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T n  t l rc  c ( ) r . r l sc  o f  t l r c  l cscarch  anc l  in  th is  a r t i c le  as  wc l l ,  t l t r cc  tnode ls  based
I

Ion  thcorc t i ca l  cons idera t ions  are  c rea ted . ' fhey  inc l r . rde  thc  a r t i s t i c  p roduc-
t ion  s ic lc  o f  p roc luc ing  opcra ;  the  sourccs  o l - thc  rcsources  nccc led  fo r  t l r i s
proc t :ss ,  inc luc l ing  thc i r  va lucs  anr l  c lua l i t y  i rssunrp t io r ts ,  anc l  the  ho l i s t i c
nrodel bringirrg thcse issues togetlrer. Rasccl ort thesc rnodels, f ive case stud-
ics  havc  bccn conductc t l  on  the  orgau iza t iona l  s t ruc tu rcs  anc l  soc io -econorn ic
l lu rne ivorks  o l - the  Dcutschc  Oper  l - ] c r l in ,  thc  IJng l i sh  Nat iona l  Opera ,  the
l: iunish National Opera, thc Glyrrt lcbourrre Fcstival C)pcra, ancl the Op6ra
r l r t io ru r l  r l c  l ' l r - i s . ' l ' hc  r r r l i r r  l i r r r l ing  o l -  the  casc-s tu r ly  un : r l yses  is  tha t  a  dLr : r l
o rgan iz -a t ionu l  s t luc tu re  seenrs  to  ex is t  in  a l l  o l ' thcse  opcra  l touses :  one o l ' t l -
c ia l  and cconor r r i c  and thc  o thcr  uno l ' f i c ia l  a r r t l  a r t i s l i c .  Th is  r lua l  s t ruc tu rc  i s
r rn r lo r r l r t c r l l y  onc  o l ' t l r c  nur in  rcasons  l i r r  l l r c  r l rgau iza t iou i r l  p rob lcn ts  o f tcn
t : r l l c r i c t tcc t l  i r t  opcr : t  o tg l t t t i , t r t l i o t ts .

T l rc  n roc lc ls  u lc  c rca tc t l  to  ass is t  in  thc  d isc r rss io r r  o l  t l r c  r l i l ' f l cu l t  re la t ion-
s l r ip  o l ' c rca t ivc  l l cc rk l r r r  an t l  c l r ra l i t y  vc rsus  t l rc  cx l )cc ta t ions  o f  conr rne lc ia l
c l ' f  rcacy  anc l  accour . r t lb i l i t y  t l ra t  inc rcas ing ly  f  aec  opcr l  o rgr r r t i z i r t ions  in  the
l i r tu rc .  I t  i s  l ropcr l  t lu r t  rnapp ing : rnc l  narn ing  thcsc  l i r rccs  as  rvc l l  as  t l rc  vu lues
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and qua l i t y  assuntp t io t ts  invc l l ved  can he lp  in  n rnk ing  in l i r rmc6 cho ices  ab6t r t
t l le way lorwirrd for ol lcra or.girrr izat ions.

' fhe Research Projcct in euestion

Thc start ing point ol ' t l te rescarclr project in qucstion lns been t lrc frer;sclt
problerns i '  the manage' lent of opera orga' izat ions thro.grr.ut Errr.pe
recently. The bestknown exarrples are undoubtedly the I)aris op6ra's exPe r i-
ence w i th  Dan ie l  l Jarenbo i rn  in  thc  la te  l9g0s  and the  Lont lon  covcnt
Garden's problerns in the last ferv years. The Finnish National opera rvrr-
nessed a  s i rn i la r  tu rh t r l cn t  pcr io t l  in  t l r c  e l r l y  l ( )90s  w l rc r r  t l r c  i r t l l r i l i s r r i r t rvc
director resigned after a series of problems with the gcrcral cl irector-rvlro
subsequently rcsigned (tue to a lack of co.f icrcrrcc towilr(r his rv.rk.

These dif f ic, l t ies-wlr ich appear rather lr-et luently and scerl to fol lorv a
pat te rn-cou lc l  na t t r r l l l y  res t t l t  f ron t  the  incor r rpe tcnce o f  open l r6 r rsc  r r r i rn -
agers' One cannot hcl l l  wonclel ' i t tg, l to' ,vevcr, rvlry t l rc grcutcst <tpc11 S6rrscs irr
the world woukl rcpcarcclry bc trustcd to i .c.pablc Icaclcrs. Rather, Ihc
assu l l lp t ion  i r t  t l t i s  rcscarch  pro jcc t  i s  t l ra t  t l r c rc  a rc  in [c1c1t  tc r rs ig r rs  i1  r t rp -
n ing  an  opcra  organ iza t ion  t l ta t  cause the  d i l l l cu l t ies  in  i t s  rnanagcment  s t l rc -
tures and f inances-the two 'rost freque't arrd ol len coi.cicr ing Problcr 's.The rnauager ia l  and l lnanc ia l  p rob le  n rs  o f  opcr r  ho t rses  r ravc  becr r  cx rc r -
s ive ly  d iscussed in  scvera l  rcpo l ts  and consu l ta l rcy  papcrs  f ro r ' t l re  i ' t c rnu l
organizational point ot 'vierv t>vcr the last clccai lcs. The r1ui l  opcra houscs irr
the  Un i ted  K ingdo ' r ,  fo r  exar 'p lc ,  have bcen anr r ryze t r  r r t  l cng th  by  ou ts i r l c
consu l tan ts  anc l  govern t t tcn t  bod ics  scvera l  t imcs  in  thc  las t  lb r ty  yeJrs .  T l rcsc
ana lyses  have becr l  car r i cc l  ou t  w i th  respcc t  to  cxJrc r rd i tu rc ,  p l r rnn ing  anr l  bLr t l -
ge t ing  p | t l ccsscs ;  wo lk i r tg  p r : rc t i ccs , : rn r l  poss ib lc  t r r i r l i t i o r r i r l  i r rc9r1c .  S i r r r i l l r r
repor ts  I rave  bcen c rc . tcd  i .  scvera l  o thcr  co .n t r i cs  as  wc l l  ( t ._y rc  l99 l i ;
Assoc ia t ione Naz iona lc  l ln t i  t_ i r i c i  e  .s i r r lon ic i ,  1990;  Ga l l  1993,  l997 .1 . . l .hcsc
rcpor ts ,  l towcvcr  he lp { i r l  thcy  rn ig l r t  lu rvc  bccr r  l t  thc i r  l i r r r t :  to  t5c  cx is t i r rg
l l lanage l l le l l t  o l ' t l te  l to t rscs ,  l tavc  no t  a i rncr l  to  c rca tc  i lny  gcncr . r l  unr lc r -s {ar r t l -
ing  o f  the  inhcrcn t  rna t tagcr ia l  i t t t t l  ccor ro r r r i c  t l i l l l c t r l t i cs  o l 'opcnr  o rg i r r r i zu-
t ions .  ' l ' h is  po i r r t  i s  o f tc t t  i td r t t i t t cc l  in  ( l rc  conc l t rs io r rs  o f -  r l rc  rcpor ts  ig r t l  i s  , r l s , ,
we l l  dentons t ra tcd  by  t l t c  rccur r ing  ncc< l  to  rc tun l  to  thc  i ssucs  (scc ,  f i r r  e  x ; r r r -
p le ,  Auv inen 199( r ) .

