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ABSTRACT OF THE DISSERTATION
THE IMPACT OF GOVERNANCE STRUCTURE ON PERFORMANCE OF U.S.
PERFORMING ARTS CENTERS
by
Karen Seoane Fuller
Florida International University, 2021
Miami, Florida
Professor Sukumar Ganapati, Major Professor

This dissertation is an analysis of the governance structures and functioning of
performing arts centers (PACs) in the United States. PACs provide important public
services to local communities by exposing the public to arts and culture. There are two
research objectives in the analysis. The first objective is to delineate the forms of PAC
governance structures. The second objective is to assess how these governance structures
affect PACs’ functioning. The dissertation contributes to understanding of management
of PACs. Overall, the study identified 187 PACs in the country, with at least one PAC in
every state.

With respect to the first objective, an inductive typological analysis revealed three
types of PAC governance structures: local government, nonprofit, and public—private
partnerships. They have distinctive profiles of developmental history, activities, funding,
and facilities. Such difference is revealed in the three exemplary cases of the governance
structures, respectively: Santa Barbara Center for the Performing Arts, Arts Center Task
Force (Mid-Columbia Performing & Visual Arts), and Adrienne Arsht Center for the

Performing Arts in Miami.
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The second research objective was achieved through a regression analysis of the
relationship between governance structure and PACs’ functioning. Other organizational
(internal to PACs) and community (external to PACs) factors were used as control
variables. The focus was on PACs’ performance in terms of their revenue generation and
audience size (i.e., attendance per performance), in order to capture their sustenance and
community participation. The findings reveal that PAC governance structure was not
significant for the PACs’ functioning for both total program revenue and audience size.
However, organizational (e.g., facilities) and community (e.g., college education) factors
were significant for the PACs’ functioning. Overall, the study shows that the governance
structures are culturally contextual and the PACs’ functioning depends on other

organizational and community factors.
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CHAPTER 1: INTRODUCTION

Performing arts centers (PACs) are facilities providing a stage for live
performances and other cultural and art events. They are multiple-use facilities intended
for various performing arts including dance, music, and theater. They are distinguishable
from single-use performance facilities that present only one type of performance such as
only music or dance. PACs are versatile and need to be flexible to accommodate different
types of performances.

As multiple-use facilities, PACs nurture and promote cultural vitality, community
growth, and artistic expression and creativity in the cities where they are located
(Anderson, 2009; Dewey, 2005; Essig, 2014; Mayo, 2017; O’Neill, 2010; Quarter et al.,
2009; Woronkowicz, 2018). They provide artistic and cultural leadership to local artists,
the community, and other arts organizations. These facilities are catalysts for regional,
national, and international collaborations between artists, artistic venues, and other
organizations (Akuno et al., 2017; Boyne et al., 2011; Chait et al., 2011; Loveridge,
2018). PACs provide important public services to local communities in the United States
by exposing the public to arts and culture. Although these centers have long been a staple
in local cultural life, there is a gap in the literature about how PACs are governed. The
governance of PACs affects how they function in terms of their cultural programming
activities, their revenues, and their local performances. In this context, this study aimed to
analyze the governance structures of PACs and how these structures affect the PACs’
activities.

This dissertation had two interrelated research objectives. First, the study

delineated the different forms of PACs’ governance structures. Thus, the first goal was to



develop a typology of governance structures by classifying the PACs. The classification
assisted in identifying how these PACs are administered for conducting their activities.
There were 187 such PACs identified in this study, and each state has at least one PAC.
These PACs vary widely in their administrative structures, depending on the specific
local historical institutional contexts in which they have evolved. These governance
structures were identified through a secondary analysis of annual reports and their
management histories. The study revealed a multiplicity of approaches in the PACs’
governance structures, including public—private partnerships and community
partnerships.

The second objective was to examine the functioning of the PACs activities. In
this respect, the study assessed the relationship between the governance structures and the
scope of the PACs’ functioning. The functioning of the PACs encompasses how they deal
with cultural programming, including number of performances, total program revenue,
grants, and other important aspects of local cultural involvement. This assessment was

carried out by examining the PACs’ functional activities.

PAC:s: Historical Background and Significance

This section provides a brief history of the evolution of the PACs to provide the
context and significance of the dissertation research. PACs began in the United States in
the 1930s, when Eleanor Roosevelt proposed to create employment for unemployed
actors during the Great Depression. In 1935, public service employment programs were
established under the Works Progress Administration—an ambitious national works

program created by President Franklin Roosevelt to relieve the economic hardship of the



Great Depression. This program employed more than 8.5 million people on 1.4 million
projects. Subsequently, the Federal Writers Program, the Federal Theater Project, the
Federal Art Project, and the Federal Music Project employed approximately 40,000
artists. Although they were disbanded in 1943, these programs laid the foundations for
funding performing arts theaters across the country, eventually leading to the present-day
structure of theaters and PACs.

In 1953, the U.S. Commission of Fine Arts provided guidance to President
Dwight D. Eisenhower on educational exchange and cultural diplomacy policies (Bu,
1999). President Eisenhower was particularly interested in cultural exchange (Bu, 1999;
Loayza, 2013; Richmond, 2010; Rider & Witherspoon, 2018). By 1958, President
Eisenhower signed a bill to establish a national cultural center for the performing arts.
Two years later, New York Governor Nelson Rockefeller founded the New York State
Council on the Arts. In 1964, the John F. Kennedy Center for the Performing Arts,
commonly known as the Kennedy Center, was established. Over time, public support for
the arts grew alongside governmental involvement in arts funding.

The federal government has historically utilized different approaches to fund the
arts. The formal structure for funding the arts and humanities came about in the early
1960s after much political wrangling. On August 20, 1964, the U.S. House of
Representatives passed legislation for funding for the National Council on the Arts,
passed by a vote of 213 to 135. One year later, on September 15, 1965, Congress
established a National Foundation on the Arts and the Humanities as an umbrella
organization for the National Endowment for the Arts and the National Endowment for

the Humanities.



