; and

3. Stepwise.
(Pallant, 2001: p. 135)
This study adopted ‘enter’ (standard) method which is the most commonly used
(Pallant, 2001: p. 135), especially when there is relatively low numbers of cases.
e Pearson’s correlation (r): an inferential statistical test of correlation used to analyse
parametric data (Brace et al., 2006: p. 379).
e Percentiles: the cut-off points for percentages of scores. Thus, the 90" percentile is

2 |ndependent variable (predictor) is the variable being used to make the prediction. It is also
known as the predictor variable or the X-variable (Howitt and Cramer, 2008: p. 87).

43 pependent variable is a variable that is affected by an independent variable (Bryman and
Cramer, 2009: p. 367). It is also known as the criterion variable or the Y-variable (Howitt and
Cramer, 2008: p. 87).
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the score that cuts off the bottom 90% of scores in terms of size. (Howitt and
Cramer, 2008: p. 44).

e Post-hoc test: a test for seeing whether two groups differ significantly when there is
no strong basis for expecting they will (Bryman and Cramer, 2009: p. 362). There
are different types of post-hoc multiple comparisons. LSD (Least Significant
Difference) and Tukey's HSD test are used in this study.

e R Square (R?) is the square of this measure of correlation and indicates the
proportion of the variance in the criterion variable which is accounted for by the
model. (Brace et al., 2006: p. 231).

e Standard Deviation (SD): a measure that summarises the amount of dispersion in a
sample and is based on the amount of variation around the arithmetic mean
(Bryman and Cramer, 2009: p. 360).

e Statistic significance (p): if a relationship or difference has an extreme probability of

- occurring by chance then that relationship or difference is likely to be a real rather

than a chance one (Bryman and Cramer, 2009: p. 365).
Two-tailed test: a test that assesses the statistical significance of a relationship or
difference in either direction (Bryman and Cramer, 2009: p. 365).

Instruments
According to JDI and ROCI-1&il manuals, the content of any of the JDI or ROCI-l and II

scales are not permitted to be published. However, readers can have access to these
instruments from JDI Research Office at Bowling Green State University (phone: 419-
372-8247; email: jdi_ra@bgnet.bgsu.edu) for JDI; and Center for Advanced Studies in
Management (phone and fax: 270-782-2601; email: mgt2000@aol.com) for ROC!-| and
Il. Thus, only the interview instrument will be displayed in Appendix C.

2.5 Conclusion
This chapter has described the methodology used in this study. It explained the

adapted methods along with the details of the choice of sites, data collection, difficulties,
and the processes of data analysis were described in both the qualitative and
quantitative studies.
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Table 2.8 Interview dates and approximate length during preliminary fieldwork

Job title Interview date Interview length
Planning Manager .09 March 2007 1 hour
Former conductor 12 March 2007 2 hours
Public relationship & advertisement department 13 March 2007 2 hours
Orchestra Manager 13 March 2007 2 hours
Orchestra Manager 14 March 2007 3 hour
Publicity 12 March 2007 30 mins
Civil Servant 13 March 2007 1 and half hour
Clarinetist 17 March 2007 3 hours
Civil Servant 19 March 2007 2 hours
O e ot of Dasc) Culural Gentrs o020 March 2007 1 Mo
Violist 21 March 2007 2 hours
Trumpeter 22 March 2007 1 hour

“Violist 23 March 2007 40 mins

" Public relationship advertisement 25 March 2007 2 hours

“Horn player 26 March 2007 1 hour

Table 2.9 Interview dates and approximate length during second fieldwork

Job title Interview date Interview length
Civic Servant 23 May 2007 30 mins
Cutture and Tourism Bureau

“Clarinetist 25 May 2007 1 hour

. Former Orchestra Manager gg m:; ggg; ‘:' Egld:s
Orchestra Manager 30 May 2007 20 mins
Civic Servant 30 May 2007 10 mins
Busan Cultural Centre
Performing Bureau

“Former Orchestra Manager 31 May 2007 4 and haif hour

“Principal Trumpeter 08 June 2007 1 hiour

“Head of Audience Events Team 11 June 2007 1 hour

“French Horn Player 14 June 2007 1 hour
President of Musicians' Union

“Principal Horn Player 14 June 2007 Thour
Horn Player 14 June 2007 1 hour

“Principal Horn Player 14 June 2007 Thour

“Former Head of Audience Events Team 16 June 2007 2 hours
Principal Conductor 21 June 2007 1 hour

" Director of Artistic Administration 22 June 2007 30 mins
/Education &Culture Project

" Assistant Principal Horn Player 23 June 2007 30 mins

“Secretary General 25 June 2007 3 hours

“General Director 26 June 2007 50 mins

“Former Conductor (Second Principal Conductor) 26 June 2007 25 mins
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Table 6.18 Players’ correlations

Variables Turnover JDi ROCI ROCIHII with peer
w ) S Pr Co P IG NG1 NG2 IN OB DO AV
P 0.231* | -0.380* | -0.186* | -0.176 | -0.001 | -0.130 | 1.000 \ \ \ \ \ \ \
ROCH IG -0.048 0107 | -0.101 | 0029 | -0051 | 0037 | 0.188* | 1.000 \ \ \ \ \ \
NG1 | 0.308* | -0407 | -0109 | -0.064 | -0.053 | -0.150 | 0.212* | 0049 1.000 \ \ \ \ \
NG2 | 0.1 20214 | -0082 | -0.199 | -0.028 | -0.012 | 0.227* | 0279 | 0600~ | 1.000 \ \ \ \
IN -0.068 0.185* | -0031 | 0.101 | -0.090 | 0.305** | -0.072 | -0.151 0.053 0.008 1.000 \ \ \
ROCLI OB -0.127 0.124 0.040 | 0083 | 0019 | 0294 | -0.070 | -0.162 -0.007 0039 | 0721 | 1.000 \ \
Peer DO 0.102 0.070 0.083 | -0025 | 0049 | -0.003 | 0058 | -0222* | -0.020 0.091 0.097 .0.034 1.000 \
AV -0.033 0022 | -0075 | 0016 | -0.141 | 0.131 | 0.021 0.005 0.079 0091 { 0525 | 0515 | -0.086 1.000
co 0.021 0.124 | -0046 | -0008 | -0.049 | 0235* | -0049 | -0174 0174 0136 | 0696** | 0.564* | 0155 | 0459
IN 0.059 0.057 0065 | 0093 | -0.018 | -0.064 | -0.002 | -0.190 0127 | -0232* ROCI-Il with Current conductor
ROCHI 0B 0.169 0129 | -0157 | 0004 | -0162 | -0.191 | -0.180 | -0270* | -0.123 | -0.378** | 0444 | 1.000 \ \
cg:;[;':gr DO -0.080 0.024 0.068 0.030 0.096 0.060 0.092 -0.110 -0.202 -0.041 0.206 -0.064 1.000 \
AV 0.041 0140 | -0058 | -0.004 | -0059 | -0.045 | 0.010 | -0.410** | 0.033 0128 | 0308~ | 0531~ | -0.066 1.000
co 0.017 0.130 0076 | 0104 | 0189 | 0148 | 0015 | -0027 0.018 0146 | 0576 | 0050 | 0431 | 0.063
IN 0.048 0.122 0060 | 0088 | -0.175 | 0046 | -0.167 | -0.140 -0.064 -0.188 ROCI-l with Previous conductor
ROCI-I 0B 0.097 0087 | -0078 | -0.004 | -0.249* | 0055 | -0.226* | -0.116 | -0.193* | -0.234* | 0510 | 1.000 \ \
c':,':;’:,"c‘{j, DO 0.085 0037 | 0.194* | -0.003 | 0061 | -0.047 | -0.023 | -0279~ | -0.031 0040 | 0201 | -0058 1.000 \
AV 0.031 20071 | -0066 | -0023 | -0.206* | 0.081 | -0.070 | -0.143 -0.054 0127 | 0.340** | 0551 | -0.096 1.000
CO 0.031 0.136 0.031 | 0092 | -0070 | 0147 | -0092 | -0.058 0.077 0095 | 0659 | 0150 | 0.446* | 0.109

Note: * indicates p < 0.05, ** indicates p < 0.01, *** indicates p < 0.001.

Work (W), Pay (P), Supervision (S), Promotion (Pr), Co-workers (Co)

IP = intrapersonal conflict, IG = intragroup conflict, NG 1 = intergroup conflict with staff, NG 2 = intergroup conflict with civil servants
IN = integrating style, OB = obliging style, DO = dominating style, AV = avoiding style, CO = compromising style
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Table 6.19 Staff correlations

. JDI ROCI ROCII with peer
Variables Turnover I— P S Pr Co P G NG1 NG2 N 0B DO AV
P 0083 | 0297 | 0557 | 0410 | 0217 | 0274 | 1.000
 ROCI G 0577 | -0.246 | -0130 | -0.346 | 0033 | -0.519 | 0173 | 1.000
NG1 | 0.553 | 0.387 | 0000 | 0.364 | 0.179 | -0.147 | 0674* | 0.693* | 1.000
NG2 | 0534 | 0368 | -0.039 | 0.270 | 0160 | -0.160 | 0595 | 0644 | 0887~ | 4.000
N 0216 | -0.214 | 0505 | -0.096 | 0.059 | 0.480 | 0578 | -0.196 | -0.022 0.036 | 1.000
ROCLI OB | -0326 | 0295 | 0403 | 0351 | 0387 | 0610 | 0080 | -0603 | -0249 | -0138 | 0458 | 4.000
Poor DO | -0.395 | -0155 | 0324 | 0076 | 0449 | 0091 | -0.717* | -0.724* | -0.809™ | -0.805~ | -0.171 | 0.542 1.000
AV | 0175 | 0315 | 0489 | 0496 | 0271 | 0411 | 0646 | -0420 | 0.167 0214 | 0682* | 0722* | 0.119 | 1.000
CO | -0372 | -0064 | 0391 | -0016 | 0196 | 0428 | 0052 | -0569 | -0432 | -0327 | 0704 | 0.812~ | 0379 | 0.707*
IN -0226_| 0246 | 0.112 | 0437 | -0.150 | 0529 | 0102 | -0.677 | -0246 | -0.249 | ROCII with Administrative supervisor
ROCI-II OB 0.171 0.009 | 0006 | -0.118 | -0.245 | -0.095 | 0.168 | -0197 | -0.071 0.168 | 0.384 | 1.000
Administrative | DO | -0607 | 0071 | 0498 | 0.264 | 0599 | 0261 | -0276 | -0.786* | 0624 | -0599 | 0205 | 0.180 | 1.000
Supervisor AV 0.309 | 0215 | 0074 | 0232 | 0411 | 0463 | 0447 | 0472 | 0145 0274 | 0157 | 0.856™ | 0040 | 1.000
CO | 0321 | 0082 | 0148 | 0052 | 0123 | 0.130 | -0064 | -0.608 | -0449 | -0375 | 0498 | 0745 | 0632* | 0566
IN 0.145 | 0342 | -0437 | 0552 | -0.310 | 0.438 | -0.053 | -0.790 | -0118 | -0.153 ROCI-Il with Current conductor
ROCLII oB 0685 | 0086 | -0549 | -0.088 | -0.304 | 0521 | 0.079 | -0.064 | 0098 0305 | 0283 | 1.000
Current DO | -0267 | 0.304 | -0903* | 0.146 | 0.425 | -0.155 | -0649 | -0692 | -0568 | -0548 | 0217 | 0272 1.000
conductor AV 0810 | -0.154 | -0492 | -0.306 | -0.221 | -0.697 | 0.097 | 0078 | 0.071 0198 | 0.177 | 0946 | 0173 | 1.000
%) 0330 | 0057 | -0902* | -0.097 | -0.015 | -0.498 | -0419 | 0492 | -0.401 0276 | 0400 | 0804 | 0739 | 0762
IN \ \ \ \ \ \ \ \ \ \ ROCI-Il with Previous conductor
ROCIII OB \ \ \ \ \ \ \ \ \ \ \ 1.000
Previous DO \ \ \ \ \ \ \ \ \ \ \ \ 1.000
conductor AV \ \ \ \ \ \ \ \ \ \ \ \ \ 1,000
co \ \ \ \ \ \ \ \ \ \ \ \ \ \

Note: * indicates p < 0.05, ** indicates p < 0.01, *** indicates p < 0.001, it is impossible to conduct Pearson’'s correlation, due to low sample numbers of staff
regarding ROCI-ll against previous conductor.

Work (W), Pay (P), Supervision (S), Promotion (Pr), Co-workers (Co)
IP = intrapersonal conflict, IG = intragroup conflict, NG 1 = intergroup conflict with players, NG 2 = intergroup conflict with civil servants
IN = integrating style, OB = obliging style, DO = dominating style, AV = avoiding style, CO = compromising style
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Players’ correlation

Players’ correlation between JDI and ROCI-"®

The players’ Pearson correlation between the subscales of JDI and ROCI-I and the
significance of each correlation coefficient are tested (see Table 6.18%),

There are two negatively significant correlations between job satisfaction and ROCI-|
among 20 correlations: intrapersonal conflict and satisfaction with work (r=-0.380, p <
0.001) and pay (r = -0.186, p < 0.05), respectively. Thus, these indicate that job
satisfaction is not generally associated with the subscales of ROCI-| (see Table 6.18).

According to the result of the correlation, it was assumed that there might be a
significant relationship between satisfaction with work and intrapersonal conflict and
intergroup conflict, respectively. The results of multiple regression analysis, using
subscales of JDI as predictors an intrapersonal conflict of ROCI-I as a dependent
variable, shows that the overall relationship is significant (R? = 0.087, F = 2494, p =
0.038), but there is only one negative significant relationship found, that of players’
intrapersonal conflict being negatively related to work (B = -0.371, p = 0.008), which
could mean that if player is satisfied with work, he/she has less perception of
intrapersonal conflict.

Players’ correlation between job satisfaction and ROCI-Il with peers

The statistical result shows that although players’ job satisfaction is not generally
associated with five styles of handiing conflict with peers,® there are four positive
correlations between the players’ satisfaction with co-workers and integrating (r = 0.305,
p < 0.01), obliging (r = 0.294, p < 0.01), and compromising styles (r = 0.235, p < 0.05);
and the players’ satisfaction with work and integrating (r= 0.185, p < 0.05) when
handling interpersonal conflict with their peers (see Table 6.18).

The overall result of multiple regression analysis between the players’ job satisfaction
(predictors) and integrating style when handling interpersonal conflict with peers
(dependent variable) is significantly related (R?= 0.094, F = 3.433, p = 0.006): players’
integrating style handling interpersonal conflict with peers is positively related to co-
workers (B = 0.306, p = 0.004), and it may be interpreted that players, who use a
integrating style more in order to deal with their interpersonal conflict with their peers,
are more satisfied with co-workers.

"% All results of multiple regression analysis are presented from Table 6.32 to Table 6.37 in the
attached CD.

184 Adequate distinct validity is demonstrated and the Table also indicates whether or not each
ROCI is significantly inter-related (see Table 6.18).

185 Among the 25 correlations, only four are significant.
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Players’ correlation between job satisfaction and ROCI-Il with previous
conductor

There are one positive and two negative correlations between the players’ job
satisfaction and ROCI-Il with their previous conductor: pay and dominating style (r =
0.194, p < 0.05), promotion and obliging style (r =-0.249, p < 0.01), and promotion and
avoiding style (r = -0.206, p < 0.05): if players are satisfied with their pay, they prefer to
use dominating style to handle their interpersonal conflict with previous conductor:
meanwhile, if players are satisfied with promotion, they use obliging and avoiding style

less.

Players’ correlation between ROCI-l and ROCI-I with peers

The players’ correlation between conflict styles and conflict handling styles with peers
shows that there is a weak negative correlation between dominating style and
intragroup conflict (r = -0.222, p < 0.05) (see Table 6.18). The remaining correlations
are marginal, with no significance.

Players’ correlation between ROCI-l and ROCI-II with current conductor

According to the players’ correlations between the four subscales of conflict (ROCI-I)
and the styles of handling conflict with their current conductor (see Table 6.18), there
are four correlations. Intragroup conflict and obliging style (r = -0.270, p < 0.05),
intragroup conflict and avoiding style (r = -0.410, p < 0.001), intergroup conflict with civil
servants and integrating style (r = -0.232, p < 0.05), and intergroup conflict with civil
servants and obliging style (r = -0.378, p < 0.01) are negatively correlated. It could be
interpreted that if players have more intragroup conflict, they use obliging and avoiding
style less when handing interpersonal conflict with their current conductor. Furthermore,

If players have more intergroup conflict with civil servants, they use integrating and
obliging style less against their current conductor.

Multiple regression analyses were conducted regarding players’ different types of
conflict (ROCI-l) and styles of handling interpersonal conflict with their current
conductor. The first result of the analysis shows that there is an overall significant
relationship between the players’ obliging style handing interpersonal conflict with their
current conductor (dependent variable) and the four conflicts of ROCH (predictors) (R?
= 0.144, F = 4116, p = 0.005). Players’ intergroup conflict with civil servants is 3
negative predictor of obliging style (B = -0.397, p = 0.007): if players have more
perception of intrapersonal conflict, they use less of an obliging style in dealing with
interpersonal conflict with the conductor.
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In addition, there is a significant overall relationship between the players' avoiding stylé
when handing interpersonal conflict with the current conductor (dependent variable)
and four conflicts of ROCI- (predictors) (R*= 0.132, F = 3.803, p = 0.007) and players’
intragroup conflict is negatively related to avoiding style (8 = -0.389, p = 0.001). if
players have more perception of intragroup conflict, players use an avoiding style less

when handing interpersonal conflict with the current conductor.

Players’ correlation between ROCI-l and ROCIHI with previous conductor

The results of the pIayers’_ correlations between ROCI-I and ROCI-II with previous
conductor indicate four negétive correlations: obliging style and intrapersonal conflict (r
= -0.226, p < 0.05), intergroup conflict with staff (r = -0.193, p < 0.05), intergroup
conflict with civil servants (r = -0.234, p < 0.05), respectively, as well as dominating
style and intragroup conflict (r = -0.279, p < 0.01). The result of multiple regression
analysis reveal the overall relationship between avoiding style (dependent variable)
and four conflicts of ROCI-I (predictors) is significant (R*=0.114, F= 3.389, p = 0.014):
there are negative significant relationship found, that of players' intragroup conflict
being negatively related to avoiding style (B = -0.335, p = 0.006), which could mean
that if players have higher perception of intragroup conflict, he/she is unlikely to use an
avoiding style when handling interpersonal conflict with the previous conductor.

Players’ correlation between job turnover and ROCI-l

There are positive correlations between the players’ job turnover and intrapersonal
conflict (r = 0.231, p < 0.05) and intergroup conflict with administrative staff (r = 0.308,
p < 0.01) at the orchestral executive constitution: if players have higher intrapersonal
conflict or intergroup conflict with the staff, they are likely to think of turnover (see Table
6.18).

As is expected from the result of Pearson’s correlation between job turnover and ROCI-
I, the result of this multiple regression analysis does produce an overall significance
between job turnover (dependent variable) and ROCIH (predictors) (R? = 0.114, F =
3.421, p = 0.013), and job turnover is positively related to intergroup conflict (B = 0.368,
p = 0.010): if players have a perception of intergroup conflict, they are more often
thinking of job turnover.

Players’ inter-correlation: ROCI-l and ROCI-I with peers, current and previous
conductor

Regarding the subscales of ROCI-|, intrapersonal conflict has a weak positive inter-
correlation with intragroup conflict (r = 0.188, p < 0.05), intergroup conflict with staff (r =
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0.212, p < 0.05), and intergroup conflict with civil servants (r = 0.227, p < 0.05),
respectively. Intergroup conflict with civil servants is significantly related to intragroup
conflict (r = 0.279, p < 0.05) and intergroup conflict with staff (r=0.600, p < O 001),
respectively (see Table 6.18).

ROCI-II with peers has six significant inter-correlations (see Table 6.18). The inter-
correlations range between -0.086 and 0.721: players’ integrating style has strong
positive relations with obliging style (r = 0.721, p < 0.001), compromising style (r =
0.696, p < 0.001), and avoiding style (r= 0.525, p< 0.001), respectively; another strong
positive inter-correlations are found between obliging style and avoiding style (r = 0.515
p < 0.001) and between obliging style and compromising style (r=0.564, p < 0.001);

finally, avoiding style and compromising style also have a positive inter-correlation (r=
0.459, p < 0.001).