My goa l  in  th is  rescarch  pro . jcc t  h ls  bccn ,  thc rc l i l re ,  t6  take  an9[5cr  v rc iv
o f  the  f t rnc t ion ing  and t l )c  s t ruc t r . r rcs  o f  opera  I rouscs .  Ins tcac l  o f  a r r i r l yz i r re  t l rc
organ iza t ion l t l  s t r t t c tL t rcs  o Ia  s ing lc  opcr i r  ho t rsc  l .n l rn  thc  ins idc  ( t l r i s  lu rs  t rc t - r r
done f reque. t l y  enoug l r  w i t l rou t  any  lo 'g -s ta ' r l ing  succcss) ,  I  rv i i l  r ry  t< r
exp lo re  and to  tnap so t l te  o f  t l t c  cx tc rna l  fo rccs  i r r l lucnc ing  thcsc  s t l t c tu rcs
ancl to f incl possible correlat ions betwcen thcsc forces. thc orglnizl t iorr:r l
structt lrcs'  i t t td t l tc di l l lctr l t ics rucntioned previorrsly. ' l ' l r is is clonc f-rcln i l  ulofc
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abstract theoletical perspec(ive ancl also by analyzing several case-sttrdy orga-
n iz-at ions to pcr .ce ivc possib le pat tcrns and s int i lar i t ics.

l) rc I i tn i n o ry A.r stt ttt 1tt i t ttt s ttf I h c Iic.s c u n'h I' roj cc t

Opera is  an in teruat ional  ar t  for t t r .  This  is  cspccia l ly  t rue today when a l l  the
rrra-lor houses prcsent rclatively similar prograrlrs, which are procluced and
performed by a core group of international conductors, directors, designers,
and singers. This univcrsality has inevitably led to a great similarity in the
corc product aud in tlre standards of t lte opera houses. Therefore, the art lornr
itself dictatcs to a grcat cxtent thc rcsources and tlte organizational structures
needed to produce opera. For example, Verdi's Airlc requires a fairly specific
number of skil lecl pcrforrners, a certain type of perfclrtnance space, and a cer-
tain type of sets rvherever it is perfclrnred to comply with tlte conventions of
the art form and international standarcls. Moreover, the itnportance of the per-
formers is naturally indisputable for an opera house-the artists being the core
group rvlro irrc putting out the organiz-ation's product. Therefore, it is assumed
that the artistic proccss (the product) and its i l t l l trertcc on the functioning of
an opera organiz-ation need to be investigated to create a picture of the forces
influencing the organiz-ational structurcs of opcra ctltttpittt ies.

Putting on ol)era in its current forrn is a costly business. This seems to be a
generally acccpted l irct. I ' l t lwever, there are dil l 'crerrt solttt ions for acquiring the
necessary resources in clif l 'erent socio-econortric surrouutiings. Those solutions
range fronr alrnost cornplcte funding by state antl ttrtrtricipal authorit ies (e.g.,
thc Gcrrnarr nrodcl) to alnrost t<ttal reliattce ou private funcling (e.g., the
Arrrc l ican r r rot le l ) .  ' l ' l rc lc  I ravc bccn,  howcvcr ,  l ruunci i t l  a t td  Inar tagcr i i t l  prot t -
lcnrs botlr in thc hclvily subsidiz.ed organizatiorrs urtd in tlte less subsidiz-ed
oncs. It is assuuicd irr this research project that to uu<lerstand the diff iculties
antl tcnsions in ruarraging irn ol)cri l orglrrizatiort, t lrc irrl lucrtce oI the socio-eco-
norlric conlcxt in which it exists needs to bc includcd in tlre analysis.

Thcse basic assuurptions lcacl us to the dual analytical approach to under-
standing the functioning ol' opera organizations that is crnployed in this
researclr project. T'his approach is callcd an artistic-ecottotrtic dichotomyl in the
course of t lre research. 'I 'he analytical apparatus presented hereinafter proposes
to assist in thc analysis ol 'thc artistic-econonric fratttework in which opera orga-
nizatiorrs opcrate. lt is subscquently uscd in thc case-study analyses of f ive
opera organiz.ations an<l t lrcir artistic, nranagerial, antl f inancial structures.

The Annlytical lVlodcl

Based on the preccding prelinrinary assuntptions, arr analytical model lras
bccn creatcd in tlte course of the rescarch projcct. 1' lre cornplete argulnent on
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which it is based cannot, rrnfbrtunately, bc presentecl here clue to lhe scope ol'
this article. Tlte rnoclel is diviclecl into trvo dil l 'erent sections: the rnodel t le-
scr ib ing the a l t is t ic  s ide of  producing opera and the mor le l  descr ib i r rg the
stlci<l-ec<lnottric sidc in which opcrl orgarrizatir>rrs ncetl t() opcra(c, bgth clf
which inevitably inl-luence the organizatiorral srructures.

The Artistic Side of an Oltera Orgartizrttiott's Framex,ork

The rnodel  descr ib ing the ar t is t ic  s ic le o l 'producing opera has been arr ived
at  f rorn a n. rus ico logical  point  of  v iew,  t l iv ic l ing opcra in to i ts  three aspccts-
drarnatic, tnusical, ancl vistral-and thcn abstracting fronr tlrcse the necessary
forces and resources needed to put on an opera perfornrance. The lnoclel
descr ibes t l te  convent ions in  which the opcra organiz-at ions currcnt ly  ncet l  t6
operate (l igure l). It is consiclerecl relatively sclf '-explanatory and rvil l  nrcre-
fore not be explicit ly discr-rssecl in tlr is context.