Some states had established state-level arts organizations long before the federally
funded programs. The first state arts agency in the United States was established in Utah
in 1899, followed by New York in 1960. According to the National Assembly of State
Arts Agencies (2015), the primary purpose of these state arts agencies is to increase
public access to the arts and to enable every American to enjoy the cultural, civic,
economic, and educational benefits of a blossoming arts sector (Love, 1991; Lowell,
2004; Mankin et al., 2001). State arts agencies support arts activities in various ways,
which include (a) grant funding for arts institutions, community groups, and individual
artists; (b) training to assist the sustainability of artists and arts organizations; and (c)
direct initiatives that foster economic and civic development through the arts. State arts
agencies also educate the public and preserve and celebrate unique cultural traditions
while advancing arts education and promoting artistic achievement. Using a unique
combination of grants and services for artists and arts institutions, state arts agencies
distribute grant money to local community groups through federally mandated initiatives.
An increasing number of states have recognized that a blossoming creative sector is a
powerful economic asset (National Assembly of State Arts Agencies, 2015; National
Governors Association, 2018) to the local community. While trying to boost economies,
states have realized there are many other intrinsic benefits to the arts.

Two early examples of PACs are the Lincoln Center for the Performing Arts in
New York City, which opened in 1962, and the John F. Kennedy Center for the
Performing Arts in Washington, DC, which opened in 1971. The Lincoln Center for the
Performing Arts began when Lincoln Square was officially designated for urban renewal

in 1955. John D. Rockefeller III organized a group of wealthy civic-minded leaders in the



community to construct a cultural complex in New York City’s Lincoln Square. The
Lincoln Center’s groundbreaking was in 1959 and the construction was completed by the
late 1960s. It houses three performance spaces and one of the most prestigious academic
performing arts components, the Juilliard School. The Lincoln Center is one of the largest
in PAC history.

The John F. Kennedy Center for the Performing Arts (the Kennedy Center, for
short) followed the Lincoln Center, but its vision differed. The center began as a
bipartisan legislative order signed by President Dwight D. Eisenhower in 1958 to develop
a National Cultural Center, which provided funds for construction of the Kennedy Center.
The 1958 act detailed the center’s artistic mandate to present classical and contemporary
performances; required an educational mission; and specified the center as an
independent, self-sustaining facility. President John F. Kennedy led the effort in
fundraising and advocacy of the Natural Cultural Center from 1961. In 1963 after
President Kennedy’s assassination, Congress renamed the Natural Cultural Center in
honor of the president as the John F. Kennedy Center for the Performing Arts.

The initial two PACs of the Lincoln Center and the Kennedy Center show the
divergent methods of setting up PACs. The Lincoln Center was motivated by the vision
of community urban revitalization efforts through the arts. The Kennedy Center was
motivated by the federal government to host a leading arts center. The Lincoln Center
was the result of public—private partnership with a critical role played by Rockefeller; the
Kennedy Center was a governmental effort with top-level presidential support. These two
centers formed the genesis for the current concept of PACs (Woronkowicz et al., 2014).

The period between the late 1960s and late 1990s was marked by a boom in PAC



construction, which reflected a greater understanding of the benefits and roles held by
PAC:s for the community (Reiss, 1998). As PACs proliferated, they became distinctive
from the initial PACs. These PACs do not have the push of influential people like
Rockefeller or the same level of high degree of federal government support as the
Kennedy Center.

The success of the Lincoln Center and Kennedy Center prompted many other
cities to promote arts in their communities since the 1970s. There were various
motivations for setting up PACs. PACs offer public services that are educational,
culturally enriching, and entertaining, which enables them to contribute to the social well-
being and quality of life of those within the community. Arts are an integral part of
community building (Markusen, 2006), economic development (Markusen & Schrock,
2006), and social capital (DeFilippis, 2001). The PACs help in bringing vibrant
community activities, while improving the social well-being and quality of life for
community members. D’ Ambrosio (2005), Grodach and Loukaitou-Sideris (2007), and
Rosenberg (2005) noted that PACs are instruments for public service delivery to
communities. They also serve as mechanisms to revitalize and maintain vitality in
communities (D’ Ambrosio, 2005). Grodach and Loukaitou-Sideris also noted that
municipal governments turn to arts and cultural activities for community revitalization.
McLean (2014) argued that PACs can redefine cultural offerings in a community.

In the initial phase of the PACs’ development during the 1970s, the symbolism of
creating a cultural icon was more important than the actual arts and cultural activities.
The enthusiasm for creating such icons without sound administrative and financial base

led to many errors in planning, programming, construction, and funding. Many facilities



were underutilized due to poor planning. Only a few facilities had clearly defined their
purpose—via mission statements—and fulfilled the local need for arts within a
community (Reiss, 1998). Some PACs were even closed down later on because their
operational costs were not sustainable with the revenues they received.

PACs proliferated during the 1990s as they were considered tools of downtown
revitalization projects nationwide. Based on the initial lessons from the PACs, leaders of
PAC:s established in the 1990s and 2000s realized that the operational and performance
management functions are relevant to the development and sustenance of PACs over time
(Bennis & Nanus, 2004; Herzberg et al., 1959; Vroom & Yetton, 1973). The design
phase of a PAC has many management functions related to financing and construction
(Baumol & Bowen, 1993; Heilbrun & Gray, 2001). The design phase requires distinctive
management skills in building community support, establishing a PAC’s need, tailoring
the PAC activities to the community’s needs, and funding the project. The management
skills required in the design and construction phase may not be the same as those required
for the implementation or the operational stages of the PAC. Public relations and
marketing aspects are delicate and strategic processes that must be handled correctly to
sustain the PAC. The strategy must be appropriate to the community’s needs (Koch et al.,
2020; Medhekar, 2014). The strategy also requires adequate proficiency in arts and
cultural activities management (Kotler & Scheff, 1997; Peterson & Kern, 1996). A core
concern of PAC governance structures has been that many arts organizations are run by
arts managers, who know how to handle arts but lack requisite administrative skills in

management (Fox, 1979; McDonald & Harrison, 2002).



The historical evolution of PACs shows the differences in the outcomes in their
sustenance of PACs. While some have thrived well, others have not. In this context, it is
vital to understand the various types of governance mechanisms that help sustain these
facilities and how these governance arrangements affect the level of services delivered
(Markusen & Gadwa, 2010a). The present study is significant in examining these
governance issues so that PACs can be self-sustaining while providing community
services. The study is vital for public administrators, city planners, civic leaders, and state
agencies during cultural planning as well as operational stages in the establishment of

more efficient and effective PACs.