Table 18 also shows five inter-correlations of styles of handling interpersonal conflict
with their current conductor. The inter-correlations range between -0.066 and 0.576:
Integrating style and obliging style (r = 0.444, p < 0.001), integrating style and avoiding
style (r = 0.308, p < 0.01), dominating style and compromising style (r = 0.431, p <
0.001) have positive inter-correlations. In addition, integrating style and compromising
style (r = 0.576, p < 0.001) and obliging style and avoiding style (r=0.531, p < 0.001)

have strong positive inter-correlations.

There are notable inter-correlations of the ROCI-II with previous conductor (see Table
6.18), and the tendency is very similar to those of their current conductor. The inter-
correlations range between -0.960 and 0.659: Integrating style has a positive inter-
correlation with dominating style (r = 0.291, p < 0.01) and avoiding style (r = 0.340, p <
0.001), respectively, and dominating style and compromising one (r=0.446, p <0.001):
in addition, integrating style has a strong positive inter-correlation with compromising
style (r = 0.659, p < 0.001) and obliging style (r = 0.510, p < 0.001). Another strong
positive inter-correlation is found between an obliging style and an avoiding style (r =
0.551, p < 0.001).
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Staff correlation'®
Staff’s correlation between JDI and ROCI-Il with current conductor'®’
The staff's Pearson correlation between the subscales of the JDI and ROCI-Il with
current conductor and the significance of each correlation coefficient is tested.
The result of Pearson’s correlation shows two strong negative correlations between
pay and dominating style (r = -0.903, p < 0.05); and pay and compromising style (r = -
0.902, p < 0.05): if staff are satisfied with current pay, they use dominating style and
compromising style less when handling interpersonal conflict with current conductor.

Staff correlation between ROCI-l and ROCI-ll with the administrative supervisor'®®
The statistic result indicates that staff subscales of ROCI-| are not generally associated
with the five styles of handling conflict (ROCI-Il) with regard to their administrative
supervisor, as only two correlations out of 20 are significant: and intragroup conflict
have strong negative correlations with integrating style (r = -0.677, p < 0.05) and
dominating style (r = -0.786, p < 0.05) (see Table 6.19).

Staff's correlation between ROCI-l and ROCI-ll with peers

Staff's ROCI-I and ROCI-Il with peers have four strong negative correlations: ROCI-II
~ with peers and intrapersonal conflict (r = -0.717, p < 0.05), intragroup conflict (r = -
0.724, p < 0.05), intergroup conflict with players (r = -0.809, p < 0.01), and intergroup
conflict with civil servants (r = -0.805, p < 0.01), respectively (see Table 6.19). It can be
interpreted that if staff have less interpersonal conflict with peers, they have more
perception of intrapersonal conflict, intragroup conflict, intergroup conflict with players,
and intergroup conflict with civil servants.

Staff's inter-correlation: ROCI-I and ROCI-Il with peers, current and
administrative supervisor

There are three significant inter-correlations of ROCI-| (see Table 6. 19): the result of
Pearson correlation shows strong positive inter-correlations between intergroup conflict
with players and intrapersonal conflict (r = 0.674, p < 0.05) and intragroup conflict (r =
0693, p < 0.05), respectively. In particular, intergroup confiict with players and
intergroup conflict with civil servants have a very strong positive relationship (r = 0.887,
p < 0.01): a member of the administrative staff who has a perception of intergroup
conflict with regard to civil servants might have the same for intergroup conflict with the

188 Multiple regression analysis for staff is not conducted, due to the limited size of the sample.
187 gtaff's Job satisfaction (JDI) is not associated with ROCI-I, ROCI-II with peers, and ROCH-II
with administrative supervisors. In addition, there is no significant correlation between staff's job
turnover and ROCI-, ROCI-Il with peers, ROCI-Il with administrative supervisors, and ROCI-II
with current conductor, respectively.

188 There is no correlation between ROCI-l and ROCI-I of staff with the current conductor.
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players.

Regarding staff's inter-correlations of ROCI-II with peers, there are four strong positive
inter-correlations: obliging style and avoiding style (r = 0.722, p < 0.05), obliging style
and compromising style (r = 0.812, p < 0.01), avoiding style and compromising style (r
= 0.707, p < 0.05), and integrating style and avoiding style (r = 0.682, p < 0.05),
respectively.

A very strong positive inter-correlation of ROCI-I! with current conductor is found
between obliging style and avoiding style (r = 0.946, p < 0.01) (see Table 6.19): if staff
prefer to use an obliging style to deal the conflict with their current conductor, they were
also likely to use an avoiding style.

Three strong positive inter-correlations of ROCI-Il with administrative supervisor are
found between obliging style and avoiding style (r = 0.856, p < 0.01), obliging style and
compromising style (r = 0.745, p < 0.05), and dominating style and compromising style
(r=0.632, p < 0.05) (see Table 6.19).

Thus, there is no correlation between job turnover and any form of ROCI-Il (with
previous conductor, current conductor, and peers'® in the cases of both players and
staff.

Summary of survey findings
So far, the results of quantitative research have been given: three types of

organisational conflict—intrapersonal, intragroup, and intergroup (with two variables),
five styles of handling interpersonal conflict with their previous, current conductor, and
peers (and administrative supervisor was added for staff), and its relationship with
demographic characteristics were examined, along with correlation and multiple
regression. This section summarises all the key findings.

The level of intrapersonal conflict, intragroup conflict, and intergroup conflict

Intrapersonal conflict, intragroup conflict, intergroup conflict classified by players and
staff of three orchestras, and comparisons among players and staff and between
players and staff were presented. The results of one-way analysis of variance (F)
indicated each group of players and staff had no significant difference in intrapersonal
conflict, intragroup conflict, or intergroup conflict with civil servants. However, in the
case of each group of players, there was a statistically significant difference in

18% As well as administrative supervisor in the case of the staff.
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intergroup conflict with administrative staff: the players of the BPO and CPO had a
higher perception of intergroup conflict with their administrative staff, whereas those of
the KSO had a lower perception of such conflict (see Table 6.5).
On the other hand, in the case of staff, there was no statistically significant difference in
intrapersonal conflict, intragroup conflict, intergroup conflict with players, and intergroup
conflict with civil servants (see Table 6.2, Table 6.4, Table 6.6, and Table 6.8).

Between groups of players and staff, there was no statistically significant difference
found in intrapersonal conflict, intergroup conflict with staff (players), or intergroup
conflict with civil servants, but staff had a higher perception of intragroup conflict than
players (see Table 6.23).

The relative level of intrapersonal conflict, intragroup conflict, and intergroup
conflict (with two variables)

Among intrapersonal conflict, intragroup conflict, intergroup conflict with staff, and
intergroup conflict with civil servants, the players of Korean municipal orchestras had
different levels of these conflicts: they had more perception of intergroup conflict with
staff than intergroup conflict with civil servants, intragroup conflict, and intrapersonal
conflict (see Table 6.10). On the other hand, staff show no significant difference among
these four facets (see Table 6.10).

Regarding each group of players, each group had a statistically significant difference
among four facets based on the result of F-test. According to the LSD test, the players
of the BPO and KSO had less perception of intrapersonal conflict than the other facets,
while those of the CPO had more perception of intergroup conflict with staff compared
to intergroup conflict with civil servants, intragroup confiict, and intrapersonal conflict
(see Table 6.11): thus, the CPO needs to pay attention to the sources of the conflict
between players and staff in order to improve the relationship.

The styles of handling conflict with the previous conductor, current conductor,
and peers (the administrative supervisor is added for staff)

Regarding the styles of handling interpersonal conflict, groups of players prefer to use
an obliging style when handing conflict with the previous conductor and current
conductor, whereas they prefer to use integrating and avoiding style when handing
conflict with peers. Interestingly, players are prefer not to use a dominating style—
which implies selfishness—to handle interpersonal conflict with conductors and peers
(see Table 6.13).
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Players of the BPO and CPO preferred to use an obliging, avoiding, and integrating
style, while players of the KSO preferred to use an obliging style to deal with
interpersonal conflict with the previous conductor and current conductor. Except for
dominating style, the other four handling styles were adopted to deal with players’
interpersonal conflict with peers (see Table 6.14).

Each group of players chose an obliging style—which implies self-sacrifice—to deal
with interpersonal conflict with conductors, and it implied an unequal position between
players and conductor. Korean municipal orchestras have a hierarchical structure that
fécilitates the conductor’s and supervisor's wishes, and the conductor holds a position
of great authority. Thus, orchestral players have to obey the conductor without
complaint or challenge, as it is a rule of the orchestra (although they are sometimes
frustrated by this relationship).

Because of frequent critical talk about the previous conductor among players of the
BPO, different styles of handling conflict between the previous conductor and current
conductor were expected, but players chose the same way of dealing with their conflict
with conductors (see Table 6.14): whether or not the conductor was severe and
arrogant, the conductor was superior to the players and they had to accept the
conductor's musical direction.

The link between players’ types of conflicts and demographic characteristics,
and styles of handling conflict together with demographic characteristics

The players’ demographic variables and the subscales of ROCI-| were analysed by
one-way variance (F), independent f-test, and three statistically significant differences
were found: between gender and intrapersonal conflict; and between gender and
intergroup conflict with staff and civil servants, respectively. It could be interpreted that
male players have a higher perception of intrapersonal conflict and intergroup conflicts
than female players (see Table 6.12).

Meanwhile, players’ demographic variables and styles of handling conflict (ROCI-II)
with peers had two significant differences: male players preferred to use an integrating
style and compromising style in order to deal with interpersonal conflict with peers,
compared to female players (see Table 6.17).

The relationship between job satisfaction, ROCI-l, ROCI-ll, and turnover

Players’ inter-correlations of ROCI-I are positively associated: among the 6 inter-
correlations, 5 are significant (see Table 6.18). The inter-correlations of ROCI-II (with
the previous conductor, current conductor, and peers, respectively) are generally
associated: ROCI-l with peers and with previous conductor have 6 positive
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significances out of 10, while ROCI-Il with current conductor has 5 positive
significances (see Table 6.18).

The overall result of multiple regression analysis indicates that players’ job satisfaction
and ROCI-l are significantly associated: players’ work has a negative relationship with
intrapersonal conflict'®®; there is also an overall relationship between players’ job
satisfaction with co-worker and ROCI-Il with peers; players’ ROCI- is significantly
associated with interpersonal conflict against the current conductor; in addition, there is
overall significance in the result of multiple regression analysis regarding turnover and
intergroup conflict of ROCIH, whereas tumover and ROCI-Il with the previous
conductor, current conductor, and peers (see Table 6.18) do not have any correlation,
and multiple regression analysis was not conducted. The summary of those relations
is given in Table 6.20.

Table 6.20 Players’ relations to job satisfaction, ROCI-I, ROCI-Il, and turnover

Overall relation of multiple regression analysis

Job satisfaction and ROCI-| Significant
Work and IP: negative
Job satisfaction and ROCI-Il with peers Significant
Co-worker and IN: positive
Turnover and ROCI-| Not significant

ROCI-I and ROCI-I with current conductor | Significant
NG2 and OB: negative
IG and AV: negative

Note: IP = intrapersonal conflict, IG = intragroup conflict, NG2 = intergroup conflict with civil
servants; IN = integrating style, OB = obliging style, AV = avoiding style.

The staff's inter-correlation of ROCIH is generally associated (among 6 inter-
correlations, 3 have a strong positive relations); inter-correlation of ROCI-J| with peers
(4 inter-correlation out of 10) and with administrative supervisors (3 inter-correlation out
of 10) are generally associated, but the inter-correlation of ROCI-Il with the current
conductor are not generally associated (only one inter-correlation out of 10).

Staff job satisfaction and ROCI-Il with current conductor have two negative correlations;
staff ROCI- and ROCI-lI with peers have four negative correlations; and ROCI-| and
ROCI-II with administrative supervisor have two negative correlations. However, staff
job satisfaction and ROCI-I, job satisfaction and ROCI-I with peer, job satisfaction and
administrative supervisors, turnover and ROCI-II with peer, with administrative
supervisors, and with current conductor have no correlation.

6.4 Results of qualitative research interviews
This section presents the results of interviews, classified according to intrapersonal -

1% Rahim (2004) states that intrapersonal conflict seems to create dissatisfaction with work, and
this applies in the case for players of Korean municipal orchestras.
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conflict, intragroup conflict, and intergroup conflict, from the point of view of players,
administrative staff, and civil servants.

Intrapersonal conflict :
All the orchestras (under consideration) have two powerful management structures'®":

the orchestral executive constitution and the city hall are the managerial bodies for the
CPO and BPO, while the Audience Business Team'?? and the KBS undertake those
roles for the KBS Symphony Orchestra. The orchestral executive constitution is a core
management team, in charge of most managerial work, ranging from mailings to
annual concert plans, and is a confident supporter of the orchestra.- It also acts as a
mediator among civil servants, conductors and players. Although some Korean
researchers have criticised the non-existence of an independent orchestral executive
constitution and of non-professional staff, which could maintain stable administrative
practice, it seems that the criticism no longer applies to the current situation facing
Korean orchestras. The majority of Korean municipal orchestras have an executive
constitution with differing numbers of support staff. It is difficult to define the term
‘professional staff’. However, professional staff,'®® to most Korean researchers, means
staff who have knowledge or experience in music or arts administration. According to
Won-Chul Park’s survey in 2004,"** 46.22% of staff are music graduates, while 16.8%
work in administration, 6% in accounting, and 4% in marketing (p. 42).

| was the only member of the administrative staff of the Changwon
Philharmonic Orchestra in 1987 when it was a private symphony
orchestra...without salary, | worked with pride...But now, there are specialised
position (within the orchestral executive constitution) and salaries have been
increased...the achievement of the Changwon Philharmonic Orchestra has
been increased, and job satisfaction too...

[Staff Member 1]
As the above narrative indicates, the role and organisational structure of the orchestral
executive constitution was trivial in the early period. The orchestral executive
constitution of Korean symphony orchestras did not exist from the beginning. It has
gradually emerged because of the complexity of running an orchestra.

191 This study considers this dual management structure as a source of intrapersonal conflict,
but it could also be a source of intergroup conflict, in terms of the task interdependence of the
dual management structure of Korean municipal orchestras.

192 |t plays a role as an orchestral executive constitution, and is considered a part of
departments of the KBS company.

193 100% of the staff of the orchestral executive constitution of the CPO are music graduates,
and approximately 60% of the BPO are music graduates, whereas the KBS has no music
graduates.

% He surveyed the academic background of orchestral executive constitution's staff among
nine Korean orchestras in 2004.
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Table 6.21 The year of formation of the current organisational structure

Name of orchestra KBS Seoul | Suwon | Daegu | Ulsan | Busan | Changwon
Foundation 1956 1945 1982 1964 1990 1962 1991
Current structure 1981 1988 2002 1987 1996 1992 1997

(Source: Park, 2004: p. 40)

With the formation of the organisational structure of Korean symphony orchestras, the
total number of administrative staff has gradually increased. Therefore, it may be seen
that there has been a growth in the orchestral executive constitutions of Korean
symphony orchestras, regardless of their effectiveness.

Table 6.22 The number of administrative staff in the orchestral executive constitution

Year 1993' 20002 2004° 2009
Busan Philharmonic Orchestra 4 6 7 9
Changwon Philharmonic Orchestra 1 5
KBS Symphony Orchestra’ 10 12 15

(Sources: refer from * Ryu, 1993: p. 45; 2 Kim, 2000: p. 44; * Park, 2004: p. 40; * KBS, 2006 pp.
458-59)

The orchestral executive office does a lot of things... making a budget plan,
applying for a budget, setting the yearly schedule of players, planning for the
concert schedule, selecting a guest player, making a contract, publicity,
checking the presence and absence of players, arranging auditions, purchasing
scores and music instruments...everything (related to the matters of orchestral
management) is handled by the orchestral executive office...

[Staff Member 5]

It is evident that the orchestral executive constitutions of Korean orchestras have
gradually changed in visible aspects (such as size, name, or task). Despite self-
development and the importance of the role of the orchestral executive constitution, its
deficiencies have not changed. The orchestral executive constitution is at the centre of
the management of the whole orchestra, but the administrative authority of Korean
municipal orchestras lies with the city and its staff, and the orchestral executive
constitution can only decide on limited matters. The following narratives explain the
multiple lines of authority, which cause a lack of authority in the executive constitution.

[There is] no authority for decision making regarding whole tasks...If | make a
pamphlet or placard, all final decisions are up to the city hall...

[Staff Member 3]

If the orchestra needs to buy an instrument or music score, | prepare
everything to get permission from the Executive Director...the process of
buying something is very complicated.

[Staff Member 4]

The orchestral executive constitution has much work to do; meanwhile there is
nothing that can be done (by the orchestral executive constitution)...No
authority of decision making...when a conductor wants to choose a soloist for
5 million won (£ 2,500), we need to get a permit from a civil servant...if civil
servant says, 'no, there is no money’, then we cannot invite that soloist...the
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administrative system of the orchestra is a duality... there is an orchestral
manager (in the executive constitution)...he/she does not seem to take charge
of orchestra management...it's like winding up (civil servant's affairs) not
managing the orchestra’s managerial affairs...

[Staff Member 6]

These narratives explain some lack of decision making, along with the highly
bureaucratic structures and dual management figures. On the one hand, the role of the
orchestral executive constitution is significant in orchestral management; on the other,
all final artistic decisions are made by the conductor and the city,'®® and financial and
personnel decisions are made by the city. Although other parties give their input, the
final say always lies with the city (and the KBS for the KBS Symphony Orchestra). This
is different to traditionally structured western orchestras, in which managers play a key
role in the running of an orchestra, in decision making processes and final decision
making: the board of orchestral management, working with others, acts as a decision
maker and implementer." Thus, the dual management figures of Korean municipal
orchestras, which are the main cause of lack of authority, can be seen as a problem
which is likely to lead to managerial inefficiency.

Regarding intrapersonal conflict among administrative staff, | asked Staff Member 2
several times whether or not administrative staff have conflicting relationships, and he
always replied ‘no’. Then, after several informal meetings, unexpected conflicting
relationships between administrative staff were mentioned, whereby staff suffered from
communication difficulties with colleagues related to work: in particular, shortages of
staff appear to influence the relationship between them. According to the statistical
result on intrapersonal conflict of administrative staff (see Table 6.2), it could be
concluded that each group of staff has experienced a similar level of intrapersonal .
conflict related to these orchestral government structures.

Intragroup conflict

Players’ intragroup conflict

There are deeply rooted relationship conflicts and a good deal of distrust between
players and principal conductors, and this has been evidenced by the frequent changes
of principal conductor' throughout the history of Korean municipal orchestras.

195 The role of the city in all artistic matters is a formal process of decision making, and the
conductor has the entire influence on artistic matters.

1% However, there are different models, where the balance of power between Executive Director
and the senior managers depends on a number of factors.

197 although the final say always lies with the city, players’ opinion is partly reflected in the
conductor’s contract renewal: if the cities want to extend the contract, they may consider the
opinion of players.
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Qur previous c_:onductor was so personal (it might be inferred as selfishness)
and likely to ignore players...he would like to appeal to others, especially
government officials...he showed himself off...but he never cared about the
player’s_ poor welfare, particularly regarding salary...] admitted that the player’s
performing ability might not reach the expectation of the principal
conductor...(however) he commented on such a thing (player’s performance)
in an extremely irritating way...'You cannot play such a easy thing! If | were
you, | would disembowel myself'....So, some players got very angry at the
conductor, and left...if a player's performance is so bad, (I understand) he can
say so, but the way of speaking...if the conductor requests how they should
play, then players can understand that they are not fools, but he (conductor)
alwgys speaks in that way...this situation was (repeatedly) over and over
again...

[Player 5]

Player 5 describes the rudeness of the conductor's attitude toward players and the
limitations of the player’s actions against the conductor. When Player 5 told me about
this, he could not contain his emotions, and he still harboured negative feelings
towards his previous conductor.

Player 2 also described a similar attitude on the part of the conductor in the following

narrative.