The socio-Econontic side of an opara orgrtnizatiort's Fratttev'ork

The nrodel  descr ib ing the socio-econornic  s ide o l '  the context  in  rvh ich
opera organizations need to operate has been arrived at from trvo clif-f 'ererrt
viewpoints: f irst, by creating categories f.r cl ifferent possible sourccs of
inconre avai lab le and,  seconcl ,  by explor ing t l re  socia l  va lue syster ls  at tac lec l
to  these sources.  Addir ional ly ,  the quest ion of  the d i f f -erent  expectar ions of
the qual i ty  of  t l te  product  of  the opera urganizat ions is  c l isc lssecl  in  con;r r r rc-
t ion wi th t l re  rnodel  crcated.  In  the real  wor lc l  o f  producing o[ )cra,  l l )c  c i l te-
gt l r ics crc i t tcd i r r  t l rc  t t lodc l  ovcr l l tp  i t r t r l  i r r tcr i rc t .  l )c l in ing t l rc  prr rc  c i t tcgoles
I rere,  however,  wi l l  hc lp t rs  in  dcscr ib ing the rnore b lurrcd real i ty  in  con-
junct ion wi t l r  t l re  casc-study analyses. ' l 'he argrr rncnt  for  t l rc  sqcio-ecorrorr r ic
model-dcenrcd not  to  be sc l f -explarratory-- - rv i l l  bc inc ludct l  hcrc in  a con-
dcnsed forttt to lnakc the usagc of the nroclcl coruprehcnsible in thc context
of  th is  ar t ic le .

The rnost straiglrt lbrwarcl source of the inconre needcd for thc plrrluctiep
process of opera woulcl be the audience who enjoys the procluct-that is, per-
formance of the opera. This-in a certai ' scnse comnlercial-approach to
income has n<lt always been (he case, howcver. opera organizations have
often needed additional l 'esources to cover this rnarket failure. All the dil ' fcr-
ent  sources of  incorne,  inc luding thc audicnce,  can bc c l iv ided in to t rvo
dichotonlies describing the contributing btlcl ics. l 'hese clichotonries are. f ' irst.
t lre division bctwcen one source and niult iple soLlrccs of inconre ancl, secorrd,
thc d iv is i< ln betrveen pr ivate2 and inst i tu t ionals sources,  cornbined in  the
model to crcate four different categories. 1-hese categories label only thc
source o[ the inconre without tackling the reason for t lre support ancl thc val-
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ues attaclic(l to it. II.r this rcgard, t lrc division of society by [{abcrrnas into civil
society, ecoltouly, and state wil l bc helplt l l . ' fhis theoretical frarnework wil l be

briefl y prescnted hereinafter'
The tripartite model of civil society, econonly, and state is based on the

division of socicty into categories of l i feworld and system explored by Jiirgen
I{at rernras in | ' l te | -heory of  Cortur tunicat i t te  Act ior t . ln  h is  theory the l i fewor ld
of the inclividLral is further dividecl into the private and public spheres.
I Iaberrrtas clc[lncs his two catcgorics as follows:

Why ,tt Dfficult to Manage an Opera IIou.se ?

l 'he inst i tut ional core.ol 'rhe private sphere is t l rc nuclcar family, rel ieveri  ol pr.-ductive functions and special ized in tasks of social izat ion; f iunr the systenricperspec t ive  i t  i s  v icwed as  the  env i ronnrcn t  . f  Pr iva te  househo lds .  The ins t i tu_tional core of the p.bl ic sphere conrprises cor'nr.nicative networks ampli f icclby a_cultural conrplex, a Jrrcss ancl,  later, ntass ntecl ia; they ntake i t  possiblc 1i. , ,a  pub l i c  o f  a r t  en joy i t rg ] r r i v : r l r  l r c r .sons  to  per t id iPate  in  the  rcpro t luc t ion  o f .cLr l -[u re ,  a r rd  lb r  a  p t rb r ic ,o f  c i t i zcns  o f  the  s ra tc  to  p^ r t i c ipa tc  in  ihc  soc ia l  in tcgra_t ion  rnec l ia red  by  pub l ic  op in ion .  ( I labernras  1997,319)

Col.ren and Arato, however, in their Civi l  socier),  ctrtd pol i t ical Thcon, cont_
bine these two categories into one, the civi l  society, which is aclopted tclr the
purposes of this study. They define i t  as fol lorvs: . ,This concepr w,oult l  includc
al l  the inst i t tr t ions and associat ional fbrrns that recluire comrriunicative lntcr-
action ror (heir reproduction and that rely primari ly on processes ol- socir l
in tegra t ion  fo r  coord ina t ing  ac t io .  w i t l . r in  the i r  bounc la r ies ' ,  ( Ig ( )2 ,429) .

This l i fcworld-civi l  society-is opp.scrl  by two rrecl ia-srccred sysrcnrs,
the state (steercd by the 'recl ium of power') ancr the cconorly (the nrarkct
steered by the rnediun.r of money). ' l 'he function of thesc syste r is in conjtrrru_
tion with civi l  society is describecl by I labcrrnas as fol lorvs:

Frorn  the  s landpo in t  o f the  subsys lenrs  o f ' t l re  ccor )onry  a r rd  the  s ta tc ,  the i r  in te r -acttotts with t l tc respectivcly contiguous sphcrcs of ' the l i lcrvorl t l  r :rke the f.r-rrrof interclrange relat ions connected in parai lel.  ' l - l rc econornrc systenr excl lrrcsrvages agai.st labor (as input f ,ctor),  as wcl l  as goocrs antr a"rui. . ,  ( ls t l rc aLrt,p t t t  0 l ' i t s  o rv t t  p ro t luc ts )  aga ins t  cor tsurncr  c le r r l i r r t l .  T l rc  p r rb l i c  a r l rn in is tmt r . r r
exchat tgcs  orga t t i za t i< l t ta l  pc r fo r t t ta r tces  l i r r  taxcs  (as  an  i r r i ru t  l i r c r11r ) .1s  rver r  aspoli t ical t lccisions (as the orrr).(  oI i ts orvn procructi)  r irr  rrrass royarry.( l labernras  1987,319)

Th is  t r ipar t i te  d iv is ion  has  been in t roducer l  in to  thc  contex t  o f  a r ts  func l i .g
by  F lenr ik  Kaarc  N ic lscn  (N iersen 1996,  1999) .  1 'hc  app l i car io .  o f ' rh is  rhc . -
ry  to  a r ts  sL tppor t  i s  bascc l  on  t l t c  assunrp t ion  tha t  t l re  conrnrun i ty /au-
d ience/pub l ic  f inds  va lue  in  the  ar t  fo r rn  in  ques t ion  in  the  l i fe rvor lc l  conrexr .
Subsequent ly  these th ree  sources-q ta te ,  c iv i l  s r i c ic ty ,  a .c l  ec . r r . r ry -p rov i r rc
support for the art lbrrn louncl valuable by the surrou.ding sociciy. Each ol
them has di l l -erent airns and rcasons for this support that are based on thcir
own va lues  and assurnpt ions .  T l iese  th ree  va luc  sys te l rs  w i l l  bc  b r ie r ly  p rc -
sented  in  t l ie  fo l low ing  pages,  one ca tcgory  a t  a  t i rne ,  bascd o .  i . t c rp rc ta t ions
by  I ' l aber r .as  (1987) ,  cohen a 'c r  Araro  ( rgg2) ,  and N ie lsen (1996,  i999) .