Significance of PACs

The existing literature extensively discusses the importance of PACs to the
community. An increasing number of states recognize that a blossoming creative sector is
a powerful economic asset (National Assembly of State Arts Agencies, 2015; National
Governors Association, 2018) to the local community. In their efforts to boost their
economies, state policymakers have realized the many intrinsic benefits to the arts.
Indeed, the community benefits from building a PAC are multifaceted.

First, a common belief is the importance of attracting internationally renowned
artists and cultural enterprises to the community. Artists, cultural institutions, creative
platforms, and creative placemaking projects all contribute to the economy of a
community. Direct economic activity is generated, but artists and creative individuals

permeate creativity and energy into the civic vitality of a community.



Second, a common belief is that arts can serve as a catalyst for business
revitalization. Cultural organizations help to establish a vibe of activity that creates direct
economic activity to a community; increases the quality of life for residents; and assists
certain areas in becoming appealing places to live, work, and visit. PACs bring about
urban revitalization that enhances a community’s quality of life by providing artistic
gatherings, a sense of community, and an open and accessible cultural scene. PACs
provide reasons for community members and local citizens to participate in activities
outside of their home and, in turn, could facilitate PAC patrons’ support of local
businesses (Bianchini, 1988; Chapple et al., 2010; Markusen & Gadwa, 2010a, 2010b;
Seaman, 2006).

Third, a common belief is that PACs are important for catering to community
needs. PACs have been able to easily adapt to a community’s unique culture and
demographic, in both urban and rural communities. Most PACs try to promote local
cultural events that are beneficial to the residents. They highlight the local talent and
showcase the creative aspects of the local community. The creative aspects are reflected
in various performing arts such as dance, music, theater, and other artistic expressions.

Fourth, PACS are believed to be important for promoting cultural tourism. As
defined by Partners in Tourism (Grodach, 2011; Phipps, 2010), cultural tourism is based
on the mosaic of places, traditions, art forms, celebrations, and experiences that define
this nation and its people, reflecting the diversity and character of the United States.
Cultural districts are unique to a community and exemplify its demographics, culture, and
character. Cultural districts are multiple-use developments, integrating commercial and

residential use, including venues that promote artistic and cultural activities and that can



serve as a destination attraction (Bianchini, 1988; Chapple et al., 2010; Markusen &
Gadwa, 2010a, 2010b; Seaman 2006).

Fifth, PACs are believed to be critical for preserving historic preservation. The
arts have been a vehicle, or front, for the continual quest of historic preservation. Existing
historical theaters are cultural symbols that could be retrofitted into PACs. The
preservation is not only for symbolic historical purposes, but also to attract tourists and
visitors to the area. Such preservation also plays an important educational role—residents
learn about the important elements that were part of the city’s history.

Sixth, PACs are believed to be important for enhancing property values in
surrounding communities and districts. The arts bring a vitality and exponential economic
effect to the surrounding property values. PACs enhance the quality of life of a
community and bring about urban revitalization. They foster new community-owned
businesses in the neighborhoods where they are located, increasing foot traffic to those
areas. PACs thus have local multiplier effects.

Finally, PACs are believed important for nurturing cultural development and
cultural education. Many countries consider art as a medium towards the human spirit.
The establishment of a cultural arts facility like a PAC is a focal point for not only
celebrating art, but also building a sense of community by bringing together diverse
social groups (in terms of culture, race, ethnicity). PACs strategize on specific
programming opportunities that incorporate various publics and further define the
community (Bianchini, 1988; Chapple et al., 2010; Markusen & Gadwa, 2010a, 2010b;

Seaman, 2006).

10



The role of a PAC is to provide artistic leadership—to serve as a benchmark for
other arts organizations (in terms of cultural offerings) and a catalyst for international,
national, and regional collaborations with other artists, artistic venues, and organizations
in order to create and develop artistic excellence. PACs are expected to cultivate
creativity. The growth of a cultural district and how the PAC is governed are important

avenues to explore in terms of how governance affects the PAC’s performance.

Governance of PACs

The term governance is used in a variety of ways in the public administration
literature (Rhodes, 1996; Stoker, 1998). Governance refers to the exercise of authority,
which goes beyond just the government units. It also refers to service provision by
multiple providers, including nonprofit organizations and businesses. As an umbrella
term, governance relates to the environments developed for systematic direction and
action of the organization (Stoker, 2006). According to Rhodes (1996), there is “a change
in the meaning of government, referring to a new process of governing; or a changed
constitution of ordered rule; or the new method by which society is governed” (p. 652).
Governance is concerned with creating the conditions for guided direction and collective
action. Scholars tend to agree that governance refers to the creation, implementation, and
management of public services, encompassing all three sectors: the government,
nonprofits, and the private sector. In the context of PACs, this study considers
governance to be the ways in which PACs are administered or managed. Hence, the term

governance structure in this study is synonymous with administrative or management
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structures. These governance structures imply how the PACs carry out their daily
programming activities and become involved with local cultural activities.

How PAC:s are governed determines their role in different ways. First, governance
determines the role of performing arts centers in creative placemaking. By being a
catalyst for cultural milieu, a PAC can be instrumental in cultivating potential partners
among arts organizations and developing creative communities in surrounding areas.
Florida (2002b) referred to artists as members of a creative class. The creative class
includes performing or fine artists living in a designated community for the creation,
development, and advocacy of the arts.

Second, governance determines the role of PACs in operational assistance. As a
leader in the cultural community, the PAC may assist surrounding cultural and arts
organizations with cultural and strategic planning help to increase their sustainability. A
PAC may host international conferences on artistic programming, cultural planning,
creative placemaking, marketing and arts budgeting and finance, artistic excellence,
cultural representation, social capital, economic development, urban revitalization, and
cultural community commitment (Bianchini, 1988; Chapple et al., 2010; Markusen &
Gadwa, 2010a, 2010b; Seaman 2006).

Third, governance determines the role of PACs in enhancing the visibility of
cultural districts and local partners. By establishing a mechanism for cross-promotional
opportunities, a PAC may not only contribute to greater attendance but also assist local
arts organizations in increasing their demand from the local community. Markusen and
Schrock (2006) argued that the work of artists enhances production, design, and

marketing of both products and services in other sectors. The innovation of the artists
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substitute for imports for regional consumers. At the same time, many artists spend
significant amounts of their own income on producing arts-related events or activities for
the community.