Yes, we had a problem with a previous conductor, especially due to the
conductor’s arbitrariness and complacency. Our previous conductor went to the
city hall and complained that the players' salaries were too high, whereas his
salary was too low. He used violent language, and indulged in personal
remarks to players...And concerts were for himself (to show off) ...In addition
he did not take part with the players...therefore, (it can be said that) playeré
were almost attacked by the conductor...but there was not much that the
players could do when they were personally insulted by the conductor in the
middle of a rehearsal...practically, there is an audition which is related to a
conductor...so it is difficult to talk or fight back with a conductor unless a
player wants to quit the orchestra...the only thing players can do is' leave the
place...the players’ action is very passive...(because) stronger action can be a
problem (as it may be reported to the city or the orchestral office), and players
control themselves...He made a conflicting relationship with players in every
orchestra he worked...when a city needed to dismiss problematic players, then
cities employed ‘XXXX''**...that is, municipal orchestras only employ him when
they need a rearrangement of the orchestra...'®

[Player 2]
Player 2 indicated similar points to Player 5, stating that the previous conductor treated
players unfairly, and without any respect, whilst creating unequal relationships. As
Levine and Levine (1996) explained, challenging the conductor’s position was seen as
taboo, and musicians and conductors pretended that the conductor stood on the
podium by divine right, in order to prevent things from degenerating into chaos, thus
internalising behavioural norms and taboos and protecting that authority from any
challenge (p. 19). Therefore, it can be seen that there are not many things that

' The conductor mentioned by the player is not named for ethical reasons.
1% His comments on the conductor seem exaggerated.
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musicians can do against the wishes of the conductor, as the conductor has complete
authority and controlling power over them. Visible conflict, such as assertive verbal
attacks could be seen as having relatively high conflict intensity (see Figure 6.4). As
Levine and Levine (1996) say, this might be one of the reasons why the players in
symphony orchestras are not smiling.

Conflicts between players and conductor could be seen on different occasions. In the
current government system, the principal conductor has complete authority in terms of
artistic decisions, and he has a certain power in auditioning players. Therefore, the
conflict of players with the conductor is partly caused by auditions, because players
believe that a conductor judges a player not only by his/her musical ability, but also by
their private relationship. One interviewee explained an episode which showed a
conductor’s partial judgment of players.

Once, a principal conductor asked us to have individual interviews right after
his appointment. He said, ‘ok, you are grade F, because your performance is
good but your personality does not fit in with an orchestra... you are grade A
because you are diligent and have a good relationship with other players’. In
addition, the conductor has the authority to choose examiners for audition, and
the examiners are generally appointed 3 or 4 days before the audition and they
almost decide the result of the audition in advance based on the conductor’s

opinion of the players. As a result, 5 or 6 players quit their job, either before the
audition or after the audition.

[Player 3}

A conductor in Korea is like a family member, and players need to follow the
conductor's schedule.... Conductors looks at a player as an individual
(probably this means that the conductor builds up personal friendship with
players who are in his side), whereas a conductor in Germany is like an invited
guest and he/she gives consideration to the players’ schedule.?

[Player 4]

According to Player 5, Player 2 and Player 3, an audition judged by the conductor
cannot readily be objective if the conductor has a personal relationship with players. In
addition, it seems that conductors in Korea have the power to control players in terms
of auditions, and the relationship between the player and conductor cannot be equaled.
This might result from the government structure of most Korean municipal orchestras,
as there is no position which can control and compete with the conductor.

As Player 2 said, players cannot do many things against a mighty conductor. However,
when the players’ conflict reaches the top, they can unite and show strong reaction
against conductors, such as a signature collecting campaign to expel their conductor,

or putting in place a concert boycott. Even though there is contradictory opinion among

200 This may not address every orchestra in Germany.
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players regarding a concert boycott, players occasionally show their unhappy feelings
about some decisions to the principal conductor by boycotting certain concerts. Some
players prefer to solve the conflict through a conversation rather than this, because
they believe that their main role is to provide concerts for people, and boycotting
concerts leads to the reduction of concerts which contradicts this aim. On the other
hand, some players are probably against boycotting concerts because it means losing
their extra income.

From the above narratives, auditions which could be an external threat (Rahim, 1986)
or a territorial violation®®' seem another source of conflict; the following examples show

varying opinions on audition.

| don't think auditioning is a burden. Only players who do not have enough
musical ability as an orchestra member say that...In fact, the orchestra hardly
dismisses players, and there is nearly no player dismissal unless he/she loses
his fingers! ...So orchestral auditions should open the door to every part (not
only be open to the vacant position).

[Player 5]

To improve orchestra’s performance level, auditions should be open to all
positions...the current audition system doesn't work properly... (players are)
hardly being fired because of the audition in practice...(but) players have the
burden of a grade decided by audition result...

[Civil Servant 1]

Although Player 5 and Civil Servant 1 think auditions are needed for the artistic
development of the orchestra, most players are against having a regular audition, due
to its ineffectiveness and their pride:

...if auditions are a really useful and effective way to improve the performance
level of the orchestra, Korean orchestras should be the world's top orchestras by
now, as we have had auditions every 2-3 years...

[Player 6]

While auditions are not a source of conflict to Player 5 and Civil Servant 1, they are to
Player 6. This opposite view on conflict is supported by Robbins (2001) that ‘Confiict
must be perceived by the parties to it; whether or not conflict exists is a perception
issue’ (p. 383).

So far, we have been looking at various relationship conflicts between players and
conductor: the main source of conflict was derived from the conductor’'s obstinate
attitudes, and the authority structure, which gives enormous authority to the principal
conductor. Thus, the intragroup conflict between players and conductor, from the

20! Handy (1999: p. 304) explains a territorial violation thus: 'If in one’s job, territory is either
taken away or infringed upon by another group, there will be retaliation and conflict'.
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players’ point of view, could reach a relatively high intensity level, according to the

following Figure.

Fiqure 6.4 Conflict intensity continuum

Annihilatory
Conflict —1—  Overt efforts to destroy the other party
——  Aggressive physical attacks
——  Threats and ultimatums
—T— Assertive verbal attacks
—1— Overt questioning or challenging of others
——  Minor disagreements or misunderstandings
No conflict —

(Source: Robbins, 2001: p. 391)

Intergroup conflict
The results of interviews show that Korean municipal orchestras have more episodes

related to intergroup conflict, compared to the other two conflicts. This section presents
players’ intergroup conflict with civil servants and the orchestral executive constitution,
and the intergroup conflict of administrative staff at orchestral executive constitution
with players and conductors. Civil servants’ intergroup conflict with player, conductor,
and administrative staff will be explained, along with different sources of intergroup

conflict.

Players’ intergroup conflict with civil servants
Generally speaking, players hardly have chance to have any direct contact with a civil

servant. However, they have a strong prejudice against civil servants, believing they
are ignorant of the arts (especially referring to music), and cannot or do not want to
understand the arts and musicians. A player in the CPO who holds a position of the
Regional Head of the labour union and often liaises between civil servants and players
gives one example of how civil servants think of players and the work of the orchestra:

When | talked about salaries with a civil servant, he told me, ‘players’ working
is different to us... we start work at 9am and finish it at 6pm. But players only
work a very short time compared to us’. However, you know... even though we
don't play, it does not mean that we are not practicing...this kind of thought
makes a conflict with the civil servant... the civil servant thinks that the
orchestra is not a productive organisation as there is no product (it probably
refers to the fact that the orchestra does not provide a visible result)...it is such
a communistic idea... but what we (players) provide is a cultural product... And
if we appeal in terms of what we are producing, civil servants cannot
understand, as they are not experts (especially about music) and do not want
to listen to what we are saying...The way of thinking is quite different... The
city reduced the number of concerts due to a lack of money, and then blamed
us for not playing and having free time. Frankly speaking, we (players) do not
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complain about having more concerts, because playing is our job.
[Player 10]

As a representative of the players, | sometimes meet civil servants to speak for
our players...But | cannot communicate with them...so | often argue...

[Player 5]

...musicians...they have a convenient job where they only have to work for 4
hours...then they complain about their salary. The players in our orchestra work

from 10am to 1pm...the salary, based on 3—4 hour daily activity, is not little.
[Civil Servant 1]
The above comments show how players distrust civil servants and the relationships
that exist between them. Player 10’s remarks indicate the differences in the perceptions
of civil servants, regarding ‘working time’ and ‘orchestras’. Working time, to players,
includes official attendance time, as well as free time (because they are also practicing
or give lessons that relate to music activities), whereas civil servants calculate players’
working time based on official attendance time from 10:00 to 17:00.%* As Civil Servant
1 mentioned, civil servants think players’ salaries are too high, compared to themselves,
while players consider their visible working time to be only a part of their working time.
There is another different perception with'regard to orchestras: civil servants think that
an orchestra is a non productive organisation, as music is invisible, while players firmly
believe that orchestras provide a cultural product. Differences in perception as a
potential source of organisational conflict are mentioned by Smith (1966) and Mullins
(2007). Meanwhile, Player 5 describes the experience of communication difficulty and
a lack of communication with civil servants. Robbins (2001) and Handy (1999) saw
poor communication as a potential source of conflict and Robbins (2001) argued that
‘the potential for conflict increases when either too little or too much communication

takes place’ (p. 386).

From the above narrative we can see two key sources of intergroup conflicts between
players and civil servants: differences in perception and poor communication between
players and civil servants.

Players’ intergroup conflict with the staff at the orchestral executive constitution
There are different degrees of conflict in the relationships between players and the

orchestral executive constitution in different orchestras. According to the results of
interviews among players and administrative staff, the CPO, BPO and KBS Symphony
Orchestras share common relationship conflicts: players complain about the
unpleasant attitudes of the administrative staff and misunderstandings related to
auditions or orchestra regulations. Along with these matters, the unique relationship

202 Tis is official working time to players in most municipal orchestras, whereas actual working
time is generally from 10am to 1pm.
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conflict within the KBS Symphony. Orchestra was derived from significant issues in
terms of the orchestra’s independence from the KBS. The players and administrative
staff of the BPO and CPO mentioned each other's positive and negative points,
whereas those of the KBS Symphony Orchestra (KSO) merely complained about the
others. Both players and administrative staff said that if staff were music graduates, it
was better for the operation of the orchestra, and also helped in understanding each
other, and might reduce conflict. Thus, according to the results of the interviews
conducted, it appears that the BPO and CPO have fewer degrees of relationship
conflict, compared to the KSO. However, my expectation as to the degree of
intergroup conflict between players and staff was wrong, based on the results of
quantitative research: among the three municipal orchestras, the players of the BPO
and CPO have the higher perception of intergroup conflict with their administrative
staff, and the players of the KSO have the lower perception of conflict (with statistical
significance, see Table 6.5): it can be interpreted that the players of the KSO are more
likely to understand their administrative staff (otherwise, the players simply hide their
real feelings in order to avoid the problematic situation produced by their answer). On
the other hand, there is no statistically significant difference found among staff of the
BPO, CPO, and KSO: each group of staff of the three orchestras has a similar degree
of intergroup conflict with their players (see Table 6.6).

Apart from analysing all staff’s intergroup conflict with players, | also divided the group
of staff into two parts: music graduate and non-music-graduate group; and the results
of the ttest and the Mann-Whitney test showed that there was no statistically
significant difference between them regarding intergroup conflict with players (t=1.03,
p = 0.339;, U = 6.50, p = 0.381) (see Table 6.24); thus, it can be concluded that
whether or not the member of administrative staff is a music graduate does not affect
their intergroup conflict with their players.

Players generally believe that the orchestral administration office should help players
both physically and mentally; administrative staff should provide a comfortable practice
environment, both in the home residence and in external venues, in order for them to
play without any disturbance; and the administrative office should represent the
situation of the players and should have a role as a mediator, connecting players and
the city. However, some players feel that administrative staff have more regard for the
city’s opinion than for that of the players, and do not deliver the opinion of players to
the city; thus such an attitude on the part of the administrative office indirectly helps to
create unpleasant decisions (such as unwanted concert engagements).

...the orchestral executive constitution has to represent player's standpoints,
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intstelad of jfust reading the city's countenance... Administrative staff should look
at players from a musical point of view, not as part of a i i i
. o superior and inferior

[Player 11)

This interviewee was discontented with the attitude of the administrative staff towards

the players, because of a feeling that administrative staff look down on them.

There was no serious conflict relationship with administrative staff. However,
one conductor believed and trusted the staff who were in charge of planning'
so that he named himself as chief of planning?® and acted as if he had
power...(but) the orchestra office did not have him under its thumb, although |
don't know what it looked like from outside, and what he wanted to ‘do with the
BPQ..:Anyyvay, he could not greatly influence the players...also the
admmlstratlve staff tended to be on the side of (our previous) coﬁauctor and
the city, so the conflict between players and administrative staff was becoming
worse.

[Player 5]
The two remarks above show that conflict between players and the administrative staff
is caused by unpleasant attitudes toward players. Mullins (2007), Rahim (1986), and
Reynecke and Fourie (2001) support the idea that attitudes can be a potential source
of organisational conflict. Although Player 5 dislikes the attitude of one administrative
staff member, the conflict intensity seems moderate. On other hand, the players of the
KBS Symphony Orchestra express great anger toward the Audience Business Team,
with no positive evaluation of the managerial affairs of the KBS Audience Business

Team.

We have so many corflicts with the Audience Business Team %
. . eam <" ...
Audience Business Team can be seen as a representative of the KBS Ttrl:
team leader only forces the idea of the KBS onto us (regardless oi‘“our
opinion)...

[Player 12}

There was a ‘KBS 80th Anniversary Concert'...it could be a i

very- importan
event for the KBS...awful plan and an accompaniment for a (pop}:)lar Fr)'nusic;
singer...the programme for that concert was not decided even a week before
haphazard and time consuming are the ways they work...

[Player 3]

...we don't have a serious conflict with administrative staff, but w
: . e feel v
bad when the preparation for performance is not well planned... o

[Player 13}

Player 12 and Player 3 are dissatisfied with the Audience Business Team, owing to that
team’s inefficient work: Player 3 is especially disappointed that the KBS did not give

203 . . . . .
A Planning Chief in the BPO is practically in charge of the orche ‘
- ' ! stral office, and th
ggqpssialdMa”aggf or Ma"'Ta_'g'ng thrector is another job title that other orchestras Js:
e Audience Business Team of the KBS Symphony O '
executive constitution. ymphony Orchestra acts as an orchestral
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them an important task in an important ceremony, and gave the role of accompanist to
popular music singers. Although players dislike the result, they do not reveal this
conflict through their behaviour. Player 13 also indicated that there was disorganised
concert preparation. Due to this, she might think that administrative staff are uncaring
with regard to players. Again, players do not take any action over this inefficient
preparation of work by the orchestral executive constitution: players have to see the
staff everyday, and sometimes they need help from the orchestra office. Moreover,
administrative staff observe players’ everyday life in order to record players’ journals
(which is reflected slightly in the marks of auditions), so that players may not reveal
their angry feelings,"as long as they can tolerate the situation.

The orchestral executive constitutions of the CPO and BPO play roles as mediators
between players and the city, whereas the KBS Symphony Orchestra’s Audience
Business Team does not act like this, as it is a direct department of the KBS, and the
team represents the idea of the KBS. Thus, because of this mediator role, | anticipated
that the players of the KBS Symphony Orchestra would have higher intergroup conflict
with their administrative staff than those of the BPO and CPO, but the results are
reversed: as was indicated earlier, the players of the KSO have the less intergroup
conflict with administrative staff, whereas the players of the BPO and CPO have the
higher (see Table 6.5).

Thus far, we have been looking at the relationship between players and the orchestral
executive constitution, mainly from players’ viewpoints. There is a different story of
intergroup conflict from the viewpoint of administrative staff of the orchestral executive
constitution.

Intergroup conflict of administrative staff
There is another example of intergroup conflict due to different perceptions about the

task of the orchestral executive constitution. According to the administrative staff, the
orchestral office was given the authority to control and supervise the players. Therefore,
administrative staff warn or legally restrain players. They know that players see these
actions negatively. There is a regulation concerning the outside activities of players,
which means the players’ time needs to be checked with the office’s schedule in
advance. If a player has an external ensemble or concerts, it could be a plus ’point to
his/her audition, as a part of the player’s duties, but players consider the regulation as
a way for the administrative staff to restrict the player’s freedom. Thus, on the one hand,
the regulation can be a controliing tool over players; on the other hand, it could be a
useful tool, if players report their external activities to their office; in addition, the
regulation can be recognised as a conflict for players, not but for administrative staff (or
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civil servants) (Robbins, 2001).

There are many misunderstandings and miscommunications between administrative
staff and players in terms of auditions. One administrative member of staff insisted that
although they did not have any power to influence audition results, some current
players considered administrative staff as spies, reporting their everyday life to a
conductor or a city. However, players who have an audition for 3 vacancy
misunderstand the role of administrative staff. As auditions are a sensitive matter, the
orchestra needs to open its audition process, and the results of this, so as to reduce
miscommunication and to avoid unpleasant experiences.

Relatively high conflict occurred in relation to the CPO’s audition in 2006, as it led to a
few players’ resignations. The staff of the CPO described it as follows:

...there was an audition last year (2006) and we had a conflict with a few
players. The principal conductor, orchestra leader and myself participated in
the interview, but the players disliked my attendance [...] my role was to
confirm the attendance of players, not to discover someone's fault [...]itwas a
pretty hard experience during which | was attacked by players through internet
slander related to the audition... :

[Staff Member 1]

an unpleasant relationship with players relating to an audition made it difficult
to devote myself to the orchestra...and these relationships made me worried
about my ability as a staff.

[Staff Member 2]
This conflict was due to the audition in 2006. An audition is a most sensitive matter to
the players, and an audition as a kind of environmental change is a source of conflict,
leading to communication difficulties and misunderstandings between players and
administrative staff. The players who attacked Staff Member 1 showed their intergroup
conflict through Internet slander and distrust.

Players, conductors, the city, and the orchestral executive constitution all have different
perceptions regarding auditions: players regard an audition as a tool of control,
whereas others think of it as a chance to develop the performance level of the
orchestra. Thus, one may suppose that there will always be such relationship conflict
between orchestras (as employers) and players (as employees) so long as the current
system of audition and different perceptions exist.

Although Player 11 and Player 5 previously indicated the unfair and superior attitude of
administrative staff towards the players, the administrative staff that | interviewed
understand the role of the administrative office as a supporter for players and mediator
between musicians and the city. However, administrative staff found that some players



213

were more demanding than others. If these demands were not met, then some degree
of conflict arose.

...players...should understand the Audience Business Team and the KBS
through communication...there is misunderstanding and conflict...players only
insist on some points which only benefit themselves...the KBS also tries its
best to help as much as it can...players should partly concede (their
demands)...not just request...

[Staff Member 7]

When there is a conflicting relationship with players, it makes me feel things
are very difficult...another difficulty is the relationship with a conductor, if he
insists on inviting a guest soloist sole due to his personal taste (he did not *
mention the details, but some conductors in Korea want to invite a guest
soloist based on his personal relationship related to school, nepotism, or
region).

[Staff Member 1]

As the position of musicians and administrative staff is different, conflict relationships
are naturally understandable. However, players and staff should consider each other,
instead of insisting on their own rights or ideas: they may firstly try to remove mistrust
and prejudice between them, and try to cooperate with each other.

Meanwhile, staff gave their opinions on conductors: many conductors in Korea abuse
their power to pursue private benefits, as the current government structure allows them
strong control, both administratively and artistically. It would appear that schemes need
to be put in place to control the current authority of the principal conductor.

Civil servants’ Intergroup conflict
Despite my concerns that civil servants do not show their real opinions because of their

position, one of the interviewees in the civil servant group gave me an unexpected
account of his thoughts on musicians.?®

..and art is a creative activity...because of non-music graduates, my
understanding of art is very limited... Musicians, to me, seem very stubborn...
they think they are best, and don't care about others...for example, as a
municipal orchestra, we have to play even though we don't want to do. But
whether there is an element of pride, playing ‘high art’ music or not, musicians
are not likely to play popular music...that is, they can't play popular music... so
| am skeptical about musicians who think of themselves as the privileged
classes...in my opinion, orchestras should not be only for a minority
class...Although families of musicians are generally rich, they are keen on
salary...