The va lue  sys tenr  beh ind  s 'ppor t  Ib r  a r ts  by  c iv i l  soc ie ty  i s  the  no t ion  o l '
the  rnernbers  o f  soc ie ty  accept ing  sharec l  i r rc l i v idua l  rcspor rs ib i l i t v  fo r  thc
th ings  comnron ly  fou .d  va luab lc .  That  i s  to  say  tha t  ,uhoever  lu rs  thc  r r re .ns
o f  p rov id ing  sonre th ing  founr l  conr rnuna l ly  va luab le  i s  cxpec tcc l  t .  p rov i r l c  i { .
The judgnrent  fo r  the  re la t i ve  va lue  o f  th ings  a 'c l  the  anrount  o f  suppor t  they
need,  however ,  i s  Ie f t  to  thc  d isc re t ion  o f  the  in r l i v idua l .  ln  rnak ing  a  dcc is i rn ,
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Ire or she is scrrsit ive to the comntunal values and to the ethos of shared
responsibil i ty for the contmon goocl in his or her l i feworld.

Tlrc valuc systcln belrind support frorn thc state is t lre bureaucratized fornr
of accepting coninrorl responsibil i ty for the cornlnon good on the system's
level. In this fornr t lrc individuals contritrute to the state (normally in the forrn
of taxes) and thc state then distl ibutes tlre funds to provide services according
to thc priurit ies cleciclecl by the rulers-in clernocratic societies through a demo-
cratic process. Irr thc casc of a <lcrnocracy, the values of conrpcting nceds in the
society ancl thcir rclative priorit ies becorne a nlore problernatic issue than, for
exarnple, in the case of civil society because they need to be made nrore explic-
it for them to be cournronly discussed and decided by public opinion.

The value systenr bchind support fronr the economy (the marketplace or
rnarket force) is nrore straightforward. The support is channeled to things
found valuable for the individual or organization concerned. The task of pri-
orit iz-ing and valuing tlre things conrpeting for economic resources is, in the
case of the rnarket, a more straightforward process because it involves only
onc indiv ic lual  or  organiz.at ion that  rnakcs the dccis ion on the basis  o[  the
greatest good gaincd in relation to the expcnditure.

Closely assclciated with these categories is the notion of quality-used conr-
nronly as a nrcasure of srrccess 01'an arts organization-as a contextual entiLy
as proposcd by Niclscn ( 1998). l le l lncls thrce dilferent contexts for discussion
of  qual i ty :  t l rc  ar t  i r rs t i tu t ion,  the pol i t ica l  ancl  econornic ,  and the l i f lewor ld as
context. The <luality irr the context of an a|ts institution is "deterrnined by a
cornnrorl relerence to the ' institution of art, '  conccived as an esoteric f leld of
praxis with its orvn criteria for validity based on discourses sternrning frorn
expert  cu l tur-e"  (1999,  l9 l ) .  In  the pol i t ica l  and econornic  context ,  " the qual i -
ty of aesthetic artefacts is directly proportional to their abil ity to attract broad
anr l  posi t ive publ ic  at tcnt ion"  (1999,  192) .  In  the context  of  l i fewor ld,  qual i ty
is discussed "in conrrection with, lbr instance, the conccpt ol aestlrcric c-rpcri-
etrce anrl hence as thc rluestion of thc qualitative features of the dialogic
cxchungc bctrvccn a certain artclact and the potcrrtials of a certain user shaperl
by tlre l i feworld and thc l ife experience of the user" (1999, 192). Naturally, the
discussion of quality is very complex and is philosophically less clcar-cut than
clescribcd herc. Thcse categories, however, seem useful lor analyzing the orga-
niz-ational rcality in rvlrich opcra houscs cxist, evcr.r though they could be fur-
ther debated in aesthetic-philosophical tenns.

With the hclp of these lhree categories, therefore, we can analyz.e the
unclerlying value systenrs of different sources o[ incorne for opera organiza-
tions. The model of the socio-econornic sicle o[ the context in which opera
clrganizations opcratc is prescntcd in l igurc 2. Tlre diffcrent contextual con-
cepts oI quality have not becn includcd directly in thc rnoclel; however, they
rv i l l  he used in t l re  subsequcnt  analvses.

Why Is It licuLt to Manage an Opera I!ott.sc?

Tlrc Cotttplete Analytical Motlel

The artistic and socio-cc.'ornic contexts i '  rvhich opera or.ganiz.ti.n.5 negdto operate are contenrpr.ted in the case-study a'aryses. wlrich use the t*,. nrocr_els presented in the precccling pages. J'he casc-sturly analysis is lrasetl .,n theassumption that the organiz:rtio's and tlreir strucrurcs are str.ngry innuencedby.the forces nrapped in the r'oders. The core of rhc comprer" nio,t"l fr,or', rt.,"artistic nrodel ancl the econornic rnoclel) is presented in figurc 3.with the herp of f igure 3, f ive case-studi organizati.ns have bec. araryzeclin the course ofthe research project. Thc ainr ofthc st'dy has been to rrap thevar iables def ined in  thc 'naryt icar  ' rocrcr  as far  as p 'ss ibre in  the cascs of  ind i_v idual  organizat ions arrd t .  s tu<ry thern t .  f i rd .ut  i r .a .y  corrc lat ion bcrwcenthose forces and the organizat ional  s t ructures a.cr  funct io ' i .g  ex is ts .  A set  of -empirical evidence rra-s bcen colrectecr regarcring t 'e casc-"stucry organiza-tions-rhe Deursche oper Rc'l in, trre l i 'gl isrr Natio'al opcra, , ' ,. i ;;,;,;; i ;National opera, the Gryndebourne Festivaiopera, an(r the op6ra .ati.nar creParis-involved i '  the research. Because the scope of this ar.t icre is too Iinrit_ed and because the concrusio 's  are morc i r r tcrest ing,  t 'c  casc-stu<ry a 'ar1 'sescannot be presented here. The comprete case-study crescriptions n,. 'd , lu,o ,r.inc luded in "Unnranageablc Operai , ,  (Auvincn 20(X)) .
'Ihe Main Findings of the Researclr pro.iect

on the basis  o[  the casc st 'cr ics conductca r r r r r rng t r rc  rcsc. r -ch pro jccr ,  scv-eral observations anrr co'crusions can bc nracre.'r 'rrcse arc rrividccr irrt. r,"v.
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l' IGURE 2. Incomc Sourccs and . l . l rcir  Social Vrluc Systems
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[- lGURIi 3. Organizational Structurcs of Opera Organizations (to I ]c

Investigatc<l) Dcal ing with Arl ist ic- l icononric Dichotonty

Visual
asPccts

nr l is t ic  -  Econotnic-'
pr()ccss res()urces

dil l 'erent arcas: the artlstic-econornic clichotomy irl the organizational struc-

tures of opera houses as well as their general frarneworks, which incorporate

the value systems and the quality assumptions defined previously'