Fourth, governance determines the role of the PACs in relation to the climate for
arts and culture. A PAC is one of the best promoters of a cultural climate. Being a large,
general-audience cultural facility, a PAC can enhance other arts organizations by
supporting other arts organizations and by generating an interest and cultivation for the
arts in citizens. The more opportunities a community is provided to experience the arts,
the more the citizens and the community are likely to become advocates for the arts and
culture.

Finally, governance determines the role of PACs in vitality. The PAC has the
potential to bring forth a cultural vitality and pride, which is beyond the abilities of any
other major public—private partnership (Bianchini, 1988; Chapple et al., 2010; Markusen
& Gadwa, 2010a, 2010b; Seaman 2006). PACs involve the local schools and community
organizations in programming. They reach out to the inner cities for bringing cultural
activities to at-risk youth. These benefits are not tangible immediately and become

apparent only in the long term.

Purpose of the Study

The present study addressed a gap in the research literature on how PAC
governance structures impact a PAC. From the onset, the arts have not been on the policy
makers’ radar. It took approximately 100 years for the arts to reach political agendas

before a consensus for their federal funding was formed in the United States. The

13



governance of the arts had been in flux for years and also out of public (including
academic) scrutiny. In this context, the present study had a two-fold purpose to address
(a) governance structures specific to PACs, and (b) the link between governance structure
and the functioning of PACs.

The governance theory and new public management theory (Hood, 1995; Osborne
& Gaebler, 1992) offer useful insights for the understanding of PACs’ functioning. The
governance structure of a PAC as a public enterprise and a cultural facility needs to be
balanced with community needs. Even further, it should lead to community
empowerment. In accordance with the new public management movement, PACs benefit
from entrepreneurial spirit of their managers and should follow market principles. Yet, a
PAC should go beyond business values and cater to community values. The combination
between entrepreneurial spirit and philanthropic giving within PACs governance and
finance as well as competition and collaboration among PACs across the country is what
makes this study intriguing and timely.

The dissertation study had two research objectives, aligned with the above two
purposes. The first objective of this study was to delineate the universe of governance
structures used by PACs and develop a typology of these governance structures. The way
PACs manage their activities varies, which in turn affects their performance. Despite the
boom of PACs across North America and the wide acknowledgment of their role in
community development, there is no systematic classification of the way PACs are
managed. Prior, mostly qualitative, studies have focused on specific types of PACs, and
an-depth overview of the diverse governing approaches has been lacking. Thus, the first

research question of this dissertation is descriptive: What are the forms of governance
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structures of PACs? The focus of this dissertation is on the public or nonprofit entities
with a public service focus and excludes commercial arenas that present performing arts
activities for profit-making purposes.

The second objective is to examine how governance structures affect the
functioning of PACs. The PACs undertake various activities. PACs are facilities that
provide a stage for live performances, as well as other cultural and arts events. Some
scholars (Bianchini, 1988; Markusen, 2014) have recognized these facilities as being a
consistent fixture within local cultural life. Cultural programming and all artistic
programming decisions for a PAC are directed by the leadership team. The range of
cultural offerings depend on the local community characteristics as well. Hence, this
study examined several dimensions of cultural programming activities, such as the types
of performances, number of performance facilities, the audience size, and total public
support. The functioning of the PACs is thus arguably linked to the governance
structures. Consequently, the second research question of this dissertation is the
following: How does the governance structure influence the functioning of PACs? The
scope of the PAC’s functioning is limited to performing arts rather than other forms of
artistic expression.

As there are no existing data on the governance structures of PACs, this study
included compilation of such data from various sources. The data on PACs were gathered
from secondary sources such as reports and the National Endowment for the Arts
directory and cross-referenced with the National Performing Arts Presenters Council. The
individual data on PACs were collected from PACs’ annual reports. Information about

the financial indicators of the PACs was obtained from Internal Revenue Service (IRS)
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Forms 990. These forms are mandatory filings by nonprofit 501c3 organizations and give

information about annual revenues, expenditures, and governance structures.

Governance Factors Affecting PACs’ Functioning

As there is a dearth of literature in the performing and fine arts field on the arts
administration and operational management of arts organizations, insights from broader
business management strategies related to the administration of cultural organizations are
drawn to identify the governance factors that affect the PACs’ functioning. Prior research
has emphasized the importance of leadership for the success of performing arts
organizations. Scholars indicated that communication is a vital aspect of leadership and
that a leader’s creative spirit is the driving force behind the organization’s success. Clear
communication and buy-in from the community is warranted (Rentschler & Flachenecker
2015). Understanding the external environment is crucial for the transition of the PAC
into the everyday life of citizens within the community. Scholars have underscored the
importance of the communication strategy for citizen buy-in (Markusen & Schrock,
2006). Successful administrators are aware and, most importantly, proactive as it relates
to their external environments, that is, community, arts organizations, private funders,
and public funders (Scheff & Kotler, 1996). In sum, extant research suggests that
organizational leadership affects the outcomes in the arts field and thus needs to be
considered when assessing PACs’ performance (Markusen & Gadwa, 2010a, 2010b).

A few researchers have focused on operational management and governance
(Vroom & Yetton 1973) and the importance of motivational and human resource skills

(Alexandru & Casuneanu, 2011; Maslow, 1954). The research has emphasized that an
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arts manager must understand how to apply these fundamental skills and techniques into
art management (Scheff & Kotler, 1996). The managerial structure and staff supporting
daily operations also affect the PAC. They decide on the artistic season and artistic
disciplines involved in the programming, which in turn could affect the performance of
the PAC. For example, the decision of whether to book a symphony orchestra or jazz
band has a direct impact on the type of audience and relative income for the PAC.
Contracting an 80-piece symphony orchestra is different from contracting a 30-piece jazz
band. The royalties involved for each vary significantly in price structure and have a
direct impact on the budget.

Similarly, the choice in theatrical presentations such as straight plays, musicals,
comedies, one acts, or full-length plays will impact the production value. The production
value is defined as the production components involved in the production such as
lighting, sound, costumes, music royalties, company producing the artistic content, and
branding. The production value impacts the branding of the PAC in the type of theatrical
productions it can present.

