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Arts and Cultural Leadership in Asia

Arts and cultural activity in Asia is increasingly seen as important internationally, and Asia’s growing prosperity is enabling the full range of artistic activities to be better encouraged, supported and managed. At the same time, cultural frameworks and contexts vary hugely across Asia, and it is not appropriate to apply Western theories and models of leadership and management. This book presents a range of case studies of arts and cultural leadership across a large number of Asian countries. Besides examining different cultural frameworks and contexts, the book considers different cultural approaches to leadership, discusses external challenges and entrepreneurialism, and explores how politics can have a profound impact. Throughout, the book covers different art forms, and different sorts of arts and cultural organizations.

Josephine Caust is an experienced arts consultant based in Adelaide, Australia, working with a wide range of organizations in Australia and Asia. Previously, she was an Associate Professor and Director of the Arts and Cultural Management Program at the University of South Australia, and before that, she worked in the arts sector as an arts practitioner, arts manager and consultant. She is also a Principal Fellow at the University of Melbourne, the author of two previous books on arts management, and the Founding Managing Editor of the online academic journal, Asia Pacific Journal of Arts and Cultural Management
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While it is commonly reported that Asia is the growth region of the twenty-first century, it is perhaps less publicized that Asia is also a region with a long history of cultural achievements, cultural heritage and unique cultural and artistic practises. Some of these are now well known: treasures such as Borobudur in Indonesia, Angkor Wat in Cambodia, Bagan in Myanmar, the Taj Mahal in India, the Forbidden Soldiers in China and the towns of Hoi Ann in Vietnam and Luang Prabang in Laos. These wonderful places/sites are all inherited from the past but the Asian region is now embracing modernity in all its complexities and contradictions. This can mean, in some contexts, that arts practises that were previously supported by the state are now expected to be self-supporting. Where government support may exist it may not be keeping pace with artform development, so practitioners have to become entrepreneurial to survive and thrive. In other cases, it may mean that there is recognition that arts and cultural practises can be a source of new income for people as well as means of validating a cultural heritage. To address the interest and desire for contemporary arts practise, new venues, centers and galleries have been created by different communities despite, or in spite of, a lack of government engagement or support. Government engagement that does exist is a contested field where it can be seen as exerting too much influence on the one hand or, on the other hand, is not valuing or respecting what exists. Cultural engagement is seen as a basic human right as well as an opportunity for communities to grow and flourish. While a book such as this cannot include every important practise and cultural contribution that exists in the region, nor every country or culture from that region, the intent here is to give the reader a “taste” of contemporary issues and practises in the arts and cultural sector.

When talking about the Asian region, it is important to note that it consists of many different countries and cultures. This is hardly surprising, given that it is the most populated geographical region in the world. The diversity of cultures present in the region is complex and extensive. Different cultures carry with them different understandings, cultural practises, social practises and expectations. It is essential to acknowledge and respect these differences if there is a desire or need to work cross culturally.

In this collection, there are 15 chapters from eight different countries; a limited representation in terms of the diversity of the region but perhaps enough to contribute a sense of the complexity as well as the commonalities. However, a collection such as this is just the beginning. No doubt more stories and information about arts and cultural leadership practises from the region will become available in the next few years.

Much of the published information about arts and culture has been from the West and about the West, and even this collection is edited by a Westerner, albeit an inhabitant of a region that is never clear whether it is a part of Asia, a separate identity in Oceania, or an outpost of Europe in the Southern hemisphere. However, the cultural and geographical borders of what is understood by Asia are constantly changing and Australia is definitely part of this change, as are other countries in the Asia Pacific region. We are all challenged by meanings around cultural identity, aesthetics and values. Some countries in the region were colonized in the eighteenth, nineteenth and even twentieth centuries by Western countries so that their cultural tastes are a mixture of national arts practises and heritages as well as those brought from other regions and cultures. These interactions between cultures and arts practises are not new and are part of all artistic diasporas. In the contemporary environment of the internet and instant communication, the likelihood of further influences and cultural interactions is even greater. The need to preserve and cherish unique cultural practises is often critical in this context, given the homogenizing impact of global popular cultures.