O rgtt n i utl iotrol S I rucl rt rc s

I r r t l r e s t r u c t u r e s o f t l r e o r g a n i z a t i o n s a n a l y z e d , t l r e a b s e n c e o r r e | a t i v e
uninrportance of the key artistic players in the process (highlighted in the

artistic sicle of the analytical model) seenrs surprising. It seerns unreasonable

to asst|I i le t l lat the star c<llrclttctcrrs, stage directors, and singers would accept

tlrc placc that thcy lravc ltcen allocatctl at thc lowcst lcvcl of t lte organiz'ation

charts-nee<ling, in effect, to go through the whole clrain of cotnmand before

rcaclring thc gencral dircctor. l lathcr, thcy should bc included in the top lay-

ers .f t l ie org^niz-ations. O* t5e basis of this clbservation and of the undeniable

porver and i-nflr,"nce that t lrese key playeis 5ave ou the fu.ctio' ing of opera

Irour", (detnonstratecl, for exarnple, by the fees the organizatious are wil l ing

to pay for thcir scrvices), it sccrils rnorc l ikely that a dual organizational struc-

ture exists in thc opcra houses coucernecl. Bcforc suggesting the form this dual

organiz-ational structure might take, let us cliscuss the olganizational structures

ll 'ortr altothcr Point clf vicw.
All of the organiz-ations analyzctl I lave a relatively Ilat structure consisting

of a general manager and a sct of clirectors, eaclt of whomis in charge of a

rlcpartrner]t. ' l 'hc organizations analyzecl vary considerably in size, from the

570 ernployees of the trnglish Natiorral Opcra to the 1388 ernployees of t lte

op6 rana t i ona l c |ePar i s ,a fac t t ha tna tu ra l l y i n f l uences theco rnp lex i t yo f t he

T'hc Jourrrul 12[ Arts Munogemettt, lt
'nnd Society Why I.s I ';lJicult 

to Mttnrtpc un Opcrrt lIrsu.re?

organizational structurcs. Tlrcre seenrs, howcver, to lre a colnrnon basis for t lrcdivision within alr thc organizations. Under thc general director, f lve b.sicfunctions exist, sonletinrcs diviclecl arnong sevcral clirectors: the rr.nagrrg
director, in charge of the financial and orgnnizational issues; the pranning andproduction clcpartnlent (in sorne cascs callcd artistic adn'rinistration), in c6.rgeof prograrn'ring and production pranni.g; the rrrusic crepartment, i. charge ofthe orchestra and chorus;  the bal le t  depart tnent ,  in  charge of  the bal lc t_re l . lcd
rnatters; a'd the technical dep,rtrnc'1, i '  clrargc of the stages and rv.rkshrps.

In the case of t lre op6ra national de paris, altogether iI,.." nr" sevenrccndifferent directors directly uncler the general <Jir.ector. Because the organiz:r_tion is considerably bigger than tlre others anaryzcd, horvever, the large nu.r_ber of directors is explained by the division ol't lrese basic clepartrle"nts r.r.snraller dcpartme'ts. For exarnplc, the financial ancr organizational issLrcshave been d iv ided among s ix  c l i f f 'ercnt  depart rnents,  rnc luc l ing hurnanrcsources,  publ ic  rc lat ions,  ancl  t r roar lcast ing : rnt l  rccor t l ing.  Norre of  t l rc  org i r_nizat ional  s t r t lc t t l res st t rd iec l  ackrrowledge iury "vcr t ica l "  in teract ion ' . ro.g
these five "departrnents" that inevit 'bly rnust exist for the opcra houses r<lfunctio' properly without referri 'g ancr conrr'u'rcating ail the decisio'sthrough the general director. This lack ol' interaction provitles furtSer evidc.ccfor the clairr that a dual orga.izationar stlrcture exists in opera organizations.

Thus, it seerns possible to clair ' that this five-<Jepartrnent division-with-
out nruch relerence to thc artistic procluction tclnl-detectccl in all t6c casc-study organizations irnplicates the practical synthesis of the artistic-econor'ic-
dichotorny. The rtl le of the organization is to catcr to the artistic Droducti.nprocess' nranaged rnore or less directly by the gcncral director, who is sorne_what  outs ide rhe orga. izat ional  c lonra in.  The orga. iz .at ion fac i l i ta tes th isprocess (uncler the temporary artistic authority grartcd by the generzrl cl irectorto the kcy ar t is ts  i r l  thc prot luct ion tcanr)  wi th i ts  ptani r ing a-1c l  pr .c luct iu . ,
rnusic, ballct, and tech'ical depart'rents.' l-he role clf the nrzuraging clirector rsthen to ensure that  thc.pcra house cornpl ics rv i t l r  t l rc  f inancia ia, i l  organiz._t ional  expcctat ions of  the surrounding socic ty .  Ensur ing corrp l iancc is  ie  l lect -ed in the structures that outl ine the rcsourccs neerlecl for opera procluction (in
the division .f t lre previously referencecl clepart'rc.ts) but cloes n.t ackn.*,r-
edge the organizatio.al powers ol'thc key artistic pcrsonncl in the artistic pr.o_duction process. This lack of acknowlcdgerncnt lcaiis inevitably tg c6nflicts ofand confus io.s  over  arr t l ror i ty- . rganizat ional  vcrsus ar t is t ic- in  the orga. i -zat ion,  as a.yone fanr i l i . r  wi th rhc everyc lay work of 'ar r  opc*r  hotrsc ca ' i ls rcc.

Tlrc Socio- Econonic Frtunavork

one of t lrc prelirni '.ry assurnptiorrs ol ' thc r.escarch project was th.t thcsocio-econor.ic l iarnework in rvhich a speci|ic opera house exists in{luenccs rts
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ofganiz-ational stnrcture consiclerably. This is the case on the level of the board
of rl ircctors but rlocs nol seenl to lre the case with the actual organizational
structures-apart l ionr the inevitable value and cluality assurnptions discussed
separately hcreintfter. This places the general manager of an opera house in a
dift lcult balancing act between three types o[ forces: the artistic forces not dealt
rvith clirectly by lris or her organization, the socio-econornic forces influencing
his organization in the forrn of the boarcl of directors (or the equivalent) and the
aurliencc (or box ofl ice), arrd tlre organizational or rnanagerial forces (even
though in this thc rnanagirrg director can providc a grcat deal of assistance).