Whether the PAC decides to produce, copresent, present, or partner in the
performances presented will impact budget, community collaboration, audience
demographic, and branding. This brings up many challenges in what scholars have
recognized as a weakness and core concern of arts managers, the majority of whom lack
formal training in management of public, nonprofit, and private organizations (McDonald
& Harrison 2002). There are, thus, several aspects of the governance structure that impact

the functioning of PACs. These aspects are explored below.
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Partnerships and Networks

The approach that PACs use to engage local government may affect management
structure, funding, and community partnerships. Collaboration with individuals, the
community, local government, and universities affects PACs. Likewise, individual
supporters manifest funding and engagement mechanisms in different ways: public—
private partnerships, capital campaigns (i.e., fundraising campaigns), donations, and pro
bono services such as the PAC board affiliation. Educational institutions in the K-12
setting are a key factor in community engagement, arts awareness, and appreciation.
Another key factor is the actual decision-making process for all artistic products
presented at the PAC.

Artistic programming decisions include (a) selecting musical and theatrical
programming that identifies with the community, (b) providing opportunities for
performing arts appreciation and cultural enrichment representing its surrounding
communities, and (c) providing a national and international presence that otherwise
would not be attainable by such a community. The decisions made by PACs are of a
collaborative nature and involve a network of board members, individuals, organizations,
and companies, which in turn may determine a community’s involvement and
subsequently the success of the PAC.

The networks affiliated with the PACs have significant influence on the success
of these centers. As a term, networks are defined broadly in this study as community
presenters, private partnerships, public partnerships, resident company organizations,
partnering arts organizations, and private and family foundations. Table 1 reveals the

partnerships and networks associated with PACs in this study. Table 1 also showcases
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partnerships that are discussed in the typological analysis presented in Chapter 4. Each
PAC’s governance structure is analyzed and details of that PAC’s partnerships and
networks are examined as it relates to cultural planning aspects identified in this study as
community resident companies, partnerships, facility infrastructure, and community

support.

Table 1

Performance Arts Center (PAC) Partnerships and Networks

Partner or network Description

Arts administrator ~ Arts administrators are senior and middle-level managers in an
arts organization charged with the business, arts, and
administrative functions of the arts organization.?

Community Community engagement refers to the relationship between the
engagement PAC and resident organizations, nonresident organizations,
the arts community at large, and the general public.
Community These arts organizations not associated financially with a PAC
presenters and present performances on their own at a PAC.
Partnering arts They are arts organizations in a local community that
organization financially and artistically produce their own product (i.e.,

performances) and gain financially from the product (i.e.,
engage in a business partnership with a PAC or local
presenting organization)

Nonresident They are arts organizations that are not a financial partner of the
organization PAC in which they present their programming

Resident They are community performing arts organizations chosen
organization through a community voting process to work as a partner with

the PAC where they present their performances.

PAC A PAC is a multiple-use facility that provides varied
performing and visual arts presentations, facility rental space,
and access to the community.

*Source: Management and the Arts (5" ed.), by W. Byrnes, 2014, Routledge.
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Arts administrators are part of the governance structure of the PAC. These leaders
oversee the business, financial, marketing, and artistic matters of the PAC. The arts
administrator of a PAC is involved in many ways as the negotiator and mediator of a
preexisting, planned, or future partnership with surrounding arts organizations. They are
also the leaders in choosing the artistic content presented by the arts organization. Some
arts organizations have an artistic administrator/director and an executive
administrator/director. The artistic administrator/director strictly works on developing the
artistic presentations provided to the community. The executive administrator/director
works in tangent with the artistic director in managing all of the business functions of the
arts organization. Although the executive administrator/director may provide guidance
and suggest programming or presentations that are financially sound, ultimately the
artistic administrators/directors decides which programming is presented by the arts
organization to the community. Other arts organizations have one employee who has
these duties combined in their job responsibilities.

Community presenters refer to local community arts organizations that present
one performance or a sequence of performances not constituting a full series or season of
performances. The performances can happen at a PAC or the local arts organization’s
facility. If presented at a PAC, the community presenters share no financial business
partnership incentive with the PAC other than the revenue generated by the sale of the
tickets for their performance. Public—private partnership in this study refers to an
affiliation with a corporation, foundation, or philanthropic individual in terms of a
donation or gift that entitles the donor to certain benefits such as naming rights to a

performance or an entire season, complimentary tickets, or additional benefits such as
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VIP receptions. Public—private partnerships are identified as business relationships with
public entities that determine the governance, structure, and management of the PAC.
Resident company organizations constitute local and regional arts organizations that have
their own identity, brand, and audience that partner with the PAC in presenting a season
of performances with business partnership incentives such as marketing, capital
resources, and priority booking of the facility ahead of community presenters as well as
discounted rental rates.

Partnering arts organizations receive financial resources from the PAC in
exchange for a product. The partnering arts organization can either present performances
as a copresenter or sole presenter. The partnering arts organization that presents
performances as a copresenter with the PAC engages in a financial partnership with the
PAC. The partnering arts organization that presents performances as solely a presenter
takes all of the financial and artistic risks involved in the performance. The PACs in this
study reflect both relationships—resident companies and partnering arts organizations—
with local arts organizations in their community.

When PACs associate with partnering arts organizations, they are identified as
resident organizations. The arts organizations that present performances at a PAC but do
not associate themselves with the PAC are called nonresident organizations. The resident
organizations share specific expenses and revenues. The decision as to which arts
organizations become the PACs partnering arts organizations is left up to the board
members in the cultural planning phase of the PAC prior to the facility being built. There
could also be opportunities after the built phase to partner with arts organizations as

resident organizations, but partnerships are usually completed in the cultural planning
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phase of the PAC. The rationale behind the arts organization being identified at the
cultural planning phase of the PAC is that aspects of any local funding for the partnering
arts organization are then diverted to the PAC, and subsequently with the partnership a
rent abatement and copresenting of performances are guaranteed from the PAC to the
partnering arts organization.

Finally, private and family foundations are defined as partners due to their
financial commitment to the PAC; these partners are mostly involved with naming rights,
funding projects, operational expenses, and community performances. The private or
family foundation provides a significant donation that can be placed in an endowment for
the continued use of its funding by annual residuals of the original donated amount. An
endowment as defined by this study is a donation of significant nature that the original
donation can be placed in an account where the original donated amount (the corpus) is
not expensed, but rather the annual residuals generated by the corpus is expensed on an
annual basis. This funding source provides a sustainable environment because once the
donated amount is placed in an endowment account, the account lives on in perpetuity
providing a more sustainable financial future.