[Civil Servant 2}

205 pmusicians include players and conductors.
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He first admitted his lack of ability to understand music,?®® which players and staff in the
orchestral executive constitution consistently mention, then he delivered some negative
impressions and prejudices about players. It might be true that some players pretend to
belong to the privileged class. However, his idea that musicians are born into rich
families and because of this, are rich, appears dubious.?” Whether he/she is rich or not
is a totally separate matter. They are in charge of their family's living, and it is a natural
thing that they are keen to make money for themselves. Therefore, the idea of Civil
Servant 2 on players’ living expenses seems a little one-sided.

Lead players and the deputy conductor refused to communicate with me...they
have a prejudice against an administrator, such as the fact that they are too
serious, bureaucratic and such...l could hear lots of negative stories about civil
servants...| really want to help musicians, but they refuse...if we can talk and
communicate, | can explain what we (city) can support and we can't, and can
solve (problems)...communication is interrupted, and there is no
communication at all...for example, a string quartet was disorganised when
one of the members left the group...in this case...in my opinion, anyone from
the orchestra could have taken the place, and they could continue to play...but
the three remaining players said ‘no, it is impossible’....the reason is that
making an ensemble takes around 3-4 years...but what | asked them for was
just playing background music or creating a good mood...music is not the main
thing...that is, the thing is the background of an event, not the highest quality
of classical performance...

[Civil Servant 2]

According to Civil Servant 2, players expreés their disagreeable relationship with civil
servants by avoiding communication. He continued to explain the opposite idea
concerning performance. Players and civil servants have different perceptions on
performance. Thus, lack of communication between civil servants and players, civil
servants’ prejudice about players, and players’ prejudice about civil servants could be
seen as potential sources of conflicts. If, as Civil Servant 2 said, the orchestra is a
municipal orchestra designed to give pleasure to its citizens, the first thing players
should think of is the initial objective of the orchestra.

...the role of the Managing Director in the orchestral executive constitution is
one of dissatisfaction...the administrative ability of the administrative staff in
the orchestral executive constitution is very poor...especially, they don't have
any idea about money...taxes are not their money...they have no idea how to
save money...regarding the execution of the budget, excessive execution of
the budget is carried out...there is also a lack of responsibility related to
performance...for example, they spend 50 million won ( £ 25,000) or 60 million
won (£ 30,000) on producing a concert...if the concert fails, they lay blame
upon the lack of the citizen's cultural level and also a lack of publicity from the
administration department of the cultural centre [...] In the case of the

208 Rahim (1986) considers lack of ability as a source of intrapersonal conflict.
7 In Korea, generally speaking, the children of parents generally inherit their parents’ fortune
and children are not financially independent after entering university or even after marriage.
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Managing Director, his administrative ability, the use and choice of vocabulary
are very limited...he (managing director) holds fast to his opinion on the title of
a concert or on administrative matters.

[Civil Servant 2]

Civil Servant 2 shows his mistrust of the administrative capacity of staff in the
orchestral executive constitution and complains about the lack of responsibility of the
managing director. It might be true that the administrative capacity of the managing
director is not as good as a civil servant, since the majority of managing directors of
Korean municipal orchestras have previously been orchestral players, who have no
administrative training, and learn managerial skills through their experiences in work.
However, it may not be true that administrative staff do not have a good sense of
management: a member of the staff said that they possess a certain know-how through
working experience and more staff learn arts management or administration at
university. The mistrust of civil servants toward administrative staff could be caused by
a lack of communication and their prejudice against civil servants. Thus, both civil
servants and administrative staff in the orchestral executive constitution need to open
their minds to each other.

Civil Servant 2 gives an example of a conductor's unreasonable decision making
related to choosing guest players or soloists. The following example demonstrates a
source of intergroup conflict: that of an unethical attitude.

...in the case of the conductor, he chose a soloist from those with whom he
has an academic relationship (alumnus, his teacher or student), is related to, or,
worst case, his wife, and asked for top guarantee...| can't understand...if (the
soloist) graduated from a good university and performance is reasonable...it
could be understandable...otherwise...really can’t understand...they are
financially secure, but much too keen on money... as | am a civil servant who
is responsible for the orchestral administration, | often meet a conductor...but
it's so difficult. And if | disagree with his opinion or decision, he tells me that he
wants to talk directly with the mayor...

[Civil Servant 2]

Just as administrative staff have previously indicated the principal conductor’s abuse of
power, civil servants also complain about similar matters, and there needs to be an

alternative way to control the principal conductor’s behaviour, or to ask for responsibility
over artistic decisions.

Interpersonal conflict
This section presents the relationship conflicts among players due to personality, age

and gender and the task conflicts between players and conductors, and among players.
Because age and gender could be indirect sources of intergroup conflict—a part of
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socio-cultural differences, | consider both of them as sources of interpersonal conflict.

Although a few interviewees in the players group said that there was no conflicting
relationship among players, conflicts do exist. Examples are as follows:

...there is a conflict, but it is very personal thing. [Player 3]

There is a conflict among the players...generally speaking, there is only
insignificant conflict...among them...because players have high tension when
they play, and they scatter right after performance?...they (players) don't have
unity...like a grain of sand...no one attends a house of mourning or wedding
ceremony (of other players)...they are absolutely individualists.

[Staff Member 8]

Players don't have any conflict at all. [Player 6]
We hardly have conflict between us...there are conflicts with conductors or
among players in the artistic aspect...but almost no conftict amongst players.
[Player 5]
The features and individualism of players are described by a former administrative staff
member, Staff Member 8. A low degree of conflict is indicated by both Player 3 and
Staff Member 8, which indicates that some players may identify a conflict, whereas
others may not: players may want to hide any conflict from outsiders, as ‘it is common
that people within a professional group do not criticise their colleagues to outsiders’
(Koivunen, 2003: p 105). An orchestra’s in-group unification against outsider and
especially critics is indicated by Adorno (1976, p: 116). Otherwise, these opposing
views on conflict among the group of players are caused by different perceptions of the

term conflict.

Generally speaking, players are timid and very sensitive...so when their pride
is hurt or when there is arguable issue, players don't easily forget about it, then
it also influences music (when the uncomfortable things exist) in the long
term...if players are men, we can solve these problems after boozing
up...working with female players is harder (than with male players)...they
harbour bad feelings for a long time...When there is a problem, sometimes
they avoid conversation...| often see players’ selfish sides and self-
consideration... Approximately 90% of male players are members of the
musicians’ union. But junior players, especially female players say, ‘I can't
join...because | only want to focus on music’, or ‘l will be scolded by patents’...

[Player 7]

Player 7 explained the personal thoughts of players and the hardship of the
relationships with players, and he found the main cause of relationship conflict in
gender. According to Player 7, it is hard to deal with problematic relationships with
women, due to their personality. Player 7 used the word ‘avoid conversation’, which
shows the female player’s conflict handling intentions. But the result of the survey does
not support this opinion that female players are more likely to use an avoiding style with
peers than male players. According to the result of the survey, there is no statistical
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significant difference between male (M = 3.88, SD = 0.56) and female players (M =
3.81, SD = 0.60) using avoiding style when handling interpersonal conflict with peers;
and it is reasonable to interpret that it is not true that female players prefer to use more

avoiding style in order to handling interpersonal conflict with peers, compared to male
players (see Table 6.17).

The following narratives illustrate players’ interpersonal conflict due to age.

| feel things are quite difficult because of conflict relationships with other
players...For example, people who act without manner or consideration...What
| cannot understand’is that some players speak to me thoughtlessly (without
consideration) simply because | am younger than them...in terms of (my
private) life...not my performance...In my opinion, audiences or outside people
judge us by our performing ability, whereas the inside of the orchestra
considers the relationship with other players as a matter of judgment...l don't
want to booze, but | need to join in...when senior players speak to me in a very
bad manner, | can do nothing...My age is younger than the other male
players...as they have seen me since | was a undergraduate...So (senior
players) treat me like a student, not a colleague...

[Player 9]

The worst relationship is (among players)...Why the relationship among
players is so conflict is that as players get older, a principal player moves
his/her position to a second principal, and then a general player...Changwon
Philharmonic Orchestra, Masan Philharmonic Orchestra, and Ulsan
Philharmonic Orchestra have a relatively short history (so that they do not have
this problem), whereas Busan philharmonic Orchestra has approximately 50
years history, and a student player can be the principal player in the BPO and
a teacher can be a general player...Players have to follow their principal
player's artistic decision including bowing...Similarly, a principal player is only
25 or 26 years old, and has had training under a famous teacher overseas
right after high school graduation, whereas a general player is 40 years old...in
orchestras if a player has talent and skill, then he can be a principal player
regardless of his age... Therefore, the relationship cannot be good...

[Staff Member 5]

Player 9 explained the young player's hardship with elder players due to age. His
uncomfortable feelings might be caused by the age gap, as younger generations and
older generations have a different way of building a friendship: old players prefer to do
it by boozing together, whereas young players prefer things another way. On the other
hand, Staff Member 5 illustrated a further relationship conflict caused by age. The age
problem might be specific to Korean orchestras because Korea is a country which has
been significantly influenced by Confucianism for a long time. The general Confucian
idea is that a junior needs to respect and obey a senior’s opinion. Therefore, if the
principal player is younger than the general players, this might create an awkward
situation. As a result, the relation of age to the Chinese philosophical system could be
seen as another source of interpersonal conflict between junior and senior players,
which might not happen in western orchestras.
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The following three examples illustrate task conflicts between players and conductors
and among players.

...In terms of music...beat or sign is important...this conductor really
penetrates into music, and then conducts, and that conductor likes music, so
that he conducts differently...he said he will be slightly tenuto, but he conducts
in original tempo...he asked us to do so, but he didn't...it's strange...then he
passes the buck to us...a principal conductor should lead the orchestra with
excellent ears...it's really a basic matter in music...but we don't have many
qualified conductors in Korea...Our conductor repeats a lot...makes music
through repetition...so players tend to look down on our conductor...he lost our
(players) trust...he is really an excellent pianist, but not'a conductor...

[Player 14]

A principal conductor could lose the trust of the players when his musical ability does
not reach players’ expectations, and lose the confidence of his orchestral executive
constitution and the civil servants when he makes injudicious decisions.

It is obvious that the conductor of Player 14’s orchestra lost trust from players due to
his lack of skill. It is currently a popular trend that famous pianists attempt to conduct
an orchestra in Korea. However, the pianist's debut as a principal conductor is
generally not successful, because their conducting skill, without any relevant training, is
poor. The principal conductor of Player 14's orchestra fits this case. A conductor who
was formerly a pianist might not have charismatic leadership, due to his lack of
conducting technique: or it might be that he has charismatic leadership, but simply not
the technical skills needed to transmit his wishes to the players. As a consequence,
when the principal conductor does not fulfill his task role, players may have a task
conflict against the conductor, which can then lead to a fundamental crisis in the
orchestra’s existence, as the orchestra’s initial objective is to provide co-ordinated and

synchronized music.

When we have a rehearsal, players who make a mistake or whose performing
ability is lower than average make me so annoyed...it is a visible thing...but |
can't tell them directly...if 1 think someone is annoying (by mistakes), then
others also feel the same...

[Player 7]

...players understand each other and try to cover technical mistakes during
rehearsals or concerts as anyone can in that situation. Such conflicts among
players can be found anywhere in social life.

[Player 9]
Player 7 notes that he is annoyed by other players who make mistakes. This may be a
potential source of conflict. He used ‘annoyed’ when he explained his emotion;
however he cannot show this to the others. Instead, he pretends and hides his conflict

toward other players, because they share similar experiences: it is evident from the
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survey result that players prefer to use an avoiding style of interpersonal conflict with
peers (see Table 6.13). As a result, there are not likely to be any visible outcomes from
this task conflict. Even though it is arguable whether this is a task conflict or not, |
would like to conclude that it could be seen as a task conflict: ‘When one party blocks
the means to a goal of another, a conflict state exists’ (Robbins, 1988: p. 153).

Summary of interview findings

The sources of conflict occurring in Korean municipal orchestras

The results of the interviews on conflict revealed the sources within and between
players, conductor, staff, and civil servants.

Players did not give much information about intrapersonal conflict, but cited change
and attitude as the sources of intragroup conflict. They cited different perception,
prejudice, and communication difficulty as the sources of intergroup conflict, and
gender, age, and task capability as the sources of interpersonal conflict.

On the other hand, staff indicate multiple lines of authority, and dual management
system for the sources of intrapersonal conflict, environmental change for the sources
of intragroup conflict, and different perception and distrust (misunderstandings and
miscommunication) as the sources of intergroup conflict.

6.5 Conclusion
This chapter has presented the results of quantitative and qualitative analysis in order

to investigate existing conflicts and ways of handling conflicts. The sample size used in
the results of the survey is varied, due to missing values in each subscale of ROCI-I:
intrapersonal, intragroup, and intergroup conflict (with two variables), and ROCI-II: five
styles of handling interpersonal conflict. Before analysing the data, the response rate,
non-response bias check, and multicollinearity were checked, and there was no serious
bias identified in the collected data.

There are different types and styles of handling conflict that exist around Korean
municipal orchestras, and this chapter categorised these conflicts into four parts based
on Rahim’s ROCI-I and ROCI-II: intrapersonal conflict, intragroup conflict, intergroup
conflict, and interpersonal conflict, and these conflicts are used both in the section of
the results of the quantitative research survey and the qualitative research interviews,

respectively.

Each of the four conflicts has its sources, related to either relationship or task, or both:

the quantitative analysis showed the degree of the four conflicts classified by players
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and staff of three Korean municipal orchestras; the comparison between players and
staff; and players’ and staff's preferred styles of handling interpersonal conflict, along
with brief identification of each conflict's source. The results of the survey analysis also
revealed the relationships between conflict types, conflict handiing styles, job
satisfaction and turnover, using one-way analysis of variance (F and t-test), repeated
measures ANOVA, Kruskal-Wallis test, Friedman test, Pearson's correlation, and
multiple regression analysis, in order to identify the inner problems of Korean municipal
orchestras related to conflict. Meanwhile, the analysis of the results of the interviews
has been more concentrated on showing the sources of each of the four conflicts via

narratives.

The following chapter will investigate new challenges for Korean municipal orchestras
and their responses, together with reflections on the case of the Seoul Philharmonic

Orchestra.
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Tables of data used in Chapter 6: from Table 6.23 to Table 6.31

Table 6.23 Comparisons of subscales of ROCI-l between players and staff

Types of conflict N M SD t v

. Player 120 2.29 0.54
Intrapersonal Conflict Staft 5 280 o046 -1.67  342.000
Intragroup Conflict gl;:/fer 1:0 §(7)$ gz; -2.168" 295 000
Intergroup Conflict with staff Player 120 2.86 0.52 008
Intergroup Conflict with players Staff 9 287 0.64 515.000

o Player 79 2.81 0.54

Intergroup Conflict with civil servant Staff 9 293 061 -0.59  307.500

Note: * indicates p < 0.05.

Table 6.24 Non-music-graduated and music-graduated staff degree of conflict

Types of conflict N M SD T u
. 1 5 277 0.30

Intrapersonal Conflict 5 y 539 058 1.29 6.000
. 1 5 3.05 0.29 .

Intragroup Conflict > 2 257 e 0.57 8.500
S 1 5 3.07 0.57

Intergroup Conflict with players 5 3 e 05 1.03 6.500
. ith civil t 1 5 3.00 0.47

Intergroup Conflict with civil servan 2 4 283 0.83 0.38 9.000

Note: 1 indicates non-music-graduated staff; 2 indicates music-graduated staff, © Levene's test
indicates unequal variances.

Table 6.25 All players’ percentile norms of intrapersonal, intragroup, and intergroup
conflict with staff and civil servants

Mean Percentiles Mean
Scores Intrapersonal Intragroup Intergroup conflict Intergroup confiict Scores
Conflict Conflict with staff with civil servants

5.00 5.00
4.85 485
4.70 470
4.55 455
4.40 99 4.40
4.10 4.10
3.80 97 96 3.80
3.65 99 95 03 365
3.35 96 a7 87 86 335
3.20 92 96 80 80 3.20
3.05 88 81 74 72 3.05
2.90 83 69 56 65 2.90
2.75 81 57 44 49 275
2.60 74 47 43 34 2.60
2.45 68 26 33 33 245
2.30 63 22 23 22 2.30
2.00 36 9 11 8 2.00
1.85 24 4 8 3 1.85
1.70 16 1 4 1 1.70
1.55 4 155
1.40 3 3 1.40
1.25 : 1.25
1.10 2 1.10
1.00 ! 1 1.00

Note: P = intrapersonal confiict, 1G = intragroup conflict, NG1 = intergroup confiict with staff, NG2 = intergroup conflict
with civil servants.
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Table 6.26 Players’ percentile norms of the three types of conflict

Mean Percentiles Mean
Scores BPO CPO KSO Scores
P IG NG1 NG2 P IG NG1 NG2 P IG NG1
5.00 s 5.00
4.85 4.85
4.70 4.70
4.55 4.55
4.40 99 a9 4.40
4.25 96 96 4.25
4.10 94 94 4.10
3.95 99 93 93 3.85
3.80 95 99 92 92 3.80
365 99 99 91 96 91 86 09 365
3.50 97 99 93 88 95 88 85 99 95 3.50
3.35 94 96 88 87 93 99 78 83 95 91 3.35
3.20 90 92 78 78 85 88 70 81 99 85 90 3.20
3.05. 87 83 70 67 84 82 59 77 91 77 88 3.05
2.90 83 65 52 54 76 70 46 76 88 70 70 2.90
2.75 81 51 32 37 73 63 40 65 87 58 61 2.75
2.60 69 24 24 26 66 41 29 46 86 45 49 2.60
2.45 63 17 13 13 64 30 19 38 76 35 45 2.45
2.30 60 10 11 1 61 28 16 27 67 29 23 2.30
2.15 51 1 8 1 55 20 11 22 57 20 21 2.15
2.00 28 6 4 1 1 19 35 16 19 2.00
1.85 22 2 5 6 24 9 1 1.85
1.70 15 1 1 1 21 1 10 1.70
1.55 4 8 7 8 1.5
1.40 1 4 ) 6 1.40
1.25 1 4 4 1.25
1.10 4 3 3 1.10
1.00 1 1 1 1.00

with civil servants.

Note: IP = intrapersonal conflict, IG = intragroup conflict, NG1 = intergroup conflict with staff, NG2 = intergroup confiict

Table 6.27 All groups of players’ percentile norms of styles of handling interpersonal
conflict with the previous conductor, current conductor, and peers

Mean Percentiles Mean
Scores Previous Conductor Current Conductor Peers Scores
IN OB DO AV CO IN OB DO AV CO IN OB DO Av CO

5.00 99 99 99 99 99 99 99 99 99 99 99 500
4.85 9% 96 96 98 96 97 97 99 91 97 96 91 485
4.70 94 o1 95 97 94 92 96 97 89 96 95 960 4.70
4.55 92 88 99 92 96 93 88 g2 96 84 88 88 86 455
4.40 88 87 98 88 O1 90 87 99 88 82 77 85 84 84 440
4.25 82 75 97 77 89 83 76 98 77 90 76 80 71 8 4.25
4.10 72 74 96 72 84 82 67 97 72 86 74 78 99 66 79 4.10
3.95 69 55 94 60 83 72 56 94 58 85 63 68 98 53 78 395
3.80 67 54 93 59 73 66 55 93 5852 77 46 55 96 52 61 3.80
3.65 57 45 91 50 70 57 36 92 50 74 39 83 95 43 60 365
3.50 54 33 88 41 69 53 34 88 42 73 30 42 89 31 47 350
3.35 48 22 87 33 55 44 23 87 34 72 24 32 84 26 32 335
3.20 36 14 84 24 54 38 14 85 25 59 22 25 82 25 21 3.20
3.05 26 13 82 21 48 32 13 84 20 58 20 19 76 15 20 3.05
2.90 18 11 72 20 47 22 11 74 18 51 19 18 68 4 10 290
2.75 14 10 66 13 30 18 10 73 13 580 15 6 58 3 9 2.75
2.60 8 3 64 10 29 13 5 68 12 31 14 5 57 2 6 260
2.45 7 2 57 9 27 11 4 62 11 30 5 3 51 1 4 245
2.30 4 1 48 8 26 4 2 53 8 27 4 2 44 2.30
2.15 3 47 6 16 3 1 52 7 26 3 1 35 3 215
2.00 1 34 5 15 1 40 5 17 2 34 2 2.00
1.85 26 2 8 39 2 9 1 25 1.85
1.70 21 1 7 27 1 8 16 1.70
1.55 16 3 22 5 15 1.56
1.40 15 2 16 4 12 1 1.40
1.25 14 1 15 3 9 1.25
1.10 7 8 2 8 1.10
1.00 1 1 1 1 1.00

Note: IN = integrating style, OB = obliging style, DO = dominating style, AV = avoiding style, CO = compromising style.