This clairn can bc supported by bricf exarnplcs. In the interviews included
in the case-study analyses, t lte directors rverc askcd about tlte systerns by whiclt
thc artistic production process is and can be controlled. In the answers given,
tlrc irrrportancc of contracts was stressed-acknowledging, however, that the
bargairring porver of the key arlists extended beyond the legal organiz-ational
rcalrn ancl that in tlrc casc of a dispute (artistic or artistic-financial), t lre gcrre r-
al director plays a key role in solving the tensions and in negotiating a solution
to the problenrat ic  s i tuat iorrs .  S i rn i lar ly ,  in  the in terv iews lhe representat ives of
the boards aud ol'the funding bodics stressed the (relative) artistic autonorny of
the gcnelal directors-adrnitt ing, however, that the choice of the director is a
key policy clecisicln in the artistic sense. Tlris provides the board with a possi-
b i l i ty  of  in l lucrrc ing t l rc  organiz.at ion and i ts  fu t r r re pol icy by th is  se lect ic ln .

7'lrc ltltxlcl Ctnrtltittittg tlte Attolytit:ul lt4odcl orul Case-SIud1' F|,rr,,,rtt

On tlre basis of the preceding argunrentation, the organiz.ational fclrces
irrvolved in rnanagirrg an opera house can be described as a tripartite nrodel
rr, it lr t lrc ccntral rolc heing taken by the general director. This model is pre-
scrr tet l  i r r  l rgr r lc  4,  wl r ic l r  is  rur tura l ly  l  s i r r rp l i l ' icat ion o[ 'ar ry  cx is t ing s i tu i r t ion.
[:or exarnplc, l igule 4 does not takc into accor-urt t lre irrf luence that the audi-
cncc ancl socicty huvc orr the artistic process through courrnunicative interac-
t ior r  not  nrcr l ia tcd l ly  thc opcra organizat ior t .  Fur t l rcrurorc,  therc is  no dc l ln i te
rvay of  detennin ing that  the pro<luct ic ln  teanr 's  only  context  lor  qual i ty  d is-
cussion is  that  o l  t l re  ar(s  inst i tu t ion.  ' f l re  model ,  however,  l ras been created to
lnalyzc ( l rc  l lanrcwork in  rvh ich opcra hotrses ex is t  ancl  in  which thei r  org ln i -
z-atiollal structures a|e shaped. Tlrcrcfore, it seems possible to clairn that the
lbrces-often contradictory-5111161111{is1g an opera organization can bc
rr rappcd anr l  unalyz-et l  wi th i ts  l rc lp .

E,ratttplcs o.f l)ractical Apltliculiott.t o.[ tlrc Model Crautcd

As a dcnllns(ration of the practical use fulness ol'the rnoclel, let us consid-
cr sonrc cxirnrplcs of-thc rnost l 'r 'c<lrrcrrtly occurring problerns and controver-

Why Is It ' 
)cult to Mrttnge att ()1tent Ilou.se?

FIGURE 4. Tripart i tc Modcl

^ .Artislic 
process: {______}Gcneral

Production team: Director.
Conductoq Designer(s),

Singers \
Qua l i r y  con t cx r :  \
Ans inst i rut iorr

Opcra  Organ iz : r t i< ln :
P lann ing  anc l  p roduc l ion

dcpar ln rcn t ,  Mus ic
depar ln rcn t ,  Ba l l c t ,' l ' cchn ica l  

( l cp i l r t tnen l ,
F i r r r rnc ia l  anr l

o rganrz_at rona l  i ssucs

sies affecting opera organizations. -r 'hese i.crude ' 'anciar carercssness anrl'rrsmanagement, probrerns in the rerarionslrip betwcen trrc generar directorarrd lhe tnanaging direcror (anrl the rvhole dinizations sttouta'be rnalragccr by an artist or 
scusslon as to \vllethe. the orga-pri ci ng por icies. ii'" r"y -,. u,io",. o,,,ii,,!,?,: J o;*ili' 

.[:ll li::?;,il:value assunrptions incruiea irr trroresor,...", oro.n,"a to trre orga'ization anclthe diff-erent conrexrs of quality,ri.;;; i ,;; ln rvhic' the crifr-erent insrances(stakehorders, if we wish io use rh" r",-*""1 operate. .f lre ge rrer.r crirecroris  i r r  thc; . ros i t ion wlrcrc hc. r r  r l . t "  u" . ,1 . ,  , , r " "u, , t , ,u , "  lhc i r r rpor . t l r r rcc o l . t l tcscvaluc scts and t l re  co. texts o l 'qual i ry  cr iscussion to thc organizat io . .  ' rs  or  , rersuccess in  th is  balancing acr- t r re j " , " r , " i " , , , i " , r  
o f  the organizat ion,s ar t r .s t icpol icy and rnanager iar  pn. t i " " r - . t t ; ; , ; ; ; ;  r 'c  succcss . f .  l r rc  org i rnrz i r r i .n .T'hc rclationship betwecn the tlrga'ization a'd trrc artistic-p*rcructi,rr rca.r(who are assurnecr ," r:111,f:r artisti"l i trgit 'q,,"ri,, using rhe arrs insrirurion roproduce a quarity context) rras carrier rr"".J J",nonrtrared to bc mediatccr bythe ge'erar crirector'-apart fr-onr ttre aircci inru"n...rrr autrrority givcrr tothe anis t ic  team over  the organizat i " '  a . . . i ' r "  rhc pr . r ruct i . . .  S ' .Lrrcr  t 'cgeneral  d i rectorc l t< lose to accept  t l te . r ' ls  i .s t i tLr t i . .  i rs  the o lgar izat iorr ,s  s . rccontext  for  quar i ty  cr iscourse,  t 'e  opera ho 'sc ,voulc conrprctcry r i rc i r i ru tc  r r rcartists in theirquest' Trrere rrcecrs kr be a barancc founcr, rrorvcvca-,,r '*" o,r,,nizatio' expericnces econornic intrcnces, *i ' , i .r.,  ̂ . . sta(c_ i lnd r'rrrkct-.rr_ented expectat ions of  accountabi r i ty  and ef f ic iency ( rv i t r r  quar i ty  i .  the por i t i -ca l  and econo' ic  conlext )  as welr  as c iv iL so. ic ty-or ic ' rccr  cxpcctar ions by
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the society (with t;uality in the context of l i fcworld). Thc acctrsations of f inan-
cial carelessness and tnisltranagetnent easily cotne in wltcn the general direc-
tor has, frclnr the crit ic's point o[ view, misbalanced the equation in favor o[

the artistic productioll team, causing tlre issues of accountabil ity and efficien-
cy to bc p l i rcet l  in  a secondary posi t ion.  T l r is  easi ly  lcads to accusat ions o[
,r.rir,.,rnn.ga,.,rent ancl f inancial careleSsness wlten, in eflect, the question iS

about priorit izing the ail istic output of the organization rather thart the rnar-
ket-oriented expectatiolls of f i l lancial accountabil ity'a

A gcrrer i r l  d i rector 's  i r rabi l i ty  to  sr rcccssfu l ly  bal i lncc the cxPectat ions t l f
the arts institutiort with tlre society provicling the resources to his or her orga-
niz-atior.r can, naturally, manifest itself as problerns betweetl the general and
managing directors, whose primary functions are to assure the efficacy of t lre

opera-l 'ouse in organizational and financial tertns' These problems, occurring
fiequently, have lecl to differerrt solutions in different value frameworks. For
e*a,,rple,'on tl ie one hancl, in l)cutschc Oper Berlin, there seetns to be a trend
to lnovc frortr t lte situatiorl of one "Ceneralinten(lant" to tlte situation of two
eclual directors. One director would be tlre artistic director and the other would
bc the nranagerial clirector (l lcrr]nann 1998) in the future' On the other hand'
Eyre recornmends a rnove toward a single artistic director (l l l tendant) at the
top ol' the organization assisted by a general nlanager at the Royal opera
llouse rather than a gencral <lirector with a tnanagerial background, as has
bccr t  the casc rcccnt ly  ( l :yre 1998,  106) .