Religious and spiritual practises are another aspect of culture that influences how artistic practises develop. In the Asian region, there are rich traditions associated with all of the major religions of Hinduism, Buddhism, Islam, Christianity, Confucianism, Taoism, Shintoism, Sikhism and Jainism. In China, for example, the beliefs and traditions associated with Confucianism still resonate in all aspects of Chinese society. More recently, China has decided to use this recognition by branding their cultural arm the Confucian Institute to represent the Chinese culture abroad. The Confucian Institute is taking up the mantel of promoting the positive and unique characteristics of China to the world in the same manner that the Goethe Institute has done for Germany or the British Council has tried to do for Great Britain. In fact, several recent commentators have suggested that the important influences in this century and beyond will be connected with culture (or soft power) rather than the use of military force or economic dominance (hard power). So using one’s culture to share and communicate is not new but may become increasingly relevant to how the world develops in the future. Part of this is valuing and respecting one’s own culture as well as respecting and valuing that of others.

Rather than framing aspects of contemporary arts and cultural practises as not being historically authentic, it is worth examining how cultures and artists adapt and thrive in contemporary settings. Certainly, the importance of arts and culture to every group, nationality, country and region is critical to their identity, understanding, interpretation and place in the world. This collection is an exploration of some of the issues that exist around leadership, vision, arts practises, cultural identity, cultural understanding and adaption for arts organizations, artists, communities and cultures in the Asian region.


Arts and cultural leadership

The term “arts and cultural leadership” is used here in its broadest possible meaning. Leadership is explored in the context of individual examples, different artforms, different organizational models, economic framings and industrial contexts, as well as the broader framings of cultural identity, national identity and cultural policy. Leadership can be identified in many ways including as an individual trait, as a style, as a way of working, as a form of inspiration, as a shared quality, as a recognition or acknowledgement of expertise, as a new direction or as a vision. It is not necessarily embodied in one individual, but can be a collective vision or a shared practise.

In any discussion on the term “leadership”, it is recognized that how leadership is understood and practised is contestable and can be interpreted very differently from individual to individual, in different cultures and from one context to another. Recent approaches to leadership have described models of leadership where the roles of “leader” and “follower” are interchangeable particularly in a “knowledge-based” context. There are designated positional leaders, but, at times, leadership of a particular project may be provided by another member of a team with more specialized expertise. Therefore, leadership may be seen as more of a dynamic process rather than a simple recognition of a designated position.

In terms of the arts, there are particular challenges that exist for leaders and leadership. A primary one in arts organizations is balancing the need for artistic vision and creating original works with the business or necessity of making an organization financially viable. This creates a tension which is sometimes embodied in different leadership roles, for example the artistic director or lead artist and the general manager or administrator. This tension can be further enhanced in particular cases where the power lies in one role and the responsibility for the viability of the organization lies in another. A question frequently asked is: Is this primarily a business or is it an arts organization?

Another challenge for arts and cultural leadership is the nature of artists and creative workers in general. Managerial values located around normalization, control, hierarchy and efficiency for instance, can be in opposition to the culture of artists and arts-making that rely on experimentation, exploration of risk, artistic originality and respect for the integrity of the work. While creative industry models stress how financially productive arts practise can be, seeing arts and cultural practise within an industrial framing can also cause conflict between the approach and goals of the creator and the desire by the business leaders to make a profit. Thus the making of art can be a contested field in itself, aside from wondering about the nature of its leadership.

One particular aspect of arts leadership is the fact there are often multiple stakeholders involved who must be on side for the work to succeed. These stakeholders can include government, audiences, other funders, critics and the community in general terms. Leaders in the arts need to be able to negotiate successfully with many parties to ensure their work reaches an audience and gets financial support along the way. In particular, the role government plays in relation to arts practise can be influential in terms of censorship, financial support, copyright and other regulatory functions. This collection explores many of these challenges as well as different aspects of leadership in the setting of arts and culture. It is located within a specific region of the world to showcase how leadership is understood and practised in different cultures, artforms and settings.

The book is divided into three parts that reflect the content and approach of the contributors:


	Part I– Politics, art and culture.

	Part II– Integrity, adaption and entrepreneurialism.

	Part III– Organizations, collaborations and individuals.