223

Table 6.28 The players of the BPO’s percentile norms of styles of handling interpersonal

conflict with the previous conductor, current conductor, and peers

Mean Percentiles Mean
Scores Previous Conductor Current Conductor Peers Scores
IN OB DO AV CO IN OB DO AV CO - IN OB DO AV CO

5.00 99 99 99 99 88 99 500
4.85 97 97 %6 99 95 9% 94 4385
4.70 95 96 95 97 90 99 85 93 470
455 91 95 99 99 94 96 99 09 88 91 89 92 455
4.40 90 94 9% 97 83 95 94 97 87 89 85 91 440
4.25 88 92 a3 89 94 80 96 86 87 99 78 90 425
4.10 86 83 76 96 81 85 76 95 78 83 97 76 89 4.10
3.95 82 76 98 71 92 7% 71 69 92 76 74 96 55 76 395
3.80 78 67 97 67 Of 74 62 67 91 64 61 95 44 75 380
3.65 72 51 60 90 71 83 65 90 50 44 094 35 62 365
3.50 69 48 58 88 64 48 99 53 88 43 41 B89 33 60 350
3.35 64 35 96 44 70 69 37 97 42 75 36 37 88 30 38 335
3.20 50 24 984 34 61 57 26 9% 35 64 29 3t 8 25 30 320
3.05 40 19 91 33 &0 50 19 95 29 62 26 24 82 23 27 305
2.90 26 8 7% 20 37 31 11 83 17 3B 25 23 64 6 6 290
2.75 22 7 68 19 35 24 10 81 15 33 6 4 58 4 5 275
2.60 17 6 65 13 27 2 9 79 13 27 5 3 55 1 2.60
2.45 12 5 69 12 19 1% 5 68 11 21 4 2 52 245
2.30 8 1 52 11 17 6 4 64 9 20 11 48 4 2.30
2.15 7 3 5 6 5 1 48 6 6 39 2.15
2.00 1 37 4 5 1 4 4 5 37 2.00
1.85 35 3 4 38 3 1 31 1.85
1.70 4 1 3 34 1 20 1.70
1.55 23 1 23 13 3 1.55
1.40 20 20 12 2 1.40
1.25 N n 10 1 1.25
110 10 10 8 1.10
1.00 1 1 1 1.00

Note: IN = integrating style, OB = obliging style, DO = dominating style, AV = avoiding style, C

O = compromising style,

Table 6.29 The players of the CPO’s percentile norms of styles of handling interpersonal
conflict with the previous conductor, current conductor, and peers

Mean Percentiles Mean
Scores Previous Conductor Current Conductor Peers Scores
IN OB DO AV CO IN OB DO AV CO IN OB _DO AV CO
500 99 99 99 99 99 99 99 99 99 500
4.85 97 93 95 97 96 96 96 95 90 485
4.70 96 92 91 96 94 94 94 99 92 86 470
4.55 95 84 90 99 95 88 91 99 86 90 85 84 455
4.40 94 82 99 89 90 94 87 90 03 83 87 84 83 4.40
4.25 91 79 97 85 86 91 79 87 89 82 85 77 82 425
4.10 80 74 96 83 82 88 74 82 87 72 82 99 68 81 4.10
3.95 77 5 95 74 72 80 66 71 83 66 71 97 55 63 395
3.80 71 47 94 55 T1 77 47 59 82 52 61 94 44 62 380
3.65 68 44 93 47 70 71 48 55 81 44 53 91 41 49 365
3.50 65 41 .92 44 69 68 44 99 52 80 35 50 90 36 48 350
3.35 57 31 91 36 65 §1 31 91 42 73 23 33 85 22 37 335
3.20 43 17 90 30 61 43 14 90 31 66 20 26 83 10 30 320
3.05 32 1 89 20 89 40 12 89 23 65 12 20 8 9 27 305
2.90 23 85 16 41 31 5 82 19 46 11 12 78 1 21 2.90
2.75 17 7 15 40 26 3 74 17 44 9 7 66 19 275
2.60 8 75 10 39 17 1 72 7 40 8 6 63 12 260
2.45 1 65 5 19 15 70 5 22 7 4 56 8 245
2.30 46 1 17 6 49 1 20 6 3 46 5 2.30
2.15 30 10 4 38 13 5 1 30 4 2.15
2.00 27 1 1 36 11 4 27 1 2.00
1.85 12 15 8 3 20 1.85
1.70 8 13 7 1 13 1.70
1.55 7 10 6 10 1.55
1.40 1 8 5 9 1.40
1.25 5 4 7 1.25
1.10 3 3 6 110
1.00 1 1 1 1.00

Note: IN = integrating style, OB = obliging style, DO = dominating style, AV = avoiding style, CO = compromising style.
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Table 6.30 The players of the KSO’s percentile norms of styles of handling interpersonal
conflict with the previous conductor, current conductor, and peers

Mean Percentiles Mean
Scores Previous Conductor Current Conductor Peers ) Scores
IN_OB DO AV _CO IN_OB_ DO AV_CO IN_OB DO _AV_CO_
5.00 99 99 99 99 99 99 99 99 99 99 93 99 500
4.85 g5 95 94 92 95 95 94 92 81 93 94 87 485
4.70 90 90 99 93 9 9 90 99 93 o1 76 88 93 83 470
4.55 83 83 95 86 90 83 83 95 86 90 71 82 99 89 81 455
4.40 73 73 94 77 85 73 73 94 77 85 61 77 97 82 78 440
425 68 68 93 62 82 68 68 93 62 82 57 68 @3 58 76 425
4.10 53 53 91 58 72 53 583 91 58 72 56 67 92 54 65 4.10
3.95 45 45 90 36 58 45 45 90 36 58 47 59 91 52 45 395
3.80 36 36 88 31 §57 36 36 88 31 57 23 45 90 47 43 380
3.65 31 12 86 22 48 31 12 86 22 48 22 38 83 45 32 3.65
3.50 29 1 74 20 46 29 1 74 20 46 14 35 82 26 31 3.50
3.35 23 68 17 30 23 68 17 30 12 26 75 21 22 335
3.20 16 66 10 26 16 66 10 26 10 19 73 .13 21 320
3.05 7 64 8 25 7 64 8 25 6 13 867 12 10 305
2.90 6 57 7 17 6 57 7 17 1 1 81 6 8 290
2.75 5 53 6 16 5 53 6 16 54 5§ 7 275
2.60 4 51 5 15 4 51 5 15 52 4 6 260
2.45 3 47 4 14 3 47 4 14 46 3 5 245
2.30 1 45 1 13 1 45 1 13 39 1 4 2.30
2.15 38 I 38 " 38 2 2.15
2.00 36 9 36 9 35 1 2.00
1.85 30 <] 30 6 24 1.85
1.70 21 5 21 5 19 1.70
1.55 16 4 16 4 18 1.55
1.40 14 3 14 3 16 1.40
1.25 k! 1 11 1 12 1.25
1.10 10 10 1" 1.10
1.00 1 1 1 1.00

Note: IN = integrating style, OB = obliging style, DO = dominating style, AV = avoiding style, CO = compromising style.
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Table 6.31 Styles of handling interpersonal conflict and the situations where they are
appropriate or inappropriate

Conflict style  Situations where appropriate  Situations where inappropriate

Integrating 1. Issues are complex.
2. Synthesis of ideas is needed to
come up with better solutions.
3. Commitment is needed from other
Parties for successful implementation.

Task or problem is simple.
Immediate decision is required.
Other parties are unconcerned
about outcome.

Other parties do not have

> LN

4. Time is available for problem solving. problem-solving skills.
5. One party alone cannot solve the problem.
6. Resources possessed by different parties
are needed to solve their common
problems.
Obliging 1. You believe that you may be wrong. 1. Issue is important to you.

2. Issue is more important to the other party. 2. You believe that you are right.
3. You are willing to give up something in 3. The other party is wrong or
exchange for something from the unethical.
other party in the future.
4. You are dealing from a position of

weakness.
5. Preserving relationship is important.
Dominating 1. Issue is trivial. 1. lIssue is complex.
2. Speedy decision is needed. 2. Issue is not important to you.
3. Unpopular course of action is 3. Both parties are equally
implemented. powerful.
4. Necessary to overcome assertive 4. Decision does not have to be
subordinates. made quickly.
5. Unfavorable decision by the other 5. Subordinates possess high
party may be costly to you. degree of competence.
6. Subordinates lack expertise to make
technical decisions.
7. Issue is important to you.
Avoiding 1. Issue is trivial. 1. lIssue is important to you.
2. Potential dysfunctional effect of 2. ltis your responsibility to
confronting the other party outweighs make decision.
benefits of resolution. 3. Parties are unwilling to defer,
3. Cooling off period is needed. issue must be resolved.

4. Prompt attention is needed.
Compromising1. Goals of parties are mutually exclusive. 1. One party is more powerful.

2. Parties are equally powerful. 2. Problem is complex enough
3. Consensus cannot be reached. needing problem-solving
4. Integrating or dominating style approach.

is not successful.
5. Temporary solution to a complex
problem is needed.

(Source: Rahim, 2004: p. 60)
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Chapter 7 Korean municipal orchestras’ response to
new challenges

7.1 Introduction
This chapter explores the justification for public support of municipal orchestras, and

outlines their features as a public service in Korea. Then, using the case of the Seoul
Philharmonic Orchestra as an example, | investigate the restricted public funding, and
attitudes towards the challenges that Korean municipal orchestras are facing.

Three examples of municipal orchestras that are representative of all types of Korean
municipal orchestras were given in Chapter 4: the purpose of this chapter is to provide
information about their background and working environment, in order to help the
reader's contextual understanding of Korean municipal orchestras and to explain
findings that are revealed by my analysis of interviews and survey question’naires.

Other municipal orchestras share similarities in organisational factors, but a significant
change in the history of Korean symphony orchestras was made by the Seoul
Philharmonic Orchestra (SPO) in 2005: the SPO has been the only Korean orchestra to
address the current challenges, by adapting the model of organisational structure
established by western symphony orchestras—that is, a for-profit corporation
208__yith enormous financial support from the city of Seoul. As such, the SPO aims to
be a world-class, symphony orchestra that is representative of Korea. The newly
founded SPO is totally different from other municipal orchestras and it is therefore the
sole case study of Chapter 7. The other orchestras were based on a particular
organisational structure (including the size of the executive constitution), the process of
managerial work, the scale of finance, the aims and objectives, the programmes, the
nature of the musicians’ contract, audition, salary, working hours, and the performing
level of the players. If this transformation is seen as successful, other local cities will
want to follow this change for their orchestras. However, this does not in itself imply
that other local governments will be willing to provide sufficient funding to support such
a transformation, or indeed, to support their orchestras in the same way that the city of
Seoul has done. Most local cities seem to have limited comprehension 6f the changes
potentiaHy required: an entire organisational such as that of the SPO can only be
achieved with sufficient financial support; yet local cities merely focus on the fact that
they no longer need to continuously provide 100% of public funding if the status of an

208 Korean researchers and experts insist that the organisational structure of the western
symphony orchestra is the ideal model for Korean symphony orchestras (see Jung, 2004, Park,
2004).
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orchestra is a profit corporation. This implies that orchestras need to be ‘free-standing’.

Given the reasoning above, the purpose of Chapter 7 is to examine the success of the
- SPO, and to ask whether it could be a model for other municipal orchestras, helping
them to address the challenges currently being faced.

The distinctness of the SPO has the disadvantage of making comparisons difficult, but
it has the advantage of serving as a future model that is more artistically and financially

successful.

7.2 Public support for Korean municipal orchestras
Justification for government support for arts in Korea may be summarised under five

headings: economic character, citizens’ welfare, artistic diversity, maintaining quality,
and future generations. Local government support for municipal orchestras is derived
from both welfare state ideology and political motivation.

Korean local governments have been providing relatively generous support for their
municipal arts organisations, compared to the U.S. and Britain, where orchestras are
more aware of commercial dimensions. The view of the U.S. and Britain regarding
symphony orchestras has not prevailed in Korea for a long time, because municipal
orchestras are supported in order to provide arts and cultural activities to local citizens.
HoWever, Korean local governments are asking their municipal orchestras to find
audiences and business sponsors who will pay, which entails marketing and linking
with cultural industries. Thus, Korean municipal orchestras need to develop the
organisational, managerial, and administrative capacity to deal with government
requests and to prepare for a reduction in public subsidy.

Many of these orchestras exist in large or medium size cities, and the majority of them
can be considered as mediocre in terms of musical excellence, calibre of musicianship,
wage, government structure, or number of musicians. The KBS Symphony Orchestra
and the Seoul Philharmonic Orchestra are the top orchestras in Korea, although the
performing level of these two orchestras was not internationally admired until recent

years.

Korean municipal symphony orchestras may be referred to as public services, due to
their essential features: first of all, their legal status is supported and controlled by local
government, and they afe administratively and financially operated by the city in
association with an orchestral executive constitution that has limited autonomy. Thus,

local politicians are the main decision makers, and the amount of subsidy for
orchestras is decided by the financial status of the city.
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Second, the amount of local subsidy for these orchestras is relatively high, as cities
cover 100% of their total budget. Only 4% of the total orchestra budget in the U.S. and
20% in Japan is usual (Kurabayashi and Matsuda, 1987: p. 69).

Third, the objectives of Korean municipal orchestras are very similar because the
regulations of municipal arts organisations within all local cities are based on the
regulations of the KBS Symphony Orchestra. There are no objectives for orchestras in
themselves, so | investigated the local regulations of municipal arts organisations. The
objectives of local regulations on municipal arts organisations among 28 cities 209
where there is at least one municipal arts organisation, are exactly the same, except’for
the city of Chuncheon. The objectives are to cultivate citizens' arts and cultural
sensibility, and to promote local arts and culture. Chuncheon adds one more objective
namely to enlarge the base of local arts. Therefore, we can see that municipa‘l
orchestras do not pay much attention to financial considerations. Instead, they focus on
providing music performances to local citizens as much as possible, to raise the
standard of performances, and to improve the image of cities (this applies to a few
orchestras only).

Finally, the status of musicians in the municipal symphony orchestras is similar to civil
servants. Some orchestras have a musicians’ union to protect them, especially
regarding salary, although the power of the musicians’ unions is weak, and does not
normally influence the decision making. There is no national musicians’ union, and
each union of an orchestra works independently, sharing no information of their
hardships. Cities dislike the presence of musicians’ unions within their orchestras.
Players' positions within municipal symphony orchestras are quite stable, in spite of the
regular auditions, which are used as a way of determining a player’s position within the
orchestra, as well as a means of raising the standard of orchestral musicians, rather
than as an excuse to dismiss musicians.?"®

Therefore, these orchestras have been little concerned with economic and commercial
aspects, as they can rely on support from the city. In other words, Korean municipal
symphony orchestras adhere to a status of stable stagnation in terms of finance and
administration, relying on consistent public support. Local governments also support

209 . .

These include Ulsan, Daejeon, Gwangju, Incheon, Da

] ) ) Iu, , Daegu, Busan, Suw

Uijeongbu, Anyang, Changwon, Masan, Jinju, Yangsan, Gumi, Kimcheon %rghiion%r;i?.

Sooncheon, Mokpo, Jeongeup, lksan, Gunsan, Jeonjoo, cheonan, Cheoﬁgju Ga% neu o

phuncheon and exclude Seoul, although the Seoul Philharmonic Orchestra i's ; rt N2

|2r1\giependent trust. supported as an
Regular audition is a matter of debate, but considered a necessary evil
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orchestras in terms of cultural policy related to political motivation. Zimmer and Toepler

(1999) explain that public support for the production and consumption of the arts and
culture is closely related to national history in most continental European countries, so
government support today is given because of former policies, not because of market
failures that draw attention to government support for arts and culture. To explain
further, although Korean local government support for culture and the arts still seems to
be mainly situated within welfare state doctrine, the support of local governments for

their municipal orchestras may be considered as the consequence of former policies.

A Mayor for the city is elected by citizens...the preferred role for the Mayor in
the 1980s and the 1990s was to build apartments and bridges...culture and
arts are the main thing in 2000s...the trademark is to be a cultural president or
mayor...how can | (candidate of president or mayor) make culture appeal to
citizens...the success of Mr. Lee (Myung-Park) is...he made a cultural square
in Cheonggyecheon. Who could imagine such a change?[...] To investigate and
to develop culture is the work of the mayor and local governments...for
example, if | were a Mayor or President, and | took a municipal orchestra
away...it would follows me forever. Namely, | removed the root of
culture...there are so many artists outside...as a result, | would become a
notorious mayor [...] None of the mayors in the local cities attempted
elimination of the municipal arts organisations...(They) want to be cultural
mayors...the only way that they can survive is culture... (therefore) mayors
protect the arts to survive without any trouble...Myung-Park Lee could process
cultural projects aggressively...his dream was not to be a mayor but a
president...if he tried to be reelected as a mayor, he couldn’t do that... he fired
the members of the Seoul Philharmonic Orchestra, and many people are
against him...but he didn't plan to be a mayor again...This is why every mayor
protects municipal arts organisations...their role is simply protection...

[Staff Member 5]

Staff Member 5 goes on to explain the changing priority of the mayor’s public service
from construction to culture, and states that the current big issue is culture. Regardiess
of the value or use of municipal arts organisations, local governments might subsidise
them in order to use them as a political tool. Politicians give attention to culture and arts
as it is one of the voters’ preferences: more Koreans are interested in arts and cultural
activities in accordance with economic growth, the introduction of the five-day week
system, increasing numbers of people in higher education, and demands for enjoyment
of life, as well as a high quality of life. If a mayor were to scrap an arts organisation, he
would lose significant political standing. Many local governments simply support arts
and culture as a means of being reelected, with little consideration for the art form itself.

7.3 Restricted public support
Municipal symphony orchestras remain the responsibility of local government. On the

one hand, it might be concluded that local governments support their orchestras for two
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reasons: welfare state doctrine and political calculation. On the other hand, despite

receiving almost 100% public funding from local governments, financial support for
orchestras has barely covered minimum operating costs, which merely maintain the
orchestra and allow them to provide a limited performance schedule each year. For
instance, 3 out of 31 municipal orchestras provide over 60 concerts per year, and the
majority of them do less than 20 concerts, with 7 of them providing less than 10
concerts per year in 2000 (Korea Culture Information Service, 2008b: online).?"

Local governments are well aware of the importance of arts and culture, although most
municipal performing arts organisations have neglected the issue, rather than foéusing
on it. Thus, the total budget of municipal orchestras is restricted. 1 would argue that
there are three reasons behind this limited funding of orchestras: the central

government's indifference, the citizen’s indifference, and the orchestra’s inefficient role.

Although arts and culture may provide economic benefits and have broad commercial
dimensions, an orchestra is neither a core part of the cultural industries nor of cultural
policy in Korea but, rather, a nonprofit organisation, which will never recoup all its costs.
Measuring the economic impact of artistic genres has become part of the strategy of
the cultural industries. Different classifications of creative and cultural industries have
been summarised by Comunian (2007).