PACs have different networks and partnering organizations based on their
governance structure. A PAC with local government governance structure tends to
engage with community presenters, resident companies, local partnerships, and other
partnering arts organizations. A PAC with a nonprofit governance structure tends to
engage community presenters and partnered with other arts organizations. Finally, a PAC
with a public—private governance structure tends to engage in all: community presenters,

private partnerships, public partnerships, resident companies, partnering arts

22



organizations, and private and family foundation partnerships. The different networks and
partnerships created within each PAC governance structure have a direct association to
the leadership of that PAC. The leadership of the PAC determines the partnerships, which
in turn is associated with the types of artistic products that are to be provided to the

community.

Financial Support and Funding

Many factors must be considered, and various strategies must be implemented, to
build and operate a PAC with state, regional, and local funds. PACs with local
government governance structures receive financial support from the local government;
the state government; and the local partners in the community, such as community
presenters, partnering arts organizations, and local community organizations and
businesses. Nonprofits tend to garner local cultural funding; state cultural funding; and
private individual, community, and foundation support. A percentage of construction
funding for PACs with public—private governance structures comes from otherwise local
arts organizations funding that was redirected to the PAC to serve a larger community
need. The partners within PACs with public—private governance structure need to work
together and develop a mechanism that fits both the local arts organization, and the PAC.
Local arts organizations are provided a partnership agreement with PACs that have
public—private governance structures. Funding for these PACs is provided for
copresentation of performances, rent abatement, or rent reduction for the local arts
partners involved in the PAC. This allows the opportunity for further enhancement of the

cultural product while providing enhanced engagement in terms of community outreach.
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The allocation and appropriation of funding is an important step in the
development and governance of PACs. The operation of a PAC and management of its
funds are important aspects of the governance structure as well. The artistic administrator
of an arts organization must understand the financial constraints of limited state funding
sources, identify external funding sources, and generate grant funding proposals. To
compete for national funding, the arts administrator must develop and provide innovative
programming—thereby elevating the national profile of the arts organization and

promoting the PAC as a cultural and distinct destination for artistic excellence.

Cultural Planning and Community

PACs require cultural planning (Markusen, 2010, 2012) as a strategic element for
economic and community development (Markusen & Gadwa, 2010a). In a creative city, a
PAC can fully embed the community as one of its stakeholders. Scholars (e.g.,
Nussbaum, 2001) have written about the powerful roles the arts can play in a community
and its importance to attend to cultural sensitivities in a community. However, very few
communities have been able to understand the role and strategies needed to build a
sustainable creative community. Understanding the economic impact and cultural
investment (Americans for the Arts, 2019) of new spending dollars generated in a
community as a result of a cultural arts community would assist in defining the role of
cultural planners with other strategic community development or community
redevelopment projects. The argument for the arts communities and large arts
development projects in the 21% century stems from the rationale in the 1960s as
redevelopment strategies for urban and rural redevelopment. The Lincoln Center

combined government funding from urban renewal with cultural funding. The facility
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was built with the idea to expand the cultural offerings in the community and revitalize a
15-block area along with its surrounding neighborhood. Today, the Lincoln Center sits as
one of the most successful PACs in the country with thousands of performances a year
spread across four major buildings in New York City.

One way to introduce the arts and culture in a community is through a planning
process, while another way is to invest in the sustainability of existing cultural facilities.
The vision is created by the community as cultural planning and implementation involves
the cultural facility reflecting the community that it serves to promote and engage the
community with that facility and expose the cultural heritage and traditions of the
surrounding neighborhoods.

Many communities are engaged in the cultural planning process of a PAC and its
surrounding cultural community. Whereas some cultural planners focus on the needs of
artists, others focus on arts organizations and audiences. However, when cultural planners
address a broader community issue, then the role of culture in that community in a broad
spectrum is being observed. Cultural planning and its success rely on the ability to
address the needs and desires of a community (Americans for the Arts, n.d.) from the
planning process, implementation, cultural programming, and development process.

Cultural planning involves a strategic vision for the creation of arts assets in a
community that should involve its community stakeholders such as community members,
local residents, local artists, local arts organizations, and local businesses. The vision and
strategy include addressing topics such as artistic programming, creative community
opportunities, cultural economic development, cultural facilities, and community

engagement. The planning process allows for community leaders to leverage existing
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cultural resources and strengthen the overall cultural and artistic offerings of the overall
community, hence serving a wider audience and being able to increase that community’s

cultural offerings. The cultural planning is an important aspect of this study.

Organization of the Dissertation

This dissertation is organized as follows. Chapter 2 provides a literature review of
PACs including development of PACs and the impact of PACs. Four main bodies of
literature used in this study are discussed: development and planning of PACs, PACs as
cultural institutions, impact of PACs, and operations and leadership of PACs. The
significance of PACs in the community is elaborated upon, including cultural planning
within the community. PACs are investigated as cultural and artistic leaders and catalysts
in the community. The research gap in the existing literature is identified.

Chapter 3 presents the research questions, methodology, and conceptual
framework. The variables are described in detail, including dependent, independent, and
control variables. The conceptual framework of the study is outlined, including cultural
planning and creative placemaking. The theoretical foundations of stakeholder theory and
governance theory are presented as well.

Chapter 4 outlines and defines governance structure typologies in relation to
PACs, answering Research Question 1. The methodology used to determine the
typologies is described. Three cases of PACs are presented exemplifying each type.

Chapter 5 details the results for Research Question 2, including operational
variables, estimation routines, and analysis. The chapter presents the analytical results.

The study’s limitations are acknowledged as well.
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Chapter 6 concludes the dissertation. It summarizes the findings. The overall
benefits of the study as well as limitations are described. The chapter concludes with

implications for policy and practice and opportunities for future research.
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CHAPTER 2: LITERATURE REVIEW

This chapter provides a review of the literature on PACs. The review is designed
to meet two interrelated objectives. The first is to identify research themes in the PAC
literature. The research themes highlight the range of important dimensions of the PACs
that have been addressed in the present literature. The second objective is to identify the
gaps in the extant literature. The insights produced from identifying the research themes
aid in highlighting gaps in the literature. The chapter thus provides the setting for the
study’s research questions on PACs.