Some of the contributors are academic researchers, while others are practitioners, so the collection is designed not purely for an academic environment but is also directed to practitioners. The mixture of different voices is important as it recognizes the diversity of practise and approaches that exist within cultures and as well as between cultures.



Part I Politics, art and culture

In this part, there are four fascinating stories about the relationship between government and the arts. In a couple of the cases, there are stories of how communities are trying to determine their own cultural and artistic futures and affect change in the traditional order of things. In others, there are stories around government intervention and when it tries to exert control or leadership in artistic matters.


Chapter 1 Deviance and nation-building

Terence Chong is both an academic and practitioner and has written an interesting chapter about the challenges in Singapore where the artistic and cultural context has been mostly framed and led by the city-state government. In this chapter, he discusses how arts practitioners have tried to change the nature of their dialog with the government by developing a “manifesto” around the rights of artists. The creation of the manifesto was a reaction to an official review conducted by the government in 2012 concerning the future direction of arts and culture in Singapore. This chapter is an exploration of the question: Who should determine the leadership of the arts, the government or the artists? This question is relevant to any environment where the government plays a major role vis à vis the arts sector.



Chapter 2 Re-negotiating the arts in China: creating a new space

Luqiang Qiao writes here about the changes in the performing arts sector in China over the past 60 years with a focus on two particular areas: performing arts troupes and new arts centers. Qiao has worked in the performing arts sector in China for more than 30 years, so he brings much knowledge and experience to the conversation. He discusses the changes that have occurred in these areas in the context of the broader political landscape in China over this period. China is different from many countries because of the central control that has been exercised historically over the framing and organization of arts practise. In the early period after the establishment of the new China from 1949, performing arts troupes received complete financial support but were subject to total state control in return. As the political and economic climate changed in China, particularly in the last 20 years, the State response to performing arts practise has also changed. There has been a concerted push by the State to privatize the bulk of performing arts practise, with an expectation that the groups that survive are then more market responsive. Since 2010 there has also been national public recognition of the importance of culture and arts practise to the power and identity of the nation. An outcome of seeing the cultural sector as being integral to the national identity has been the building of large performing arts centers across China. These art centers are frequently based on Western models, so they may not suit their purpose or location and raise the question of whether this expensive infrastructure is a good use of public money. Certainly, in all cultures there is a need to consider how to use limited resources to ensure that the outcomes accurately reflect cultural leadership aspirations.



Chapter 3 Growing into failure: the Hong Kong Arts Development Council

Oscar Ho Hing-kay has worked in the arts sector in Hong Kong for many years and is a senior arts leader there. In this chapter, he describes the creation of the Hong Kong Arts Development Council, its original aims, its subsequent performance and its place at present in the Hong Kong arts scene. The macro political changes in Hong Kong over the past 20 years have had an impact on every facet of Hong Kong society and the story of the Hong Kong Arts Development Council (HKADC) reflects this. Hong Kong is now categorized as a Special Administrative Region (SAR) of mainland China and although it enjoys special status, it nevertheless is expected to conform to many of the overall guidelines of the central Chinese Government. Ho Hing-kay talks about how the changing expectations and aspirations of the Hong Kong community were reflected in their desire to have an arts funding body separate or independent of the government of the day. The establishment of the HKADC occurred at the end of British rule after much community lobbying. While the creation of the HKADC embodied the hopes of the arts community in Hong Kong for independence and recognition, its performance has been influenced and affected by broader political agendas subsequently. Ho Hing-kay sees the HKADC as a failed experiment because it has not been able to achieve the political independence it needed if it were to succeed. He sees the HKADC failure as a failure also for the arts community in general because he believes arts funding is still seriously inadequate for creating and supporting an exciting and innovative arts sector in Hong Kong.