211 pvailable at:
http://www.art.go.krlencyclopedia/directory/DirectoryView sum.jsp?ar =
[Accessed 03 July 2008]. _sum.jsp?ar_vvm_cd_seq=7423


http://www.art.go.kr/encyclopedia/directory/DirectoryView_sum.jsp?ar_vvm_cd_seq=7423
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Table 7.1 Indexes of cultural industries

Creative Industries Cultural Industries, | Creative Industries Cultural Industries
DCMS (1998, 2000) Q'Connor (1999) Caves (2000) (Hesmondhalgh, 2002)
Advertising Advertising and
Marketing
Architecture Architecture
Arts & Antiques
Crafts Crafts
Design Design
Fashion Fashion
Film Film Cinema Film Industries
Interactive Leisure New Media Internet Industry
Software
Music Music Theatre Sound Recordings Music Industry
Recorded Music (including live
performance)
Performing Arts Theatre, Concerts Performing Arts
And Performance (Theatre, Opera,
Concerts, Dance)
Publishing Literature, Publishing | Book and Magazine Print and Electronic
Publishing Publishing
Software Design internet Industry
TV and Radio Broadcast Media TV Fims Broadcasting
Visual Arts Visual Art Visual Arts (Painting
and Sculpture
Museums and
Galleries
Toys and Games Video and computer
games

(Source: Comunian, Different classifications of creative and cultural industries, 2007: p. 11)

As the Table 7.1 demonstrates, an orchestra can be placed among the creative and
cultural industries in the category of music or performing arts (DCMS, Caves), theatre,
concerts and performance (O'Connor), or music industry (Hesmondhalgh). The
Korean Ministry of Culture, Sports and Tourism also placed performing arts among the
cultural industries, and Korean municipal orchestras may be seen as belonging to the
performing arts category.

Korean municipal orchestras are heavily subsidised and the effects of economic
benefits such as the image of the city or tourism are hardly addressed, but they still
have large commercial dimensions, because the money is spent on people involved in
operating, marketing, and design. In addition, orchestras have a commercial arm, such
as recordings (although this is uncommon for Korean municipal orchestras) or ticket
selling, even though this rarely covers all their costs. Both Korean central and local
governments oversee an orchestra’s cultural and economic value; and the latter
supports an orchestra partly in order to ensure they become more professional and
efficient in terms of playing and administration. When the government decides on
public spending, it cbnsiders what is culturally or economically valuable. According to a
2007 White Paper on the cultural industries (Republic of Korea, Ministry of Culture,
Sports and Tourism, 2008b), the Korean government still focuses its efforts on
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constructing or renovating arts centres and supporting the genres of Korean traditional

music, theatre, fim, dance, and animation. These are what Korean government
believes are valuable. It is possible that the central government's limited interest?' in
orchestras has prompted local governments to publicly fund their municipal orchestras.

Another reason is that orchestras are not popular with citizens. According to Khakee's
study (1988),%" the most important factor influencing decision making on public
expenditure to the arts is public opinion (p. 7), and the second most important factor
affecting municipal support for different art forms is the voters’ preferences for various
arts activities (p. 9). In other words, the more people there are who enjoy western
orchestral music, the bigger the budget will be: politicians are keen to follow the
citizens' interest in order to gain popularity, which is essential for re-election. In this way,
local government decides on the amount and the distribution of its subsidy, in
accordance with the preference of their voters.

Furthermore, the current role of a municipal symphony orchestra does not appear to a
great need, and cannot appeal on the grounds that it is a necessity to citizens.

...if | think of my greed, | hope our status is exactly the same as that of civil
servants, but it is an excessive requirement to our citizens in the current
position of the municipal orchestra..because we don't encompass the
necessity of great service...the mood is that nobody cares, even if municipal
orchestras were to become extinct tomorrow. There are some audience
members ...but these are family members of players... (if | were a citizen) |
wouldn'’t support a municipal orchestra [...] we may play like a SPO or the KBS
Symphony Orchestra at least after 20 years...

[Player 9]

Classical music is not the main theme in Korea...investment in western
classical music within the investment of arts and culture has
decreased...especially, the total number of performances of opera, which has
dramatically dropped. Furthermore, private operatic and orchestral companies
are gradually disappearing, so only national operatic companies and municipal
orchestras are surviving [...] only popular music is currently successful...

[Staff Member 10]

Player 9 describes the unfulfilled role and poor performance level of his orchestra, and
believes that the citizens’ indifference and limited support derive from the failure of the
orchestra. In contrast, Staff Member 10 points to the unpopularity of classical music,

212 K orean central government does not have music policy under categories of the cultural
policy; and its public subsidy is excluded from municipal orchestras except a few one-off
?rogrammes. ' '

13 He conducted a questionnaire survey on urban governments’ public support for arts among
48 (public) decision makers and civil servants, who have responsibilities for cultural policy in
Goteborg and Umea (p. 4).
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and explains that, because of its unpopularity, orchestras are poorly funded. Although

both Player 9 and Staff Member 10 consider western classical music (including
orchéstra_l music) as non-mainstream, Player 9 finds fault with the orchestra, whereas
Staff Member 10 locates it in the consumer’s taste. The following narrative from Staff
Member 7 describes the unpopularity of classical music.

Western classical music is declining because of a new custom led by the new
generation...interest in classical music is reduced...if there are a number of
orchestra audiences and performances, then we can give more (financial)
supports. But it is hard under the current situation...orchestras survive today
due to the public’s interest, but the degree of interest has also
decreased...performance should be enjoyable...the reaction from audiences
and the total number of audience members has declined...The yearly budget
for the orchestra is very high and it increases every year...if there are large
audience groups for western classical music, we can have support...but it is a
fading industry, so why should it continue to be supported? The situation is like
this, so it is hard to guarantee the budget for the orchestra...

[Staff Member 7]

The viewpoint of Staff Member 7 is similar to that of Staff Member 10. Financial
sponsors do not increase support for orchestras, because there is insufficient audience
for orchestral concerts. Without an audience, subsidies will not increase. He also
mentions in a later interview that the orchestra has very high production costs.
Although local governments or the KBS provide a certain amount of fixed financial
support, orchestras are suffering from a deficit, and will never make a profit, something
Baumol and Bowen (1968) refer to as a ‘cost disease’.

To summarise, Korean municipal orchestras are characterised as a public service, and
have been heavily supported by local cities in accordance with cultural economics and
cultural policy. Under such public support, it can be said that Korean municipal
orchestras are financially and administratively in a stable condition. However, many
people who have researched Korean orchestras over the years (especially municipal
orchestras) have identified that they have been suffering from severe problems, a point
confirmed by my own research. Of course, the current structure of the municipal
orchestra is working in spite of some hardships, and generally these orchestras provide
a relatively high quality of performance to their citizens. However, it seems that the real
problem is that municipal orchestras do not therhse|ves consider that they have a
problem, and are simply not recognising the need to evolve with the times. The
unchanging circumstances that surround municipal orchestras include stable but
minimum subsidies, indifference from the audience, and poor role accomplishment as a
public service. Current municipal orchestras are not keen to respond to new challenges,
but they may need to deal with them in order to survive.
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Musicians and administrative staff interviewed in the present research, within the
orchestra office, have already recognised that Korean municipal orchestras need to

change.

The hardest thing is how to reach an agreement between a conductor and
general manager...that is, administrative staff give priority to administration,
whereas conductors are more focused on artistic matters... Nowadays, if there
is no audience, an orchestra is useless...whether classical music is dead or
not...To survive...we need to do something to remove the barrier between
classic music. and popular music...Orchestras can visit audiences, and play
anywhere...but conductors are against it...they say, ‘how can | play in such a
place? | can play in a theatre or concert hall...I can't play in tube station’...but
we (the administrative team) think we have to do so...booking has
declined...audiences don't join the subscription... The administrative team says
one thing, but the conductor says another...such a barrier is difficult...To
survive, orchestras need to play in places audiences prefer and want...if not,
classical music will not survive...The most popular arts organisations are those
that travel and take their music to their audience...if they don't do likewise,
. orchestras can't survive...artists also notice it now...the administrative
department felt it a few years ago, but artistic directors didn't accept it...

[Staff Member 5]

This interviewee consistently emphasises the importance of the audience. To develop
audiences, orchestras should play regardiess of the venue or genre, and they need to

offer various types of performance. He also pointed out that orchestras need to
| discover a negotiable point between traditional classical music and popular music to
develop the audience. There are opposing attitudes between players and conductors:
players seem to understand where orchestras are now, and the value of audience,
whereas conductors are more conservative, and likely to adhere to a typical formation
of concerts, with less consideration for external factors.

...the audience come to concerts because of the municipal orchestra...there is
no audience in academic concerts, but people come to the concert hall if
popular music is played...this is a reality...who knows a Shostakovich string
quartet? But everybody knows Jo Kwan-Woo (Korean popular music singer)
and his concerts...the lack of audience is not because of the ticket price [...]
art is following the way where money comes, so popularity is
necessary...classical music in the repertoire of municipal orchestras is not the
answer...classical music is also written because of money...classical music as
art is a bit exaggerated...

[Player 9]

He describes the unpopularity of classical music. The indifference of the audience is
not so much about money as about preference and prejudice concerning classical

music as high art. Thus, orchestras need to find a programme or repertoire based on
the taste of the audience. 4
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The most important thing for our orchestra is to attract audiences and
publicity...the role of the administrative staff in the orchestral executive
constitution is to make an orchestra more efficient, and to maximise the
number of audience members...The success of the orchestra is dependent on
artistic matters...the feeling of listening to classical music through CDs and in a
concert hall is different...there is something to attract people....if we (players)
work hard and pay attention to our work, people may appreciate our hard work
regardless of their understanding of music...

[Player 5]

He also explained that the success of the orchestra is dependent on the quality of the
music that they play. It might be that live music conveys éomething special, and is more
enjoyable to listen to, and this could be a good reason in itself to attend a concert;
where one might disagree is with his idea that people merely like music because the
orchestra works hard. If it is hard to understand the music, people may perhaps not
attempt to listen to it again, and it can be very hard to attract a new audience. In fact,
people may only be concerned with the quality and repertoire of the music, so that the
actual skill of making music might be ignored.

Currently our financial situation is tougher than other orchestras...the budget of
our cultural centre declined by 10% (this year), so they can’t cut our salary and
reduce the number of performances. But players asked them to cut our salary
instead of reducing the performances...if we do visiting concerts at schools or
hospitals, the city pays us about 20,000 Won ( £ 10) per hour. But players don't
care much about the amount of pay and spontaneously want to provide more
concerts...we should care more about our citizens than civil servants...the first
thing that local government reduces in a financial crisis is arts subsidy...this is
a reality...citizens can eagerly desire the existence of municipal symphony
orchestras in the city...when citizens want, city or government moves, so we
wish to have more chances to meet audiences...probably, over 90% of players
would like municipal orchestras to be more relevant to their citizens. ..

[Player 6]

In the narrative above, Player 6 seems to understand completely what the municipal
orchestra is for, and the importance of the audience for its future: in addition, players
know their role within the municipal orchestra, and try to provide more concerts for

citizens.

...} don't know when it started exactly, but orchestras give many concerts for
the audience especially for youth...the majority of them have a commercial
intention...there are very few youth programmes really made for the emotional
purification of youth®™®. it is a kind of learning enterprise...as | suggested, the
best thing for youth is for us to visit middle and high schools, and give concerts

214 |n Korea, students are suffering from high levels for study stress, and Korean believe that
emotional purification, which refers to clean and refresh their mind, can be helped by listening
classical music.
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home cities are more likely to highlight the issues for economic reasons rather than as

a matter of orchestral development. Studies investigating the relationship between
cost and production for the performing arts, focusing on symphony orchestra
performances, have been undertaken by Baumol and Bowen (1968), Throsby (1977),
Lange et al. (1985), Lange and Luksetich (1993), Heilbrun and Gray (2001), and
Andersson and Andersson (2008). According to research by Lange et al. (1985), 13
orchestras operated efficiently, whereas 84 orchestras had declining marginal costs.
This data was taken from a sample of 111 U.S. orchestras (p. 81). In contrast, the
marginal cost of performances performed by Korean municipal orchestras always lies
below the average cost. These orchestras are a good example of the ‘cost disease’ that
Baumol and Bowen (1968) identified. Thus, local cities that have municipal orchestras
(especially in the case of the KBS) that invariably make a deficit, would like them to be
independent, in order to free themselves from funding support. Even though these
cities are likely to push their orchestras into the market, which might start with changing
the funding regime towards orchestras, they have no clear plan for achieving such
changes. Most municipal orchestras have imitated the model of the KBS Symphony
Orchestra, so local cities are likely to follow its changes, and those of another Korean
flagship orchestras, Seoul Philharmonic. It appears that perhaps municipal orchestras
are sometimes troublesome for local city authorities: some cities may not be able to
find good reason for public support for their orchestras, but they cannot simply
eliminate it. Meanwhile, more orchestral executive constitutions and their home cities
desire governance changes, especially after 2005, when the Seoul Philharmonic
Orchestra achieved the recognition in western countries that Korean professionals
have insisted it deserved for a long time. Thus, some cities started to think about
emulating the transformation of the SPO. The following section explores these
changes of the Seoul Philharmonic Orchestra, which may be considered a future
example for Korean municipal orchestras by adapting a new governance system—a

foundation.

7.4 Seoul Philharmonic Orchestra
There was a significant change in the history of Korean orchestras in 2005. That year,

the Seoul Philharmonic Orchestra, one of Korea's flagship orchestras, and with the
longest history, shifted to being a foundation. This has been regarded as the ideal
status of a municipal orchestra among Korean researchers and experts. This change
was allowed mainly due to Myung-Park Lee, who was a former mayor of Seoul and is
currently (2011) president of Korea.

In 2005, the city of Seoul celebrated its ‘Cultural Year'. The city embraced the
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transformation of the Seoul Philharmonic Orchestra into a foundation, to enhance its

competitiveness and economic benefit. The city was interested in seeing the orchestra
as an independent organisation, and saw that it should be run as a public service as
well as a profit-making institution. After this announcement, the members of the Seoul
Philharmonic Orchestra (SPO) rebelled against the decision because of job insecurity,
and they demonstrated by playing Beethoven's Funeral March from the Eroica on the
street. Despite the players’ disagreement, the city of Seoul continued with the
orchestra’s organisational transformation, and asked players to prove their musical
capacity if they wanted to continue working in the SPO. Some people criticised the
selfishness of the players, saying that many of them believed they should have
continued job security regardless of their musical ability. Ultimately, despite severe
conflict between the city and the players, the Seoul Philharmonic Orchestra became a
foundation, aiming to be recognised globally as the first world-class orchestra in
Korean. To achieve this, with a large amount of subsidy from the city of Seoul, the
orchestra changed its entire organisational structure, appointed Myung-Whun Cheong
as Music Director, and Pal-Seung Lee, who was considered a successful CEO as
President (formerly the Chief Executive Officer of Woori Investment and Securities and
an Executive Managing Director of Hanil Bank). It also established new goals, and
scheduled auditions for every position throughout the orchestra. As a result of the open
audition, 40% of the existing players were dismissed. Up to now (2011), the SPO has
continued to hire outstanding players from Korea, as well as from overseas.

There are 21 administrative members of staff in the management team of the SPO: one
is the Head of Division of Management, four are in artistic administration, three in the
education and culture department, five in marketing and PR, and there are five
administrative staff, one Stage Manager, one Librarian, and an assistant to the Music
Director. As can be seen from the chart below, administrative and artistic fields are
clearly divided, with four management teams. There is not, however, an equal position
between the Executive Director and the Music Director, for which Won-Chul Park had
consistently asked. In this government structure, the position of President of the SPO
seems very close to the position of Executive Director, and the position of Music
Director is the lowest rank. The current organisational structure of the SPO embraces
the biggest administrative team in the history of the Korean symphony orchestra.





http://www.seoulphil.co.kr/about/customer
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structure was created by civil servants. However, this is not always suitable for arts

organisations, and makes it hard for orchestral executive constitutions to carry out their
work. Decision making was an arduous process, often involving several people before
reaching a conclusion. To overcome this problem, the authority of the orchestra shifted
to the Sejong Performing Arts Centre, where the orchestra is based. This, however,
created another problem for both the orchestra and the Sejong Performing Arts Centre,
because the deficit of the SPO is entirely a matter for the Sejong Performing Arts
Centre (SPAC) to deal with. The KBS Symphony Orchestra is facing the same situation
with the KBS that the SPO and the SPAC had.

...s0 the orchestra was treated with inhospitality...SPAC is a foundation, and
needs to work hard to raise its own achievements...when the SPO was a
municipal orchestra, every problem was solved if there was an obligation that
works for citizens, but the orchestra was treated coldly by the ars
centre...After the independence of the SPO, the orchestra is in the middle of
every thing...administration only for the orchestra, marketing only for the
orchestra...this is an advantage...on the other hand, more staff for
administrative support, a bigger organisational structure to exist as a
foundation, and  bigger budget are necessary..this is a
disadvantage...However, the recent two-year activities after becoming a
foundation achieved the highest profit in the history of Korean symphony
orchestras...

[Staff Member 11)

Staff Member 11, who has been working in the SPO over 24 years, described the
changes. The SPO was a municipal orchestra in the city of Seoul, and then it was
under the Sejong Performing Arts Centre, which shifted to a foundation in 1999. The
Sejong Centre is more or less like a municipal arts centre that is financiaily and
administratively supported by the city of Seoul. Nine municipal arts organisations®'® in
Seoul have been in charge of the Sejong Centre. Finally, the SPO became an
independent foundation in 2005. If the independence of the SPO is to be successful,
the Sejong Centre and the city of Seoul will plan to transform the structure of other
municipal arts organisations into something similar.

Table 7.2 The significant changes of the SPO

[ Year 1957-99 1999~2005 2005—present
Authority of | The city of Seoul The Sejong Performing | (ndependence
management ' Arts Centre (SPAC)
Status Municipal orchestra | Arts organisation of the | Foundation
SPAC
Justification | Cuiltural welfare Cultural welfare Cultural welfare; a symbol of
B Seoul, and a pride of Korea

26 The Seoul Metropolitan Orchestra (current Seoul Philharmonic Orchestra), Seoul
Metropolitan Dance Theatre, Seoul Metropolitan Chorus, Seoul Metropolitan Musical Theatre,
Seoul Metropolitan Theatre, Seoul Metropolitan Opera, Seoul Metropolitan Youth Orchestra,
seoul Metropolitan Junior Chorus, and Seoul Metropalitan Youth Traditional Music Orchestra.



242

In Table 7.2, it can be seen that when the authority of management shifts, the status
and justification of the SPO changes.

Within the past three years, the transformation of the SPO has been considered very
successful and the details are as follows.

Table 7.3 Successful figures of the SPO

(Unit: won)
; Audience Concert 7 Earned income ¥
2005 59,000 65 670 million ( £ 334,000)
2006 171,000 95 2.3 billion (£ 1.1 million)
2007 164,000 121 3.3 billion ( £ 1.6 million)
5008 - 3.5 billion ( £ 1.7 million)

(Sources: refer from ” Ryo, 2006, 2 ¥ Kim, 2008a)
Note: the total number who paid for a ticket was 78% (in 2006) compared to around 40% in
2005 (Ryo, 2006).

According to research among 20 Korean orchestras in 2008 based on the data of 2007,
the SPO was top in five sections, including the total number of performances and
audience members, the number of audience members who bought a ticket, income
from charitable activities, and total budget (Kim, 2008b). The SPO wasg followed by the
KBS Symphony Orchestra,*”” which was considered the best orchestra before the re-
organisation of the SPO as a foundation, but the situation now is reversed. The slump
of the KBS Symphony Orchestra was caused by an absence of a principal conductor
since 2004, severe conflicts between the KBS and the players, unsystematic
management, and the forced resignation of the President of the KBS, whereas the
SPO has been making rapid progress since 2005 with its maestro, Myung-Whun
Cheong.

To ensure its financial independence, which is one of new objectives of the SPO in
2006, the SPO changed the ticket price: the majority of concert tickets for the SPO
used to be either free or very cheap, and since its reorganisation the orchestra has
introduced ticket pricing with more economic awareness. However, this pricing
structure has not deterred audiences, and if anything, it has eéncouraged people to

attend, as they believe the higher ticket prices imply a higher standard of playing. As
the president of the SPO, Pal-Seung Lee stated:

the level of the SPO sharply increased after being transformed into a

217 The KBS Symphony Orchest(a had been leading the total earning income budget as well as
the total number of audience until June 2005. What is more, the salaries of the musicians of the
SPO are only 65-70% of the salary of the KBS Symphony Orchestra.
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Therefore, Cheong is likely to stay in Korea when foreign orchestras take a rest,?'®

so the SPO practices and performs intensive concerts within a short period, and
this may influence the quality of performance. Continuous and more intensive
training with a long term plan might be a consideration for a brighter future of the
SPO.