The current research literature on PACs can be categorized into three streams of
research. The first stream is cultural development and planning, where PACs are central
to the cultural and artistic activities. The cultural planning of a community involves many
individuals and factors within the community such as space, planning, placemaking, and
use. The planning of a community’s cultural components and the ability to involve
partners impact the development and governance of the PAC. The second stream is PACs
as cultural institutions. As cultural institutions, PACs act as cultural catalysts that boost
arts and cultural activities within the community. The third stream is the multifaceted
impacts of PACs. A thriving creative sector is a powerful economic asset to the local
community. The PACs serve as catalysts for business revitalization by acting as local
economic multipliers. The PACs also have physical and social impacts on the
community.

Although there is some emphasis on operational management of PACs, very little
research has been done on their governance structures. The governance structure of a

PAC determines its role in several ways, including cultural planning and creative
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placemaking, operations of the PAC, and visibility of cultural districts and partners.
Hence, the governance structures are important to consider for PACs to be viable and
successful. The second part of the chapter highlights this important research gap,

dwelling on governance related factors including leadership.

PAC Research Themes
To undertake the literature review, I did a systematic literature search of articles

from 1998 and 2018. The systematic search included search terms relevant to PACs, such
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as “performing arts centers,” “theaters,” “symphony halls,” and “playhouse.” The search
engines used included Academic One, JSTOR, ProQuest, SAGE Online, and Wiley. The
search yielded 236 papers published during the period. After removing duplicates and
articles that were not directly relevant to PACS, there were 87 articles. These 87 articles
were primarily used for identifying the research themes in the extant literature. Relevant
subsequent articles published after 2018 are also included in the review. The research
themes were identified inductively by sorting articles of common research topics
together. The sorting provided three key research themes: (a) cultural planning and

development with PACs, (b) PACs as cultural institutions, and (c) multifaceted impacts

of PACs on communities. These themes are explained below.

Cultural Planning and Development With PACs

The first stream of research literature has investigated the cultural planning and
development and of a PAC. Cultural planning has been in the United States since the late
19™ century and early part of the 20" century with beginnings of art practice in

communities via the practice of public art displays and public sector creativities. The
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practice was first seen in the art in public places medium, with civic buildings and civic
engagement like sculptures and fountains. Albeit displays of beautifully landscaped
architecture, many of these came by commissioning artists to create the artwork for the
benefit of the public. The “City Beautiful” movement of 1893 had the intent of producing
beautiful and magnificent cities, creating commission opportunities. Charles Mulford
Robinson, an urban planner, in 1903 published a book entitled Modern Civic Art, where
he coined the term civic art for the benefit and enjoyment of the civic public and not for
arts own sake.

Cultural planning defines a community’s cultural landscape and the creative arts
sector. The planning of a community involves many individuals and factors within the
community such as space, planning, and use. Cultural planning (Americans for the Arts,
n.d.) is a public process that involves community representatives in expressing,
exploring, and undertaking the planning of a cultural intervention in a community. The
support for planning these projects depend on the cities’ social, intellectual, and cultural
relationships embedded in the community (Richards & Duif, 2019). The ability to involve
partners impacts the development and governance of the cultural facility. The cultural
plan can be initiated by a civic employee working in the local governments planning and
zoning department, a local arts organization, an outside community member, or even
someone from the private sector. In whatever way the plan is initiated and executed, it
should eventually involve the local leaders, local arts organizations, stakeholders, and
local community members. The funding of these cultural plans in a community is usually

supported by business improvement constituencies or state or local municipalities.
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Since the early 1980s in Europe and early 1990s in the United States, states,
cities, and local communities have carved their community agendas into bringing forth
cultural planning (Markusen, 2010, 2012) as a strategic element for economic and
community development (Markusen & Gadwa, 2010a). By the 20" century, communities
had engaged in neighborhood and downtown revitalization projects, developing cultural
districts, providing funding for local artists, and designing new ways to fund artistic
endeavors in their communities. A PAC impacts its surrounding community in terms of
property values, educational levels, community participation, and the like. Property
values (Fagotto & Fung, 2006) can increase, and significant new economic activity
(Gadwa, 2009) can be infused due to the new cultural intervention of a local arts group or
PAC. Regional planning studies revealed that people with higher education levels are
more engaged in the arts (Schuster, 2002).

Cultural placemaking and planning involve the emotional connections that
naturally arise between individuals, communities, and specific locations within that same
or neighboring community (Shrivastava et al., 2012). Creative placemaking is the
conscious role of a community to develop a creative community of artists and designers
for the cultural vitality of a subsector of the community (Gadwa Nicodemus, 2013; Guo,
2015; Markusen, 2010; Redaelli, 2016; Stern, 2014). In planning a creative sector or
community, cultural leaders can push forward their agenda for diversity and
neighborhood resources (Markusen, 2006). The planning of a cultural component in a
community needs to be holistic that integrates performing arts facilities and the artists’

living spaces (Markusen, 2006). Such planning for a creative community is related to the
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concept of creative placemaking (Markusen & Gadwa, 2010b), which has economic,
physical and social impacts locally.

Cultural planning is an important part of the PAC development process. PACs can
be instrumental in cultivating potential partnerships among arts organizations and
developing creative communities in surrounding areas. The cultural offerings of the
PACs (e.g., whether to offer a symphony orchestra or a dance theater) are shaped by the
community. These offerings within a community contribute to the makeup of a civil
society (Ramnarine, 2011). Cultural plans include PACs’ facilities assessments and how
they fit in community, regional cultural plans and city, town, neighborhood, and district
plans. A typical arts facility planning guide for PACs is shown in Figure 1 (Evans, 2002;
Evans & Shaw, 1992). The development of an arts and cultural facility must take into
account the existing resources and centers in the area as well as the potential for arts to
flourish within that community. An effective cultural assets area mapping such as
conducted by arts and planning organizations, cultural affairs councils of individual
counties, and private organizations is crucial to the creative planning process. The

cultural planning process for a PAC is thus an important aspect of PAC performance.
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Figure 1
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Note. Source: Cultural Planning: An Urban Renaissance? by G. L. Evans, 2002, Routledge.

Table 2 presents definitions of seven types of cultural plans (Arts & Planning

Toolkit, 2021) for a community. A comprehensive cultural plan is defined by aligning

the goals with a defined community need or opportunity. Many cultural plans exist

nationwide, from regional—Minnesota, Ohio, and Indiana—to local—Kansas City,

Dallas, Texas, Chicago, and Arlington. A regional plan defines a community’s existing
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impact of the arts. The economic impact of artist contributions to a community, their

needs as artists, and the public opinion about public participation about the arts are

generally part of the regional plan. A local or city cultural plan generally focuses on a

specific city’s cultural needs, proposals for planning culturally within the city,

recommendations for a cultural initiative, and most importantly a proposed

implementation strategy.