Chapter 4 Interlocution and engagement: cultural public sphere and culture policy in Taiwan

Liao Hsin-tien has been an observer of the arts and cultural scene in Taiwan for many years. He is also a senior academic and researcher. In this chapter, he discusses how Taiwan has been struggling with cultural and political identity issues. This struggle has recently led to all political parties having to engage in open and public discussion about their views on Taiwanese culture. This focus on culture has led to the creation of a “Manifesto for Cultural Rights”, which articulates all the issues that the community would like the State to address. An incident in a public park, where officials were insensitive to the history and identity of the park brought many of these issues to a head. The focus in this chapter is on the importance of culture, and in particular a citizen’s cultural rights. This is a fascinating subject and is an indication of a future where, perhaps, identity and cultural issues will become more critical in all our communities. In this instance, the demand that government respect and value culture as an integral human right is a way forward that could be applied to other countries and communities.




Part II Integrity, adaption and entrepreneurialism

This part includes four case studies that demonstrate successful leadership outcomes despite external environmental challenges. Each case study shows how individuals and organizations have managed to address the challenges presented, develop new ways of working and move forward. They all present lessons about the need to change perspective to address obstacles and adapt in order to see alternative ways of continuing. This adaption then enables the possibility of doing the work that is important to the group or individual, while maintaining the integrity of the work and values.


Chapter 5– Cultural leadership: the play of the indigenous and the contemporary: two case studies from Bandung City, Indonesia

In this chapter, Sonny Rustiadi and Isti R Mirzanti document the achievements of two creative organizations in Bandung City in Indonesia. Both writers are active researchers and teachers with a particular interest in the creative industries. Bandung City is located in West Java and is a center for Sudanese culture in Indonesia. The authors discuss how the leadership of two organizations in Bandung City has led to their development of arts practise and cultural products that reflect Sudanese art and culture. One company has developed a range of artefacts that can be sold, and another has focused on reviving traditional dance pieces and then teaching and performing them. In the context of the achievements of these two groups, the authors discuss collaborative leadership, the tension between making money and making art and strategic adaptation to successfully overcome obstacles in their environment. They also note that the integrity of what is produced is important to the individuals in each group, hence there is a focus on working authentically, rather than focusing primarily on making money. This story is particularly relevant to communities that struggle to survive both economically and culturally, and how using what is intrinsic and valuable about your own identity, can provide a way forward.



Chapter 6 Leadership in a transition period: the case of Tran Huu Trang Cai luong Theatre in Vietnam

Thuy Do is a researcher and teacher who has worked for several years with the Vietnam Institute of Cultural Studies in Hanoi. In this chapter, she discusses the case of a theatre company, Tran Huu Trang Cai luong Theatre, which is based in Ho Chi Minh City. Vietnam has undergone a similar transformation in the cultural sector that has occurred in China, where arts organizations have had to move from being fully financially supported by government to having to generate most of their own income to survive. Do talked to the leaders of Tran Huu Trang Cai luong to understand how this company in particular has managed to undertake this transition more successfully than some other theatre companies in Vietnam. The leaders discuss how they had to adapt their work and operation to the new situation and find different solutions for developing new audiences. This case study demonstrates that to survive new and challenging environments, arts organizations need to be inventive, creative and responsive and not hold onto outdated practises or beliefs.



Chapter 7 A new concept of organizational structure and leadership practise at Bishaud Bangla in Chittagong: the challenges and the potential

Alam Khorshed is a former engineer who has returned to his homeland of Bangladesh from Canada to help the development of arts practise there. He reveals in this chapter how, along with some friends and colleagues, they have set up an arts center called Bishaud Bangla in Chittagong. This is a place where arts and arts workers can come to support the creation of Bengali art. There they listen to other artists, hear about new developments, exchange knowledge and receive support for their practise. To make the center pay its way, they have also introduced other activities such as a cafe and book stall. They have tried to make the center more democratic in its organizational processes than is the custom in Bangladesh, and adopted an open collective approach where members can be actively engaged. While there have been some challenges and differing views in terms of the organization’s mission, the group is now undertaking the development of a larger purpose-built arts center in Chittagong. This story is an ongoing journey but it demonstrates the importance of passion, persistence and commitment to realizing a vision.