The performance level of the SPO is also a matter of debate. According to Cahn (1992),
one of the most challenging questions of all is to define quality in music (p. 29). The
performance quality of the SPO might be evaluated with rather more focus on
‘objective technical terms’ (i.e. unison of ensemble) than ‘subjective humanistic terms'
(i.e. enrichment of people’s feeling by a performance) (Cahn, 1992: p. 30). Generally
speaking, reports, especially those written in 2008, have evaluated the overall standard
of performance as significantly improved, but the quality of performance does vary
considerably, depending on the conductor. A player of the SPO admitted the difference,
and said: ‘when our music director conducts, several players of the Orchestre
Philharmonique de Radio France join as guest players. It may not show in appearance,
but | wonder whether it is our sound or not’ (Kim, 2008c). On the other hand, one of the
successful strategies of the SPO is its continuous effort to hire excellent players
throughout the world to raise the level of performance. Of course, it is important to
employ well-trained professional musicians, as the sound of individual musicians in the
orchestra is also a key element: ‘the evaluation of artistic quality depends on personal
characteristics of the performers, such as education, previous experience, prior
information, and on personal states of mind and taste’ (Lesle, 1984). But collecting a
number of excellent individual musicians does not set the seal on an orchestra's artistic
quality, because the degree of synchronization between all musicians is an essential
quality in orchestral performance (Boerner et al., 2004: p. 467).

..high artistic quality of the orchestra requires constant process coordination—
the interplay of the musicians both within a section of instruments (stnngs wind
and percussion) and between those sections (Weeks, 1996)... A major part of
orchestral achievement is coordination in the artistic sense. Coordinating a
crescendo or playing with the same articulation requires musicians to be in
unison not only technically, but emotionally (Boerner, 2004; Williamon and
Davidson, 2002). The musical unison necessary for a coherent interpretation by
the og:ghestra will not be achieved until the group is emotionally in unison with
itself.

A Korean player indicated how members of the SPO are changed.

218 Gheong said during a press conference held by the city of Seoul after his appointment as a
music director of the SPO that he might stay about 10 weeks per year (City of Seoul, 2005).

219 () oted from Boerner and Streit, 2007: p. 133.
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...my friend who is a current member of the SPO told me that the SPO
consistently changes its members, so if he went to a place for practice, a
newcomer sat next to him...without any notice, he had to play with new member,
and felt very weird...If we (orchestra players) play with old members, we could
notice each other’s thinking without exchanging a word and could know their
body condition from the way of their playing. We have been training together for
a long time, so we know how to cooperate each other and make a good
ensemble... an excellent young player is also definitely needed, but making a
music as an orchestra member is totally different to playing alone...So, firing
elder musicians because their technical ability is not as excellent as young
musicians... then filling the places with young musicians is not a right decision.

[Player 2]

World-class orchestras have their own characters, whereas none of the Korean
symphony orchestras seem to have a special feature to distinguish them from other
orchestras. Thus, for the SPO to pursue its objectives, it needs to find its own character
and halt the continual change of players.

Another reason for regarding the success of the SPO with suspicion is that it
undertakes many hiring concerts to raise income, which is understandable. However,
some concerts given by the SPO are contentious. As the SPO receives a great deal of
subsidy from Seoul, the regular/subscription concert that is the main programme of the
orchestra should be open to everyone, giving priority to citizens, and emphasising its
role as a public service rather than as a commercial outfit. The regular concert on 12
December 2006 was held with the famous clarinetist Paul Meyer as a guest conductor
and Pianist Nicholas Angelich, but the public found it difficult to purchase tickets
because the SPO sold only 500 tickets and the rest (2500) were given to commercial
sponsors (Kim, 2008b). This happens in other concerts as well, and some concerts are
not open to the public at all, so that although the public want to Seée a certain concert by
the SPO it is impossible to buy a ticket. It seems that the SPO chooses its audience for
a particular concert. The SPO is a nonprofit arts organisation, supported by the city of
Seoul for the cultural welfare of its citizens. Therefore, the SPO might need to hold onto
its role as a public service, and should strike a balance between commercial concerts
and non-commercial concerts. In addition, the mixture of artistic programmes and
popular programmes might be considered more carefully.

Finally, The SPO is dependent on the principal conductor. There is no doubt that the
role of the conductor is significant, because the musical charisma, harmony with
players and administrative staff and enthusiasm influence the entire orchestra.
However, some Koreans believe that the success of the orchestra is half-dependent on
the conductor. They have illusions that if the orchestra is conducted by a famous
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and the balance between public service and commercial aspects). The change of the

SPO is significant because it is the first example and is likely to influence approximately
-+ thity other municipal orchestras. The KBS Symphony Orchestra and the Seoul
Philharmonic Orchestra have tried on numerous occasions in the past to become
world-class orchestras, but failed. If the new-born SPO is not a success, the city of
Seoul may dismantle it and establish another SPO as they have done in the past. The
city tends to believe that complete organisational change is a panacea when their
orchestra is not working well, and repeatedly makes the same errors. To ensure this
does not happen again, the city of Seoul may need to support and encourage the SPO
in developing a long-term plan.

Despite some drawbacks, the overall outcome of the SPO may be viewed optimistically,
and the president of the SPO insists on the need for more financial support ‘to reach
the level of global orchestras’ (Lee, 2008b). However, it might be worth questioning
how many municipal orchestras in local cities could afford the enormous financial
support that is required to be a foundation.

Table 7.6 The annual budgets of Korean municipal orchestras

(Unit: billion won)
The Name of Municipal Orchestras 2004 7 2007 2

KBS Symphony Orchestra

6 ( £3,000,000)

8 (£4,000,000)

Seoul Symphony Orchestra

5 (£2,500,000)

13 (£6,500,000)

(Current Seoul Philharmonic Orchestra)
Daejeon Philharmonic Orchestra

3.5 (£1,750,000)

3.4 (£1,700,000)

Suwon Philharmonic Orchestra

3.3 (£1,660,000)

6 (£3,000,000)

Ulsan Symphony Orchestra

3 (£ 1,500,000)

2.6 (£1,300,000)

Incheon Philharmonic Orchestra

3 (£1,500,000)

2.9 (£1,450,000)

Busan Philharmonic Orchestra

2.8 (£1,400,000)

3.7 ( £1,850,000)

Bucheon Philharmonic Orchestra

2.5(£1,250,000)

3.3(£1,650,000)

Daegu City Symphony Orchestra

2.5 (£1,250,000)

2.5 (£1,250,000)

Jeju Philharmonic Orchestra 2.3 (£1,150,000) n/a
Gwangju Symphony Orchestra 2.2 (£1,100,000) n/a
Changwon Philharmonic Orchestra 2 (£1,000,000) 2.2 (£1,100,000)
Cheongju City Phitharmonic Orchestra 1.2 (£600,000) nfa

Jeonju Symphony Orchestra

1.2 (£600,000)

1.4 (£700,000)

(Sources: refer from ¥ Ahn, 2006; ¥ Kim, 2008b; 7 Jang, 2005)

As can be seen from Table 7.6, the yearly budget of municipal orchestras, excepting
the KBS Symphony Orchestra and the Seoul Symphony Orchestra, is very limited. The
average budget is around half of the total budget of these two top orchestras. The
current budget of the SPO is approximately twice as much as in 2004 (meanwhile, they
are seeking yet more money in order to be in securer position), whereas the current
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budget of other municipal orchestra is more or less similar to the budget of 200422

The SPO was able to be transformed into a foundation mainly because of the powerful
policy drive of the city of Seoul initiated by the former mayor (and current president of
Korea) Myung-Park Lee. It was exceptional subsidy that came with the justification that
the SPO was to be a cultural representative of the city of Seoul and a world-class
orchestra. This justification might apply in the case of the SPO (and perhaps the KBS
Symphony Orchestra) but could not be made as the case for others to raise their
subsidy. Moreover, most local governments do not have the financial capacity to
support theirvorchestras like this. Therefore, municipal orchestras may need to focus on
their role as public services, and find ways to maximise this role without significant
organisational changes. At the same time, they may need to communicate more often
with a wider audience, and explore ways of steering their audiences in a commercial

direction.

7.5 Conclusion
This chapter has explored the role of the Korean municipal orchestra as a public

service, the public support given by local government, and the restricted funding
available. It has also examined changes in the Seoul Philharmonic Orchestra that
might serve as a future model for Korean municipal orchestras, helping them to

respond to a new environment.

As has been indicated earlier, local governments support their municipal orchestras
with the minimum of funding needed to maintain them. This is simply because
orchestras are not something that local governments need to give priority to, compared
to other public services catering for more basic needs, such as housing or health care.
An orchestra forms no part of Korean cultural industries, which have become a main
area of cultural policy, and municipal orchestras cannot even be assured of their value

to cities.

The changing governance of orchestras, in imitation of the organisational structure of
western top orchestras, has been regarded as something that would ensure a bright
future for municipal orchestras in Korea. In recent years, the Seoul Philharmonic
Orchestra has experienced the biggest change. Although the SPO is facing up to some
new challenges, such as communicating with a wider audience, developing a new
programme, and setting a more commercial direction, it may not prove the appropriate

221 .
The KBS Symphony Orchestra has had its budget increased by 2 billi i

; illion wo
and the current total budget is around 8 billion won ( £ 4 million). ! n (£ 1 million)
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Chapter 8 Conclusion

8.1 Introduction
The key objective of this study was to examine the diverse problems in contemporary

Korean orchestras along with cultural policy and new performance environments. This
chapter summarises the findings in relation to the research questions; and it draws some
conclusions regarding the originality, implications, and limitations of this study.

8.2 Summary of findings

The following sections are structured according to the study’s five research questions. The
first section covers Korean cultural policy and its impact on municipal orchestras. The
second section describes the context of three Korean municipal orchestras, which
represent types of organisational structure of municipal orchestras. The third section
examines players’ and staff’s job satisfaction and turnover. The next section covers players’
and staff's different types of conflicts and styles for handling interpersonal conflict. The
final section covers the research questions regarding restricted public funding to municipal
orchestras, and illustrates one way of responding to new challenges, through a case study
of the Seoul Philharmonic Orchestra.

How does the changing context of Korean cultural policy impact upon orchestras?

As Chapter 3 revealed, Korean cultural policy has been strongly influenced by political,
economic, historical, and socio-cultural factors. In the beginning, the government's cultural
policy was used in the main for political purposes and as a means of controlling cultural
and arts activities. Then, Korean cultural policy became more focused on people’s cultural
welfare and entertainment, along with more awareness of commercial and economic

aspects.

Government centered Korean cultural policy has invariably changed whenever there has
been a change of regime, and it is difficult to expect consistent and rooted cultural policy.
The changes also affect the personnel of public arts and cultural organisations: after the
new Ministry of Culture, Sports and Tourism was established in 2008, the president of the
KBS, the chair of Arts Council Korea and, more recently, the chancellor of the Korean
National University of Arts were each changed before the existing tenure of their
predecessors was completed.
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It may be that Korean municipal orchestras are not appropriately directed, and they are
ignored to some extent by local authorities. They cannot fully deliver their role as public
services because of restricted public funding and shortage of staff. According to Maitlis
(1998), the advantages of contract orchestras (such as Korean municipal orchestras) are
that they are able to develop a consistent pattern of work, and long-term artistic
development is ensured by the presence of a stable salary structure (p. 49). However,
Korean municipal orchestras possess none of these advantages. Thus, they need to work
to achieve them, in order to justify their public funding, which private symphony orchestras

lack.

Although a few professionals claimed that there was no connection between Korean
cultural policy and orchestras, there did appear to be some relationship, even though not
very strong, because Korean municipal orchestras are primarily supported by their local
governments, rather than the central government. Thus, local politicians led by the mayor
are the final decision makers, and the budget is also decided upon by these local
authorities, based on local financial status. It is important to justify or explain municipal
orchestras’ existence to local government in order to secure their future, but it is
sometimes difficult to persuade politicians about the significance of arts or culture.

| found that local governments did not pay attention to their municipal orchestras and often
overlooked what they might be able to do for the orchestras, leaving them alone rather
than giving more support: local governments provide enough money to maintain only the
minimum of stability for their orchestras. They restrict public funding because they are not
a main object for consideration by local politicians (compared to other public services).
Moreover, the reason that local governments do not disband their orchestras is that they
wish to avoid criticism from local citizens and orchestra lovers, and to prevent an adverse
verdict from voters when the time comes for reelection. As a result, local politicians aim to
support orchestras at the existing level of funding but no more.

What is the context of Korean municipal orchestras?

Chapter 4 explored the nature of the contexts of three Korean municipal orchestras, which
between them offer examples of each type of organisational structure with which this study
was concerned. Although there are some differences, Korean municipal orchestras share
overall similarities in the way of managing and funding, and their actions are formulated in
response to a government structure that operates in a similarly consistent fashion.
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All municipal orchestras, being public services, are full-scale professional ensembles
aiming to provide cultural and arts entertainment to citizens. They mainly provide public
concerts in their home cities, but the KBS Symphony Orchestra (KSO) gives moare regional
concerts and tours internationally. The KSO operates under auspices of the KBS
broadcast company, in a similar fashion to the BBC orchestras in the UK, but its primary
remit is not to record for broadcasts. Although the'KSO has been considered a
representative Korean symphony orchestra and presents itself as a high-quality orchestra
with celebrated conductors,?* there is no distinguishing feature for which the orchestra is
known.

Korean municipal orchestras undertake concert engagements mainly within their local
cities in order to gain extra income. However, commercial CD recording and national or
international engagement concerts, which are significant parts of western orchestras'
income, are not a primary source of income for Korean municipal orchestras.

Traditionally, all Korean municipal orchestras are 100% financially supported by local
governments, but this funding is restricted: the majority of the budget is used for personal
expenses, because an orchestra is a labour intensive organisation, so there is a limited
budget for activities. Thus, orchestras are barely capable of maintaining their current status,
and they try to provide as many concerts as possible within their budget allowance.

Because of the 100% public funding from the cities (or from the KBS in the case of the
KBS Symphony Orchestra), Korean municipal orchestras are administrated and controlled
by authorities: this funding structure might lead to dual management structure (orchestral
executive constitution and city, although the final say rests with the city), which creates an
inefficient operation, as roles and responsibilities overlap and are unclear. The three
municipal orchestras differ slightly in their government structure. The CPO is, in practice,
run by its orchestral executive constitution, cooperating with civil servants at the city hall.
The BPO is run by its orchestral executive constitution, along with staff 22

222 However, this orchestra has not had a principal conductor since 2004 until now (November

2011).
223 \ost staff at the arts centre are civil servants.
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Players and staff are indeed unhappy with the promotion system, and Faulkner (1973)
indicates that improving one’s position is a main concern of orchestral players. As
mentioned in Chapter 5, there are very limited opportunities to move up to the position of
principal player or managing director. because players and administrative staff normally
stay in an orchestra for a lifetime (dismissal is rare), and could be promoted only when
higher positioned players or staff leave or retire. However, dissatisfaction with promotion
does not seem to be a focal problem to Korean symphony orchestra musicians and
administrative staff, because they considered promotion as the least important facet
influencing their job satisfaction. Thus, the working environment of the orchestra needs to
encourage the motivation of players and administrative staff, increase prestige, and find
alternative means of financial rewards.

The interview results indicate that another source of players’ dissatisfaction is lack of
involvement and influence in the orchestra. The American Symphony Orchestra League
quotes from an anonymous participant in a forum about players' involvement in decision
making: ‘The Board decides, while we go play’. Although musician involvement does not
always result in advantageous outcomes, the Symphony Orchestra Institute believes that
‘musician involvement increases the effectiveness of symphony organizations [...]
Musician involvement is seen as a factor working for the overall good of the organization’
(Symphony Orchestra Institute, 1997: pp. 1-2). Similarly, the American Symphony
Orchestra League (1993) states that orchestral organisations could increase their
effectiveness when musicians’ participation is properly processed for achieving the mission
of the orchestra (p. 182). Albert K. Webster, the former managing director and executive
vice president at the New York Philharmonic, also explained the benefits of musician
involvement (Symphony Orchestra Institute, 1997: p. 2).

On the other hand, administrative staff are not happy with lack of authority in relation to
decision making. Unlike the managers of U.S. symphony orchestras, who have a
remarkable degree of autonomy (Flanagan, 2008: p. 16), Korean administrative staff
(includihg managing directors) have very little autonomy on most areas of decision making,
such as artistic direction, music performance, or music-related community service:
absence of autonomy could negatively influence satisfaction on work, based on Spector's
study (1986) on the relationship between autonomy and a variety of outcome variables.
Thus, in order to decrease staff job dissatisfaction on this matter, Korean municipal
orchestras might require flexibility on sharing the power of organisational governance
between the orchestra’s management office and the local government authority.
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The results of the analyses cited above indicate the relationship between players’ job
satisfaction and demographic variables and turnover, respectively. More specifically, the
players in the younger age range, female, and short tenure groups are more satisfied with
their pay, compared to those of the older age, male, and long tenure groups: it might be
because the former groups have less responsibility for their family’s living.

This study also examined the relationship between job satisfaction and turnover, and the
overall result shows that co-worker and work are negatively related to players’ turnover.
The interviewees were generally well satisfied with their relationships with colleagues
(although some slightly complained about a few of their co-workers’ deterioration of
performance skill), thus the tendency of turnover in Korean municipal orchestras might be
low. In addition, players of Korean municipal orchestras are highly satisfied with their
work, so lower turnover could be expected.

What types and degrees of conflicts do players and staff experience, and how do
they handle conflicts with supervisors and peers?

Players and staff experienced various conflicts from different sources. Chapter 6 sought
answers to the research question above together with six subsidiary objectives.

The relationships among players, conductor, administrative staff, and civil servants are
complicated: the dual management structure (orchestral executive constitution and the
city), hierarchical government structure (which gives enormous power to the conductor,
without a controlling tool), and mistrust, lack of communication, and prejudice make such a
complicated relationship worse. The majority of orchestras experience the culture of
conflict, and a major challenge for orchestras is to resolve the conflict (American
symphony Orchestra League, 1993). Sometimes, lifts between musicians and the
administration team leads to a musicians’ strike (Glynn, 2000), and players of Korean
municipal orchestras, such as the Seoul Philharmonic Orchestra or the KBS Symphony
Orchestra, also exhibited their conflict towards orchestra office and local government by
concert boycott.

When comparing group of players’ different types of conflict, intergroup conflict with staff is
higher than intrapersonal conflict, intragroup conflict, and intergroup conflict with civil
servants: the group of players might experience communication difficulties and different






Table 8.2 Conflicts in Korean municipal orchestras

Type of conflict

Sources of relation
conflict

Subject

Issues

Intergroup conflict

Different perception

Orchestra player as a job/gender

Male player: a main means of living
Female: a side job or an escape path

Orchestra (art appreciation)

Players: productive subject
Civil servant: unproductive subject

Working time

Players: official attendance time plus outside activities related to music
Civil servant: official attendance time

Reguilation to enroli on an outside activity

Players: controliing tool
Administrative staff: helpful tool for players’ achievement

Ensemble Players: an important activity, and it takes long time to make a good
ensemble
Civil servants: a kind of background music for the main event; an
ensemble can be organised anytime as long as there are players; the
quality of performance is not important
Audition Players: controlling tool
Civil servant and Administrative Staff. orchestra’s development
Intragroup conflict Environmental change Audition Increasing competition between players
Cause of major conflict
Intergroup conflict Prejudice Players: civil servants are ignorant of the arts, civil servants cannot or do
' not want to understand arts and musicians
Civil servants: musicians are stubborn; musicians are rich; musicians
are not likely to play popular music
Intrapersonal conflict | Age Different life style between younger generations and older generations
Related to Confucianism
intragroup conflict Attitude Rude attitude of conductors towards players
Unfair attitude of conductors towards players
Unfair attitude of administrative staff toward players
Intergroup conflict Communication/ gender Male players: difficult to communicate with female feliow players
Players: poor communication with civil servants
Civil servants: communication difficulties with musicians and
administrative staff in orchestral executive constitution
Sources of task conflict Issues

Intrapersonat conflict

Inefficient work

Players: inefficient working of orchestral executive constitution
Civil servants: inefficient work of managing director

Players: mistakes of fellow players
Conductor's lack of conducting technique

Intragroup conflict

Attitude

Oppressive attitude of conductors towards civil servants




262
Why is local government public funding to municipal orchestras restricted, and

how far can Korean municipal orchestras adapt and grow in the current situation?
As an extension of the previous two research questions, Chapter 7 explored the reason
for the restricted funding given to municipal orchestras and, by examining the activities
of the SPO, the response to the current situation in which Korean municipal orchestras

find themselves.