Table 2

Types of Cultural Plans for a Community

Cultural plan

Description

Comprehensive
cultural plan

Discipline-focused
cultural plan

Cultural asset
mapping

Specialized arts or
cultural assessment

Specialized arts and
culture issue plan
or study

Cultural district plan

Arts and culture
component of a
municipal or
regional plan

Defines a framework for a broad set of goals and strategies that
may align with other community needs.

Defines a set of goals focused on a specific arts sector (i.e.,
visual arts, music, dance, theater, etc.).

A list of a community artistic and cultural resources.

A community’s assessment of their cultural tourism potential
based on a specific focus (i.e., marketing study, cultural
economic impact assessment, feasibility study for the arts
organization in the community, etc.).

Defines goals and strategies of a community specifically
concerning a specific issue (i.e., audience development,
audience participation, arts facility assessment, etc.).

Defines a set of goals and strategies that concern a specific
geographic area in a community (i.e., arts districts,
neighborhoods, etc.).

Defines a broad comprehensive plan for the inclusion of arts
and culture in a community (i.e., arts and culture master plan
for a community, etc.).

Note. Source: Cultural Planning, by Arts & Planning Toolkit, 2021,
https://artsandplanning.mapc.org/cultural-planning/#context.
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The discipline-focused plan concentrates the strategy specifically in one artistic
medium, focusing on the impact of art in public places, assessing the inventory of current
art in public places projects, and providing recommendations for future opportunities. A
cultural asset mapping plan lays the groundwork for an inventory of all artistic and
cultural assets in a community. This mapping plan relies on qualitative as well as
quantitative online mapping approaches on a community’s cultural assets. In South Los
Angeles County, Project Willowbrook was an artist-led neighborhood planning process.
In Brattleboro, Vermont, there was an asset mapping plan with a cultural cartography to
illustrate the community’s creative energy and cultural ecology.

A specialized assessment plan defines a strategy with a specific focus in mind
such as a market study on cultural tourism, economic impact of the arts, or an impact
assessment of how the arts has impacted or may impact the community (i.e., audience
surveys, handbook for presenters, leveraging cultural assets with economic development).
A specialized issue plan focuses on one of those issues, such as audience participation.
The Cape Cod Commission (2009) developed a specialized arts and cultural assessment
plan that included a practical guide for municipal investment in Cape Cod. The document
included arts importance in the community, a step-by-step guide in creating a strategic
plan for a cultural initiative that included suggestions on effective partnerships, how to
measure the arts impact in the community, existing cultural programs and events,
effective marketing initiatives, and suggested long-term budget plans for arts and culture
implementation support. The Cape Cod Commission (2019) updated the plan in 2019.
The Berkeley California Commission (2003) developed a plan that informed the baseline

condition of arts and culture in Berkeley at the time of the study, an analysis of economic
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and audience impacts, a mapping and database of current arts organizations,
recommended goals, and strategies for a cultural plan.

A cultural district plan is defined by focusing on a specific geographic location
within a community (e.g., Beverly Arts District in Massachusetts or the Wynwood Arts
District in Miami, Florida) and providing a plan for its artistic and cultural enrichment. A
cultural district is an area in a community that recognizes the arts as an integral aspect of
a community member’s life and integrates the arts within the community. The
Metropolitan Area Planning Council (2018) provided key findings for the Beverly Arts
District that emerged from their study: (a) pillars of success and (b) principles to guide
how success can be achieved. Figure 2 provides insight on the pillars and principles. The
core pillars for success were sustainability, distinctiveness, and growth, and the core
principles found in the cultural district plan for that specific community were
collaboration, inclusion, and creativity (Metropolitan Area Planning Council, 2018).
Cultural planning pillars are measured in this study in terms of number of years of the
PAC. Cultural district plans assist a community in identifying qualifying factors for the
planning, implementation, and success of a thriving arts and cultural community. Lastly,
the arts and culture component of a master plan includes the arts and culture as part of a
much broader community master building or development plan. The Town of Duxbury
Massachusetts (2019) developed a master plan that included existing cultural assets,

historic preservation, and cultural organizations.
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Figure 2

Beverly Arts District Core Values for Cultural District Planning

Collaboration
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> a
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Note. Source: Beverly Arts District 2.0 Plan, by Metropolitan Area Planning Council, 2018, p. 7,
http://www.mapc.org/wp-content/uploads/2018/12/BeverlyCultureDistrictimplementationPlan_Final.pdf.

The cultural planning process takes time and requires a leadership team to inform
the plans development process, outreach, and education to the community. Figure 3
shows the cultural planning process. Once leadership has been determined, the next step
involves a thorough assessment and inventory of the community’s assets including a
SWOT (strengths, weakness, opportunities, and threats) analysis of the arts and culture in
that community. This step in the process involves an asset mapping component involving
both qualitative and quantitative studies mapping areas within a city, town, or district that
provides locating all cultural and artistic offerings in a given area and providing a brief
history about their existence as well as the current demand for the arts in that community.

The final stage includes implementation of a vision and action plan for the community.
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Figure 3

Cultural Planning Process

Committee, SWOT
Data Analysis, Action Plan,
LELEHTES  Collection, Cultural Strategies, Policy
Working Asset Recommendation
Group Mapping

Note. SWOT = strengths, weakness, opportunities, and threats. Data from Cultural Planning, by Arts &
Planning Toolkit, 2021, https://artsandplanning.mapc.org/cultural-planning/.

PACs as Cultural Institutions

The second body of literature focuses on the PACs as cultural institutions in a
community. Across the United States, city policy makers have discovered the importance
and vital role a PAC plays as a cultural institution in a community and particularly urban
areas of a community. The opportunities to keep the community enriched and engaged in
cultural expression and provide an outlet for cultural expression from different cultures
can materialize in different ways, including dynamic partnerships, arts advocacy,
professional development, cultural community benefits, and public—private
partnerships— all opportunities created by the cultural institution in the community.

Strom (2002) found a significant increase of PACs as cultural institutions across
the United States. Over 71 major PACs were built between 1985 and 2002. These PACs
were not in the typical cultural centers or cultural clusters of the United States such as

that in New York City. With this exponential growth of PACs, the previous concepts that
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