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Abstract

The study presented in this paper
identified the type of synergy and
relationship that exists between the
employees and other stakeholders of a
public service organization in Malta
entrusted with cultural and artistic
activities. Evidence was gained from in-
depth interviews and a total of sixty
participants took part in the study, which
employed a qualitative research design. A
methodology based on an inductivist
approach was used to explore the
participants’ experiences, thoughts and
opinions.  Collected data, which was
transcribed and converted to text, was
analyzed by wusing the N-VIVO
Qualitative Data Analysis software. In
general, the governance as it stands today
seems to be ‘righteous’. Employees are
satisfied with their job and stakeholders
are proud to be working for the
organization. However, no one knows
what the mission statement of the
organization is or whether it exists and
thus, the mission needs to be clearly and
continuously communicated to all. In
addition, even though everyone seems to
know what the organization stands for, no
one knows the exact goals and objectives,
and thus, these are required to be
rephrased and communicated more to all.
With regards to the relationship, synergy
and communication between all parties, in
general it seems to be good: the weekly
meetings between the management and
subordinates are of benefit, and there is a
cordial relationship between all parties.
However, there needs to be more
communication with the team of the
creative director. Also, more information
on the team of the creative director needs
to be made visible to the Management
Team and the public alike. As regards to
the Board of Directors, employees and
stakeholders are  questioning  the
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suitability and necessity of some of the
directors acting in their own capacity since
from the study it transpired that they do
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not seem to be contributing much.
|
Subject: Business Management

Introduction

Governance can be assumed to be those processes that are based on the
active co-involvement of groups and interests (Cheng, 2019: 192; Vangen et
al, 2015: 1244), and the analytical attention of research is often on the forms
of relationship among different individuals who go through similar challenges
(Nemeth, 2015: 3). According to Garcia & Cox (2013), governance is one of
the dominant areas of discussion, hence its importance for research (2013: 3).
Moll and Hitzler (2011) argue that organizations involved in cultural and
artistic activities may apply either a pluralist model or a one-tier model, which
models are the result of specific theoretical considerations, but have different
goals and objectives. In addition, Nemeth (2015) states that most of the
literature of the last decade has emphasized the change from municipal
focused governance to a more society focused one, in which the network of
members is sinuous and casual (2015: 3). This means that the network is
developed on the basis that the individuals have to depend on each other,
which forces individuals to intermingle and discuss, in order to achieve their
personal and mutual goals. As such, in the process, formal and informal rules
and relationship patterns are created for future interactions (Cheng, 2019: 192;
Nemeth, 2015: 3). Sorensen & Torfing (2009) postulate that the execution of
governance systems in non-profit organizations is subject to the public
environment, the strategy of the organization, and the politics that regulate
their system and performance (2009: 235). Moreover, Sorensen & Torfing
(2009) assert that it is the responsibility of both the politicians and the civil
managers to ‘release’ the prospect of networks within governance (2009: 235).

According to Sorensen & Torfing (2009), organizations such as the
World Bank, the European Union (EU), multinational corporations, as well as
national governments, are inclined to practice and endorse strategic coalitions,
partnerships and inter-organizational systems of networks in view of their
preemptive and supple style of governance (2009: 236). Similarly, Chen
(2019) and Kahler (2015) affirm that governments may choose to negotiate
with networks as a new means of collaboration, however this does not mean
that there may not be conflicts (2015: 3; 2019: 194). There is still the
‘knowledge gap’, and issues still remain about the difficulty of recruiting
people with the right skills (Tonks, 2020: 192), issues with the strength of the
team and the relationship management, particularly in creating the right
equilibrium between political support and interfering, as well as issues with
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the relationship with the stakeholders (Garcia & Cox, 2013: 172). Thus, the
qualitative research illustrated in this paper took place to address this gap and
the subsequent issues mentioned above.