The municipal orchestra is not a significant sector for local government when compared
to other public services or other areas qf cultural policy, and the cities provide a
marginal level of funds, with which orchéstras are able to pursue limited activities.
Along with a strong emphasis on cultural industries, due to their economic benefit, local
governments would like to push or encourage their orchestras into the market.
Although musicians and staff of the orchestral executive constitution perceive pressure
from the city and new environmental changes, the majority of Korean municipal
orchestras appear to be incapable of responding to these challenges.

Seoul Philharmonic Orchestra is the only Korean symphony orchestra to respond
effectively to the new challenges, aided by strong support from a previous mayor of
Seoul. They have transformed themselves into a completely independent organisation
in terms of administration,?”” but still receive an exceptionally high amount of subsidy
from the city of Seoul: public funding covered about 80% of their total budget in 2007.
In spite of the strong objections and protests from the musicians about their having a
civil servant-like status, the SPO was able to process sweeping changes of governance
because the city of Seoul gave them financial and political support. Their aim was not
only to please the citizens of Seoul, but also to have the SPQO's name acknowledged
abroad as the premier Korean symphony orchestra. Seoul has potential to enlarge its
classical music market, and the SPO could experiment with their activities, and attract
and hire talented musicians from abroad by offering high salaries: Korean major
symphony orchestras in Seoul relate to their roles as national metropolitan orchestras
and are more exposed to globa! influences and connect more closely with thé global
aspirations of Korea, whereas the other orchestras, being more local in character,
become locked into local power networks. Thus, it is almost impossible for middie-
ranking municipal orchestras to emulate the transformation of the SPO. In addition, the
result of the SPO’s change—whether or not it is successful—is still a matter of debate,
and it is too early to draw concl‘usions. '

Korean municipal orchestras will perhaps become financially self-sufficient, because
most symphony orchestras (including municipal symphony orchestras in France and

227 The SPO has the largest administrative team in the history of Korean orchestras,
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Germany) 'suffer from perennial budget concerns’ (Lehman, 2002: p. 207). The local

governments have a general tendency to believe that if the municipal orchestra
becomes a legally autonomous foundation, this is a seal of the orchestra's success,
and relieves them from financial burden. However, without proper preparation, such a
change might not lead to their ultimate development, or mean they respond effectively
to all new challenges. If they try to do this, they may lose both old and new audiences,
dilute their initial aims, and weaken their legitimacy. The real challenge for Korean
municipal orchestra lies with players, administrative staff, and the cities, along with their

cooperation.

There is, however, no organisation uniting and supporting professional orchestras in
Korea, comparable to the Association of British Orchestras (ABO) or the American
Symphony Orchestra League (ASOL).

The objectives of the ABO, for example, are:

e To be an advocate for the orchestral profession of the UK, ensuring that the
voice of British orchestras is heard by all relevant parties.

e To provide the principal forum through which members communicate
collectively with each other to facilitate shared knowledge, collaborative
initiatives and problem solving.

e To provide accurate, timely and comprehensive information on issues and
events that impact on the management, development and legal
responsibilities of orchestras.

e To provide and enable training and continuing professional development
opportunities at all levels of orchestral management.

(ABO, 2009: online?®)

These activities of the ABO can be recommended to Korean municipal orchestras, in
order to protect the orchestras from outside influence and to efficiently and flexibly
manage orchestras via cooperation. However, although having a professional
orchestral association is desirable, it may be difficult to establish because Korean
municipal orchestras have very limited autonomy; they are inward looking and not likely
to share information each other, and the way each orchestra differs (for example, in
size of orchestra and management, team, or budget) also has to be considered.

So far, the research findings have been discussed alongside the research questions.
The findings can be integrated into three parts, as follows:

The key facts regarding context

e Local cities’ emphasis on economic benefits in the aspect of cuitural
industries and financial independence of municipal orchestras.

228 pvailable at: hitp://www.abo.org.uk/About-Us/Mission/ [Accessed 11 June 2009].
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e Financial insecurity following a political election.
e Local government’s ignorance about the orchestra, and no long-term plan or
music policy for the orchestra.
e No orchestral association.
e Lack of sustainability of the municipal orchestra in terms of developing a

consistent pattern of work, long-term artistic development, and audience
development.

The key facts regarding job satisfaction

e Dissatisfaction with pay to both players and staff.

Great satisfaction with work of both players and staff.

e Pay and age are positively associated: the younger age group of player is

_ more satisfied with pay; pay and tenure are positively significant: players
with shorter tenure are more satisfied with pay, pay and gender are
negatively associated: female players are more satisfied with pay,
compared to male players.

e Players’ job turnover is negatively associated with work and co-workers,
respectively: if players are satisfied with work and co-workers, they think
less of turnover.

e Players are dissatisfied with the lack of authority, the hierarchical structure
and salary, whereas staff are dissatisfied with the lack of administrative
autonomy, salary, and promotion.

e Despite players’ complaints, auditions that are closely related to promotion
might be a good method to encourage players’ motivation if the result of the
auditions practically affect to the players’ orchestral position or salary.

The key facts regarding conflict

e Gender and Intrapersonal conflict, intergroup conflict with staff and with civil
servants: male players have a higher perception of intrapersonal conflict,
intergroup conflict with staff, and intergroup conflict with civil servants,
compared to female players.

e Male players use more integrating and compromising style when handling
conflict with peers than are female players.

e When comparing intrapersonal conflict, intragroup conflict, intergroup conflict
with staff, and intergroup conflict with civil servants, players have higher
perception of intergroup conflict with staff.

e Players do not prefer to use a Dominating style when there is interpersonal
conflict with conductors or peers.

e There is no statistic evidence that female players use more avoiding style
when there is a conflict with peers, although male players believe that to be
s0.

o Players and staff generally believe that if staff are music graduates, there is
less conflict between them. The result of this study indicates that the staff's
educational background only influences intragroup conflict of staff, which
occurs related to goals, tasks, and policies, or a result of incompatibilities
disagreements, or inconsistencies: non-music-graduated staff have more
perception of intragroup conflict than music-graduated staff.

8.3 Originality

This research is a unique study of Korean municipal symphony orchestras in relation to
cultural policy and changing environments, and has been achieved through an
investigation of the thoughts, attitudes and values in everyday practice. Several studies
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have been carried out regarding Korean professional symphony orchestras and have

indicated current problematic situations in terms of finance, managerial structure, and
administration (see Table 1.1). A flagship study on Korean orchestras was written by
Seok-Heung Kang in 2000. Kang's thesis made a large contribution to the
systematisation of studies on Korean symphony orchestras by clearly classifying
features and problems in three different areas: organisational structure and
management systems, performing activities, and the status of financial management,
However, although Kang's (2000) studies make a significant contribution to
understanding the management and organisation of symphony orchestras in Korea
using examples from other developed countries, the limitation is that he simply
describes the problematic situations within Korean symphony orchestras without regard
to the external environmental factors or issues that Korean symphony orchestras are
facing. Moreover, he does not explain how the various management methods of other
orchestras might be applied to Korean orchestral management. After Kang's thesis, the
majority of studies on symphony orchestras have been carried out by Korean student
researchers. However, most of the studies simply repeat the same issues using
different cases, and continue to neglect contemporary Korean realities.

The second original contribution of this study is its different approach to orchestra
structure. Korean researchers have suggested a particular model of orchestra
government structure, especially as related to power position. For example, Won-Chul
Park (2004) insists that the orchestra needs an independent executive constitution
controlled by an Executive Director and that a stable management system can be
obtained if the Artistic Director and Executive Director have an equality of position and
active communication. Soo-Jin Jung (2004) points to the unequal position between
Artistic Director and Executive Director as a problem of the Korean orchestra
structure®”. However, some people are of a different opinion concerning the power
position: Kyung-Ok Lee (2005b) considers that giving the highest position to the
conductor (or Artistic Director) is the most appropriate solution for the organisational
governance structure. These comments show that Korean researchers are likely to
focus mainly on the power balance between Artistic Director and Executive Director
and to insist on the independence of the orchestral executive constitution. However,
with examples of the organisational structure of American orchestras described by
Fogel (2000), Levine (2001), and Morris (2002), it became apparent that the important
things are each component of organisational structure and its role in performance
rather than in the power structure. In addition, this study emphasis the importance of

?2% However, she did not mention a preferred power structure between the Artistic Director and
Executive Director. :
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their activities. Also, orchestras are perceived to be opposed to popular musie, so

justification needs to be very strong here: it is evident that there is pressure on
orchestras to become more commercial. More economic awareness is inevitable, and
Korean municipal orchestras are being encouraged to consider the market. However,
they may not feel able to deal with the challenges they face.

Some problems such as finance, management, and artistic policy have always been
present, but the arrival of newly educated Koreans in arts management have made this
even more difficult: the cultural policy agenda has moved forward, leaving the
orchestras fee!ing outmoded. 1t is also an ideological shift away from the public
subsidizing of elitist arts to making them find audiences and business sponsors who
will pay. This means marketization, which links to an emphasis on cultural industries.

However, this shift may not undermine the original function or goal of Korean municipal
orchestras. We can change this goal to deal with the modern audience, but without its
necessitating performing only popular classical music. Korean municipal orchestras
might want to develop and expand new audiences by looking to new kinds of work—
new kinds of programming, focusing on modern music, Korean music, young people's
workshops, and better presentation involving interesting marketing and a website. |t
would mean that they could modernize their goals without this being described as
commercialization. In addition, they could use subsidy to experiment, or to provide new
kinds of social and cultural services. These activities make an orchestra a commercial
enterprise, and demand organisational changes. However, these changes may find
more support from the orchestral executive constitution and musicians, because they
could expand their artistic vision rather than requiring that all their energies are put into
making money at any cost.

Cities may see the need to speak to a wider audience and raise more money as a way
of pursuing a commercial direction. Korean municipal orchestras have not yet been and
will never become fully self-sufficient, and if they try to accomplish this, they might
merely become poor quality orchestras and lose both old and new audiences. Thus,
the cities may have to rethink how their orchestras can become relevant, and this is the
challenge for the local cities (part of the wider challenge to their existing cultural
policies). Certainly, they should continue to fund their orchestras, but they may need to

rethink policy.

A part of this study was conducted in the context of organisational behaviour, and
examined job satisfaction and conflict in municipal orchestras. The study revealed
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players’ and staff's factors of satisfaction and dissatisfaction. They both show strong

loyalty to their work, and it was evident by the resuit of Multiple regression analysis and
factual information that their turnover rate in the last 5 years was insignificant. Players’
satisfaction with co-workers is significantly related to turnover. According to Boerner
(2004), the artistic quality of an orchestra is highly dependant on the degree of the
musicians’ synchronization. Boerner and Von Streit (2007) state that ‘the musical
unison necessary for a coherent interpretation by the orchestra will not be achieved
until the group is emotionally in union with itself’ (p. 133). Therefore, it is important that
players maintain good relationships each other and reduce the rate of turnover, in order
to achieve a high quality of performance. "

The experience of authority in an orchestra depends on the type of decision being
made (Broughton, 2001: p. 337). As this study found, it is not surprising that players
have little or nearly no authority in influencing decision making in matters of music and
administration. This power structure within Korean municipal orchestras has many
similarities in spite of differing musical histories. Players dislike the orchestral executive
constitution and civil servants, but they have an ambivalent attitude to the conductor:
they allow the conductor control in return for a brilliant performance (Adorno, 1976: p.
110), but they consider the conductor as belonging to the opposite side, tell hegative
stories, and readily criticise conductors.

To unify musicians, who are often described as individualistic and even self-centred by
many musicians themselves (Wadman and Képing, 2005), and to deliver a great
performance, the conductor inevitably needs to exercise a certain authority over the
musicians (although, in general, authority may be perceived as a negative term). When
players are employed, they are aware of the circumstances around the orchestra,
including the hierarchical relationship with the conductor, and joining an orchestra
entails a willingness to accept such conditions.

Musicians may complain about their conductors and their own lack of authority, but
they may need to recognise that these are natural parts of their job and that the
conductor’s authority is a necessary evil: conductors should practice their autr{ority with
caution as a conductor’s leadership style relates closely to the quality of performance.
According to Wadman and Képing (2005), conductors often appreciate the importance
of each member of the orchestra, and the conductors’ job is to make each of them
realise that. Such action by conductors helps to develop a positive interaction between
players and themselves (Wadman and Képing, 2005: P. 7), and interaction is a key
factor determining an orchestra’s artistic quality (Faulkner, 1983). The players of
Korean municipal orchestras are thereby given the will to cooperate with each other in
order to achieve high quality performances. It is the conductor’s job to encourage,
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(Schulze and Rose, 1998: p. 228), and the Orchestra of Paris receives public funding

that covers about 90% of total cost (Guillard, 1985: p. 36). An orchestra is a labour-
intensive non-profit organisation. A significant disadvantage of a contract orchestra,
indicated by Maitlis (1998), is ‘the considerable overhead the orchestra carries,
regardless of the amount of work available’ (p. 49). That means it may be extremely
difficult to increase the salary of players and staff under the present funding regime.
One of the world's most successful orchestras, the Berlin Philharmonic, is not an
exception for the salary issue. The Principal Conductor, Simon Rattle, supported the
musicians’ demand for a higher wage, but it took some time to increase the salary
(Lehman, 2002). It is not likely that the principal conductors of Korean municipal
orchestras would become involved in the fight with cities for an increase in players’
salary, as Simon Rattle did.

An expansion of orchestras’ engagements, along with a new goal and artistic vision,
could help to decrease the players’ dissatisfaction with current pay; however, the matter
of players’ salary seems less severe than that of staff. As a member of an orchestra,
players have more chance to earn extra income from various activities (compared to
those who are not a member of an orchestra), and the cities are also aware of this.
Staff have no source of extra income, and this makes it difficult (especially for married
men®') to keep working in an orchestra. Administrative staff have a civil-servant-like
status, but the salary and pension are lower than usual for civil servants: the rate of
salary increase is also lower despite long tenure, and staff are excluded from the
welfare benefits offered to civil servants.* Therefore, the cities might wish to rethink
the wage system of staff in order to remove some degree of pay-related job

dissatisfaction.

Regarding finance, arts promotion funds or other public arts and culture funds from
central government and private sector sponsorship are not available to Korean
municipal orchestras. Thus, plural funding, such as subsidies from local municipalities,
the federal government, the state, or private individuals (which many western public
orchestras receive), might ease municipal orchestras’ financial difficulties. In addition,
the cities or central government could revise the law that restricts external financial

support.

There is a complicated network of relationships within Korean municipal orchestras. As

231 Jragitionally, in Korea, family living expenses are mainly the responsibility of male.

232 The salary of staff in the three Korean municipal orchestras studied here is high compared to
the other municipal orchestras such as Jinju Symphony Orchestra and Masan Symphony
Orchestra as players and staff in these two orchestras are excluded from welfare benefit or

pension.
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has already been mentioned, older male players are likely to have more responsibility

for their families’ living expenses than younger players and female players, so some of
them might secure their position in the orchestra by making much of their work
experience rather than emphasizing their performance ability. Similarly, although there
is a clear need for a musicians' union, this might not be used to protect players whose
lack of performance ability disqualifies them from the orchestra. Afthough players’ self-
protection is understandable, such attitudes may harm their orchestra’s reputation,
because orchestras are evaluated by the quality of their performance, and they need to
be ever more brilliant in the current challenging environment, ‘
The avoiding style, which involves sidestepping and withdrawal, is the players'
preferred way of dealing with interpérsonal conflict with peers. Yet they may need to
change their attitude, because low concern for self and others offers no fundamental

solution.

Folklore indicated that players and staff experienced less confiict between them when
members of staff were music graduates: players trusted staff who were music
graduates more than they did others, because they were considered to be on their side.
However, this study reveals that whether or not staff are music graduates makes no
difference to handle intrapersonal conflict, intergroup conflict with players, and
intergroup conflict with civil servants (except intragroup conflict),

For players, the audition was one of most significant issues and generally considered a
bad thing. But if the audition has the practical outcome of changing a player’s position
within the orchestra, it helps to increase that player's job satisfaction with promotion, 233
There are contradictory opinions about auditions: some say they are necessary for
improving the quality of orchestras; others say it is not the solution. It might not be true
that regular audition leads the development of an orchestra, but regular audition could
motivate players if the result really does give players a chance to be promoted. Local
governments should revise their orchestral auditions so that they lead to practical
results. Regular audition may be a necessary evil under the present organisational
structure, but might not be as bad as players think if it is appropriately and objectively

processed.

8.5 Limitations of the study

The first limitation is the extent of generalisation, which was due to the small sample
size (especially of staff). Although this study chose three orchestras that covered the

233 This could also help orchestras that might have top players amo ngst it staff, which coulg
mean they play better.
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different organisational structures of Korean municipal orchestras, the results from

each orchestra may not represent other orchestras because there are many variable
factors influencing players and staff, such as organisational culture, size, and history.
Furthermore, there is no way of concluding decisively whether the differences in job
satisfaction and conflict resulted from the differences of individuals or from the
differences of organisation.

The second limitation concerns the case of the KSO: at the time this study conducted,
the players of the KSO were engaged in acts of resistance against the KSO, due to the
long time absence of a principal conductor, unfilled vacancies of orchestral position,
and the announcement that the orchestra’s status was changing to a legally
autonomous agency. The results of both qualitative and quantitative research may, in
these circumstances, have been distorted, and research conducted in future may
produce different results on job satisfaction and conflict.

Third, data could not be collected from conductors due to the difficulty of access,?* so
the data on conductors’ relationships with players, staff, and civil servants is incomplete.
In addition, the data collected from civil servants were not abundant, as most of them
were not willing to say much about the issues being investigating.

This study focused partly on the relationships between job satisfaction, tenure, and
conflict. Although job satisfaction was measured using five subscales, overall job
satisfaction was not included. Job turnover was measured based on the degree of
thinking about quitting; thus, the whole process of how job dissatisfaction leads to
players’ and staff's turnover, the relation between thinking about quitting and eventual
turnover, and the reasons for turnover were not included. The amount of the three
types of conflict, the five styles of handling interpersonal conflict with different parties,
the sources of conflict, and the relationship between the amount of conflict and conflict-
handling styles were all measured; these data are useful in determining whether the
members of an organisation are making too little, too much, or moderate use of each
conflict; but whether the five styles of handing interpersonal conflict were properly used
to deal with different situations were excluded (Rahim, 1986: p. 37 and p. 68). The
relationship between job satisfaction, turnover, and conflict and job performance was
omitted due to the ambiguity of how to evaluate the success of job performance in an
orchestra—for instance, should it be by judged by artistic quality or by how many

234 | was able to gain interview permission from two conductors, both previous principal
conductors of the CPO (one of them was the current conductor at the time of the interview);
however, conductors in other orchestras could not be accessed, so | decided to omit data :
collected from conductors.
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leadership that caused disrespect, mistrust, and (in some cases) verbal violence. Thus,

conductors might use their leadership more carefully in order to reduce players’
complaints, to achieve players' synchronisation and coherence, and to ultimately
achieve a climate of cooperation, which is a key feature of an orchestra's quality.

Although it is understandable that an orchestra is not the primary issue for local
government when compared with other sacial setvices, local government might revise
its policy toward municipal orchestras with respect to the audition system, fundraising,
and the autonomy of the orchestral executive constitution,

To conclude: players, administrative staff, the conductor, and civil servants experience
unpleasant relations and are prone to blaming each other for these, but their common
aim is to make their orchestras better. To achieve this, they need to be open-minded,
interactive, and try to cooperate with each other rather than resorting to complaints and
slander. Finally, each of them is important to the success of the orchestra, and they
should feel a strong responsibility for what they are doing to ensure a bright future for
Korean municipal orchestras.
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