Chapter 8 The Studio Safdar story

Sudhanva Deshpande is a senior theatre artist based in Delhi in India. He runs a publishing company and book store to support his real passion which is being part of a theatre company called Jana Natya Manch (Janam). In this chapter, Deshpande tells us about the journey the company has been on over several years to find a permanent home. It is a moving story because there have been many challenges along the way, including the murder of the original co-founder of the company, Safdar Hashmi. Given the activities and politics of the company, traditional fundraising approaches did not seem appropriate. In addition, finding money for political and untraditional arts activity in India is challenging anyway. However, they have achieved their goal of having a permanent studio and meeting center by recognizing that there were other ways of fundraising that could support them. In particular, they discovered that instead of trying to find money from government bodies or corporations that were not culturally or politically sympathetic, they could use their own network. So they approached friends of the company who gave them both money and helped to organize further fundraising events. In addition, they realized that combining their resources with other like-minded groups could make their own dream a reality.




Part III Organizations, collaborations and individuals

In this part, there is a focus on leadership within artforms and within organizations, with a focus on how individuals manage challenges, work collaboratively and demonstrate leadership. Each chapter explores how leadership is understood, what is particular about the practise of leadership, the challenges that exist, how leaders have succeeded and what more could be achieved. The natures of different cultures are also explored in different contexts to understand differences and achieve better communication and successful collaborations.


Chapter 9 Dual roles– collaborative leadership in a newly developed music ensemble: a case study from Hong Kong

In a chapter from Hong Kong, Chi Cheung Leung and Ka Yan Tung explore understandings of leadership in a music group, the Hong Kong New Music Ensemble. Leung is a very experienced musician as well as a senior researcher while Tung has worked in both curatorial and educational roles. By examining how the relationship between the artistic director and the general manager functions, as well as considering the individual traits of each leader, they explore the concepts of cultural entrepreneurialism, dual leadership and collaboration. They then see how the collaborative model of leadership which combines different abilities and strengths, works in this case to best serve the interests of the music group. The authors, who have a particular interest in cultural enterprises, conclude by making some suggestions about how the music ensemble could make themselves more effective as a cultural enterprise.



Chapter 10 Private public: the independent Indian art museum as catalyst

In this chapter, Anupa Mehta, an eminent Indian curator and writer about the visual arts, discusses the impact of art galleries established by family foundations in India. These galleries are sometimes described as “vanity” galleries/museums because they usually bear the name of the family that established them and exhibit their privately owned collections. But as Mehta points out, there is a gap in the Indian gallery scene as the State exercises only a limited engagement with arts practise and offers very little public support for contemporary arts. Hence the family owned galleries play a significant role in filling this gap by supporting contemporary visual arts practise, exhibiting new work and trying to engage with a broader public around issues that are important to the making, exhibiting and understanding of art. In this case she focuses on the example of the Kiran Nadar Museum of Modern Art located in Delhi. This gallery owned by the Nadar Family tries to engage with a broader audience by being located in a popular shopping mall and endeavors to create an atmosphere that is friendlier and more open to visitors entering the gallery. The close relationship between the private and public in the Indian arts scene is different to that in countries where more generous public financial support exists for the arts. In the longer term, though, Mehta identifies that there is an opportunity in India for more active engagement and support at the state level for the contemporary arts, perhaps even in active partnership with the private sector.



Chapter 11 On your toes: perception of leadership influences in ance companies in Singapore

In this chapter by Suyin Chew and Leonie Hallo, there is an exploration of how leadership is practised in dance companies in Singapore. Chew has a dance background and is a teacher and researcher, while Hallo is a teacher and researcher as well as a practising musician. Various stakeholders of the dance companies involved in the study were interviewed, including the designated leaders. This process enabled the development of a deeper understanding of how leadership is practised within each of the companies. It also enabled the recognition that there were some misconceptions by individuals about who influences what within the leadership of a company. This research has provided material for the companies to address in terms of improving communication and developing better understandings between all the stakeholders.



Chapter 12 Different cultures but similar roles: leadership of major performing arts centers

A study by Josephine Caust is an exploration of the leadership of major performing arts centers located in Singapore, Australia, New Zealand and South Korea. Individual leaders of these arts centers discuss their approach to leadership and how they address the challenges presented to them in their roles. While the arts centers are located in four separate countries and the cultural contexts are all different, the centers have been framed around a similar model. There are commonalties in the challenges for the leaders, as well as differences. These may relate to dealing with conflicting stakeholder needs, managing government agendas and keeping their centers active and financially solvent. The centers all play a public role in the urban and cultural identity of their city which places expectations on their leaders, perhaps beyond the brief of any ordinary arts organization. Nevertheless, they are arts centers so they must juggle the need to produce interesting artistic work and attract audiences, in tandem with their civic and community roles.