Rotberg (2014) stipulates that most of the work to measure governance
has focused on inputs rather than outputs, and this was usually done by
assessing the budgets, the financial management style and the indefinable
feature of the government (2014: 512). Rotberg (2014) adds that by measuring
governance in terms of outcomes, one can determine whether results are being
achieved, thus indicating ‘good governance’ (2014: 517). Sorensen & Torfing
(2009) affirm that the standards summoned by stakeholders in evaluating the
effectiveness of particular governance networks can be studied through a
qualitative bottom-up analysis based on interviews and documents (2009:
241). As such, the study presented in this paper applied a qualitative method
and collected data via in-depth interviews.

The above introduction and literature review illustrated the goals and
scope of the research, and explained the broader social context within which
the study of governance took place. The introduction makes reference to the
academic and other literature about the area of governance in various
organizations. This part of the study delineates the contents of the remaining
Sections: The methodology section describes how a methodology appropriate
to the research was chosen and developed. An in-depth interview guide was
designed and used to produce the questions for the data collection for this
research. The guide was structured in such a way that the researcher could
identify what type of relationship exists between the participants and the
organization. The analysis and discussions section follows, which includes
analysis and deliberations of the inductively surfaced categories relating to the
relationship, synergy and communication between the participants. The
categories surfaced from the reading, coding and analysis of the data, and the
analysis and discussions are split into the following five main categories,
namely the analysis of the organisational model, the effectiveness of internal
departments, the stakeholder relationship, the relationship with the board of
governors, and the recruitment process. The final section presents the future
direction that the research study may take over the years. Changes that might
take place in the research process within the foreseeable future are also
outlined.

Research Methodology & Strategy

The study analyzing the governance of the public service organization
in question aimed to explore the relationship between the Management Team,
Board of Directors, and various other stakeholders. These relationships are
directed by social phenomena and behavioural processes that are accessible
through the examination of linguistic and humanistic symbols (Mennell, 1989:
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181). Thus, this study is of a qualitative nature and used an inductivist
approach, since it involves obtaining a thorough understanding of social
processes and behaviours. The research design took the form of a qualitative
case study and the data was collected via a total of sixty in-depth interviews.

The following methodologies were used after defining and selecting a
target research population:

a. Obtaining secondary data and/or further documentation - including
organizational charts, policies and procedures, and statistics for certain
indicators used to formulate the interview guide;

b. Obtaining primary data by organizing and conducting interviews; and

c. Answering the main research questions by assembling, coding and
analyzing the replies.

Targeted Participants & Sampling

The target participants for this study were involved with and/or linked
to the activities carried out by the organization, namely the employees of the
Management Team, the Board of Directors, the Creative Director Team, and
other persons involved with the organization on an ad hoc basis. All the
participants’ details were obtained from the Management Team of the same
organization and a purposive sampling was conducted. This kind of sampling
is planned and aims at setting up a connection between the research questions
and sampling (Bryman, 2012: 416).

Data Type, Collection & Management

The primary data for this study was collected through the in-depth
interviews that took place with the employees of the organization, Directors
and other stakeholders. The data collected for this research started by
identifying the relevant employees and stakeholders who are involved in the
organization’s activities. = The participants’ details were stored in a
spreadsheet, to which only the researcher had access. The topics and questions
corresponded with the indicators mentioned in the introduction of this paper,
and the questions were used in a flexible way (Boeije, 2010: 67). Participants
were introduced to the study initially by email and then in person, in the early
stages of detecting and building up the target population. Prior permission in
writing was sought from the individual that took part in the study before the
interview session took place. The participants were all asked to sign a consent
form. A total of sixty interviews took place. The researcher took the
‘saturation point’ approach when interviewing stakeholders, in order to
determine the time when no more interviews were required when no new
themes were being identified (Bernard & Ryan, 2010: 71; Boeije, 2010: 84).
Even though this approach emerges from a grounded theory perspective, the
researcher found it applicable to this study, since the analysis process involved
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a supple and unpredictable coding framework, rather than a firm and
unyielding one.

The maximum length of the interviews was of one hour and interviews
were recorded, where permitted by the interviewees. Detailed notes were taken
during the interviews where audio recording was not the preferred option by
the participants. In order to give confidence to participants and persuade them
to ‘tell their own story’, a semi-structured interview approach was considered
preferable to a fully structured approach. A phased-assertion probing
technique was often used during the interviews. This technique allows the
researcher to demonstrate a degree of prior knowledge of their experiences,
thus encouraging the interviewees to disclose more information (Bernard &
Ryan, 2010: 33).