It seents, ltowevcr, that both systcms catt procluce good, as well as catir-
strophic, results dcpencling orr the abil ity of top Inanagelnent to correctly read
the value ancl quality expectations ol'the forces irtf luencing their organizations
aurl t lren to lralance tltelt.t sttccessfully ancl not on tl le numbers of, job defini-
t ions of, or backgrounds of the top (l irectors. Naturally, a change in the rlran-
agerial strgcture of an opera house in diff iculties can provide a scapegoat for
rlt parties re sponsiblc. With6ut proper considcration o[ the valtre and quality
issucs in the future Inanagenlcnt o[ the organization, however, such a chatrge
hardly  prov i t lcs a last i r lg  so l t r t ion.

'I l ie qucstion of pricing-often controversial in opera organizations-cau
also be anirlyzed with the assistance of the preceding n'rodel. First, the over-
all t lucstion c<lnccrning thc siz-e of the expenditurc of t lte organiz.ation-
which thcn needs to lre recouped through the box office or through oLlter
nreans-is inevitably l inked with the artistic policy of the organiz.ation ancl
the weight given to the artistic quality concept' As Mark Blaug has demon-

strittc(l ( 197(r), t lre artistic expenclittrre of an opera house is greatly influenced
by thc ar t isr ic  qual i ty  oI  thc ar t is ts  crnployct l  (assurDing that  thcre ex is ts  at

lcast a ruclirncntary corrcli l t ion betwcen artists' fees and their artistic qtrality),
which thcrcfore leads the artistic policy to have a considerable effect on the

expcndi t r r rc  0f  thc organizat ion. ' [h is  ef fcct  subsequcnt ly  needs to be bal -
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anccd -J '  t l te  rcso t t rccs  a t ta inab lc  l ' ro rn  thc  t l r rce  rnco l r rc  sou lccs :  rn l r rkc l .
s ta te ,  and c iv i l  soc ic ty .

The prob lenr  w i t l r  th is  cc luu t ion  is  tha t  a l l  t l r csc  inconre  sourccs  l i i r vc  t l i l ' -
f ' e ren t  va l t rc  a r tc l  q t ra l i t y  assur t tp t ions  th r t  o l ' t c r r  can  l rc  cor r t ra r l i c to ry .  I r r  t l t c
cascs  o l '  o rgan iz -a t ions  tha t  a re  l rcav i l y  subs i i l i zed  by  s ta tc  au thor i t ies - thc
casc  w i th  tnos t  o [  t l t c  casc-s tudy  organ iza t ions- th is  equat ion  l rccorucs  rc l l -
t i ve ly  s i r r rp le  bcc i tuse  therc  a re jus t  t rvo  va luc  sc ts ,  the  s ta te  and the  r r ra rkc t  ( in
the fornr of t l rc box of i ice), to conside r in sett irrg t lrc priccs. Evcn thouulr l l rc
log ic  o f  sc t t iug  the  ac ln r iss ion  pr ices  is  oppos i tc  in  thcse  cases  ( lou ,  fo r  s tu tc
s l . tppor t  to  tua i r t ta in  acccss ib i l i t y  anc l  as  h ig l r  as  poss i l t l c  lo r  rnarke t  {o : r t t l i r r
tnaxi l t . l t t t tr  receipts), they both enclorse high attcrrr lance l ' igures (a shirrcr l  corr-
text of rpral i ty concept). Thus, the balarrce ncci ls (o bc struck [)ctwccr) thL-sc
two i l i t t t s  an t l  the  pr iccs  sc t  to  thc  po in t  rv l rc rc  rnax in r t rn r  a t tcn t l lncc  i s  cor r r -
b ined rv i th  rcasonab le ,  bu t  h igh  enough,  t i ckc t  p r iccs .

The pr icc  sc t t i r lg ,  l t t t rvcvcr ,  hccor r tcs  r r ro rc  d i f l l c r r l t  a r rd  causcs  nro lc  c l r i l ' t s
w l ten  t l t c t -e  i s  t to t  o t rc  c lear  sourcc  o l 'ec r l r ronr ic  purvcr  anc l  rvhcn t l rc  c iv i l  soc i -
c ty  i s  an  adr l i l i ona l  source  o f  incorne ,  as  i s  thc  casc ,  [o rcxarnp lc ,  a t  thc  [ toy i r l
Opcra l lor.rsc, Covent Gardcn. Thc 199(r/97 f igurcs lbr thc [ lo1,a1 gt,. ' . . ,
inconre sourccs rvere box oft lce, 46 percent; Arts Counci l  subsir ly, 35 pcrccnt,
p r iva te  l i rnc l i r rg  (donat ions  anc l  sponsorsh ip ) ,  l2  pcrccn t ;  anc l  o ther  cor l rncr -
c ia l  incorne ,  T  pcrcent  (based on  Eyre  l99 t l ,  I42) .  I t  i s  easy  to  no t ice  tha t  t l re
i t l t l l o r t i t t t cc  o l ' t l t c  b r lx  o l ' l i ce  l ig r r rc  c r r t lo rscs  h ig l r  t i ckc t  p r iccs  r r , l r cn  t l re .
ra t io t t i l l c  l i r r  p t rb l i c  s r . t [ ) l )o r t  ( l l t c  [ ru rc l t rc r i r t i c  l i r ln r  o l 'acccpt i r rg  c ( )n l ln ( ) l )
rcspons ib i l i t y  l i r r  thc  conunon good)  s t rons ly  cor r t r : rd ic ts  t l r i s .