Chapter 13 Strategic leadership and management in China's music publishing industry: a case study of the Shanghai Music Publishing House

This chapter is an examination and reflection by John Fangjun Li, a teacher and researcher, on the decisions and actions of the leadership of the Shanghai Music Publishing House. This organization has witnessed tremendous growth and success since changes occurred in China at the end of the twentieth century resulting in an opening up to Western markets and becoming independent of government. Li focuses particularly on the strategic decisions of the two leaders of the publishing house when they took note of the environment and the changing circumstances to develop an effective plan for future growth. In particular, they paid attention to the impact of ‘convergence’ in the music sector, which gave them market opportunities that did not previously exist. It is a story about how, when the environment changes, some see it as a disaster and others see it as an opportunity. In this case, the leaders of the Shanghai Music Publishing House saw it as an opportunity.



Chapter 14 Rise of a choral director: the case of an Asian cultural leader

This chapter by Sun-man Tseng, who is a teacher and expert on arts management issues in Hong Kong, considers the influence and achievements of one individual arts leader in Hong Kong. The focus is Patrick Chiu, who is a conductor, composer and leader of choral singing. Chiu has a particular love of a cappella singing, and as a result, has initiated or been responsible for the creation of several a cappella groups in Hong Kong, as well as starting a new international a cappella festival and creating the first a cappella theatre group there. This chapter explores why Chiu has been successful in developing so many groups and what he brings to the table in terms of his leadership qualities. While clearly Chiu is entrepreneurial in his activity, most importantly he demonstrates a superior capacity to work collaboratively with different individuals to achieve a goal that they then all share and own.



Chapter 15 Vive la différence! Taking advantage of cultural difference in international arts exchanges with Asia

Alison Carroll has been working cross-culturally in the arts for more than 30 years and is a senior curator, writer and cultural leader. She has spent a long time considering the challenges for artists and arts workers to work cross culturally. In this chapter, she talks about the different approaches that artists, curators and arts managers take in different cultural settings. She particularly focuses on the nature of “time” and “space”, and describes how understandings of these concepts can differ between cultures resulting in misunderstandings and different expectations. She thinks if there is more awareness and understanding about these differences, each group would gain more, learn from each other and be able to collaborate more successfully. It is fitting that this chapter ends the book, as it provides a positive goal to work towards, where cultural differences become less important than a desire to work together and make interesting art.




Conclusion

These case studies and stories demonstrate that leadership in the arts is not a simple path and that similar concerns around integrity, passion and commitment occur in all cultures. The impact of the industry model and the economization of the arts sector in general have delivered both positive and negative outcomes. It has created a climate where leaders are more entrepreneurial and outward looking. It has also sharpened the conversation about the purpose of arts practise and how and by whom it should be supported. Finding the resources to do the work is always going to be a challenge because support for arts practise is not given without a price or expectation attached. While there are ongoing complexities in terms of the arts sector and its relationship with government in the region, changes are occurring in the nature of that dialog, which may be healthy for the sector in the longer term. The question is posed: What is the role of government in relation to the arts, that of leader or facilitator? It is disappointing for artists when government support decreases, but it can provoke a different approach from individuals and organizations that may bring more autonomy and independence in the longer term. There is recognition here of citizens realizing that they, too, have cultural rights, which governments need to acknowledge and respect. It is a time of change and moving of paradigms that may bring frustrations as well as opportunities.

The challenges that exist in the Asian arts and cultural sector to do artistic work are common in other parts of the world: insufficient money, inappropriate government regulations and controls, and the need to be true to the work. It is evident in these stories that the qualities of idealism, resilience, adaption and persistence contribute to successful outcomes. While obstacles will always exist, it is more likely the work will succeed if these qualities are present. It is exciting to see here how passionate and committed artists and arts workers are in every country, and how creative they can be to ensure their visions are realized. I hope readers enjoy the book and find it useful, both as a documentation of a sector as well as a learning tool.
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