An ac ld i t iona l  fb rce  in  th is  ba lanc i r rg  ac t  a r l ( l  negot ia t ion  proccss  is  t l r c
i t tvolvetneltt  o[ 'corporate sponsors anrl  privl tc bcncl ircturs (reprcsentirrg irrr
exc lus ivc  sec lo r  o f  the  c iv i l  soc ic ty )  ac lc l ing  t l rc i r  va lue  assuntp t io l l s  a r r r l  rp r i r l i -
ty conccpts to t l le equation. As has been secn fcce nt ly, this balance lras not lrr .crr
successful ly struck. I t  seerns reasonable to claim, therefore, that thc porrcr
l t i t s is  ncec ls  to  go  c i thc r  lo rvarc l  a  l l ra rkc t -c iv i l  soc ic ty  conrb ina t ion  (o r ' .  in  thc
case o l ' the  Roya l  Opcra  House,  an  cxc lus ive  scc t io l t  o f  t l re  pou,c r  l ' r l s i s )  o r  a
s ta tc { iv i l  soc ic ty  c t l t r tb i t ra t io r t  ( t l r c  c iv i l  soc ic ty  scc tor  c r r r lo rs ing  t l re  in rpor -
tance o l ' the  acs the t ic  exper ience)  to  s in rp l i l y  t l l e  se t  o l ' va lue  i t ssurnp t ions  l r r r l
c lL ra l i t y  con tcx ts  in  w l r i ch  i t  needs  to  opcra tc  lnc l  lo  sc t  i t s  adrn iss ion  pr iccs .

Conc l r rs ion

I  hope tha t  I  have shed l igh t  on  t l te  rvay  i r r  rvh ich  t l rc  n iodc l  r lescr ib ing  thc
a l t i s t i c  a t tc l  soc io -cco t to t t t i c :  l l ' u r r rc rvo lk  in  rv l r i c l r  oPcra  org ln iz i l t ions  ( ) l )cn l tc
c i t t l  ass is t  i t t  i tn i r l yz . i r rg  t l te  ac tua l  rnan lgcr . iu l  : r r rd  l lo l i cy r ru rk ing  prc l l l l c r r rs  s r r r -
rounc l i r tg  thcr r t .  T l rc  gc la l  l ras  uo t  l rccn  to  c l l r i rn  tha t  the  nroc le l  h ls  t l i scovc lc t l
a t l y  t t cw iss t tcs  a ro t t t t c l  opcra  orgar t i z l t ions .  l t  i s  h< lpcc l  tha t  n ry  an l l ys is  c l r r r
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hclp to nante atrd ntap tlrese lbrces and thus assist in dealing with thenr in
organizat i r ' rnn l  rca l i ty  ancl  in  d isct rss ing thern in  an academic context .

NO'I'ttS

l. The conrplere ternr coulfl lte urtistic-socio-et:rutotrtic-orgttnizational ditltototny- For lhc
sakc o{ 'pract ic : r l i ty ,  l ros,cvcr ,  the tcnl l  cct t r t t t r r t ic  wi l l  bc t rsct l  in  th is connect ion,  espccia l ly  when
lhc econ<trnic issues sccnr o l ten (o donr inatc thc socio lOgical  and organizat ional  iSsues'
Funlrcrrnore,  t l )e sourcc of 'economic porver is  usecl  as the basis of  the analysis of  society 's  inf lu-
elcc o1 t l rc  cAsc-study organizat ions.  In the nnalyt ical  tnodcl ,  however,  the socia l  value systetns
u' i l l  be inc lut lc t i  i t t  t l re ar ta lys is o l ' the econont ic resourccs used by them'

2.  The tcrrn yrr iynrc hcre rcfcrs to pr ivate int l iv iduals as opposed to pr ivate i t ts t i tut iorrs-  Tl tc
t l is t inct ion bctrvecn th is usage ol  Lhe tcrm and t l re way in which term pr ivate is  uscd i r t  the theo-
r l  of  l labcrntas hcreinaf ter  should bc born in mind.

3.  ! r ts t i t t t t iont i l  hcrc r rcans al l  t rodies th i r t  r rc not  pr ivate indiv i t luals ( i .e. ,  belonging lo thc l i fe-
u,or ld) .  such as cont t t terc ia l  et l tcrp l  iscs,  st f l lcs.

.1.  An cxanrplc o[  th is can bc l i rund in thc Dcutsche Opcr Der l in,  whcre Ccncral intcndant
Fr ier l r ic l r . r r . , rg" .  accorr l ing to pr ior i ty  (he ar t is t ic  qual i ty  ovcr the pol i t ical -  and markel-or ier l t -
ed qual i ty ,  which thercby lear ls the t l rganizat ion (at  least  serni t le l iberaie ly)  ioto def ic i t .  F lowever '
he i "n u ie h is ar t isr ic  power as a pronr inent  f igure of  the opera wor ld as a bargain ing tool  wi th
rhc Scnale Arrs At l rn in isrrar ion,  which-unt i l  1999-rvas unrv i l l ing to face the publ ic  orr tcry t l rat
$,oul t l  l i r lk t rv l ionr  lc t t ing hi rD gO, dcspi tc t l rc  systenrat ical ly  occurr ing del ic i ts .
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Reflections on the Space of Flows:
The Guggenheim Museum Bilbao

IVIAIiJORII i  ITAUI'N

he Guggenhe im Muset r rn  B i lbao (GMB)  has  focused in tc rna t iona l  a t tcn-
t ion on a depressed and deteriorated industr ial ci ty in the Basque region

of Spain. Greeted with ahnost unanimous enthusiasln and declarcd the defin-
ing structure of late-twentieth-century architecturc, the highly successful
GMB ltas colne to sytl lbolizc the econornic regeueratiou of a cli lapiclated ninc-
teenth-century industrial region that, in recent years, had been most notable
for the terrorist acts committed by a radical separatist group. The location of
Frank O. Gehry's extraordinary builcl irrg iu such an unrernarkable and incon-
gruous site, however, cotrsistently raises the question, frour both its nrany
admirers and its few detractors, of wlrether the GMB be longs---conceptually,
physical ly ,  and pol i t ica l ly- in  Bi lbao.

Does the "Guggenheirn Bi lbao s i t  [ . . . . |  l ike a landcd spi rceship in  one o l '
t lre lornicr industrial parts of the city" (l]ecker 1999,23), or (loes, "for all i ts
iconoclastic energy, the museum sit [. . .] comforrably in gritty, industrial tcr-
rain surrounded by aging buildings, rail yards, bridges, and the waters of thc
Nervion River" (Henderson 1998,32)' l Does this building address its conrexr
wi th ingenious sensi t iv i ty ,  and/or  is  i t  out  of  scale and ovcrwhclnr ing? Is  i ts
st rangeness in  Bi lbao problemat ic  or  br i l l iant  and ef l -cct ive '? Can an Anrer icurr
Inuseuul in Bilbao reflect "Basqueness," or is its prcscnce tl icrc rncrely a ncrv
form oI  cu l tura l  imper ia l isrn? Al l  mani l 'cstat ions of  thcse qt rest ions,  howcvcr ,
re ly  on t radi t ional  construct ions of  pol i t ica l  and geographic local i ty  to  rvh ich
the GMB only tentatively conflorrns. A rnorc uscful un(lerstanding of this
building, and perhaps of the others that rtray follow, is gained by rccognizing
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