N-Vivo was used as the data management software. This programme
aids in the consistency and regularity of processing the data, and enables the
identification, comparison and grouping of common elements in the collected
texts by using nodes (Beoije, 2010: 144; Bryman, 2012: 609).

Results & Analysis

The framework for analysis of the organization was based on
Mintzberg’s ‘Basic Parts Concept’, which includes the following three-level
structure, namely (i) analyzing the basic parts of the organization; (ii)
analyzing how activities are coordinated and how they are grouped together;
and (iii) analyzing the hierarchy: the division of responsibilities & powers
(Shafritz et al, 2015). The organizational chart (Figure 1) was used to structure
interviews with the organization’s Management Team and Board of Directors.
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Figure 1: The Organizational Chart
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Basic Parts of the Public Service Organization
The organization operates through a dominant operating core, whereby
staff work rather independently and their relative weight in the organization is
visible (Table 1). At the time of this study, the Creative Direction team fell
under the Techno Structure area of the organization.
Job Titles within the Organisation

The Basic Parts of the Organisation

Operating Core: Individuals involved in transforming
inputs into outputs.

General Manager;

Coordinator of the Units;
Officers of the Units;
Educational Entity Secretariat;
Assistant Manager;

Secretary, Admin Unit;
Accounts Unit;

Regional Coordinators;

Project Managers, Researchers and
other individuals employed
sporadically for specific projects.

Strategic Apex: Individuals entrusted with ensuring
that the organization serves its mission by conveying
and monitoring the relevant policies and procedures.

Board of Directors;
Chairman;
General Manager.

Middle Line Management: Individuals involved in
joining the Strategic Apex to the Operating Core by
feeding information and by coordinating the tasks.

Coordinators of the Units;
General Manager.

Support Staff: Individuals that are not directly linked
to the primary activity, but they provide operational
support to this activity.

Assistant Manager;

Secretary, Admin Unit;
Accounts Unit;

Educational Entity Secretariat.

Techno structure: Individuals involved in the
maintenance and development of the efficiency and
effectiveness of primary and support activities,
including the development, standardization, monitoring
and evaluation of events and actions.

Board of Directors;

Evaluation and Monitoring Steering
Committee;

Chairman;

General Manager;

Creative Director;

Vice Creative Director.

Table 1: The Basic Parts of the Organization®

Table 1 illustrates that some individuals carry out activities in more
than one basic part: one example is the General Manager, who is involved in
all areas except for the Support Staff area. Therefore, based on Mintzberg’s
concept of Basic Parts, the organization’s structure is depicted in Figure 2:

! Source: Mintzberg, H. (1979), Shafritz, J., et al (2015: 171)
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Operating Core

Figure 2: Dominant Operating Core?

Coordination of Activities

Most of the units within the organization consist of a coordinator, who
is in charge of the unit, and officers, who respond to the coordinator. Other
people engaged on ad hoc basis, such as project managers and researchers,
also respond to unit coordinators. All coordinators report directly to the
General Manager, who in turn reports to the Chairman. The officers are also
encouraged to respond directly to the General Manager where necessary, and
sometimes even to the Chairman. From the data it transpired that the General
Manager adopts an “open door policy” and is easily accessible to all
employees of the Management Team and to other stakeholders. The unit
coordinators are a channel of communication between the officers, the people
engaged on ad hoc basis, and the General Manager and are responsible to take
the necessary decisions within their units. Mintzberg’s (1979) ‘mutual
adjustment’ mechanism , which refers to people who depend on each other’s
work and thus communicate regularly with each other to get the desired
results, applies for certain tasks. Therefore, the organization’s coordination
mechanisms fall between Mintberg’s (1979) ‘direct supervision’, wherein the
head of unit coordinates between people directly under his/her responsibility,
and ‘mutual adjustment’, as per Figures 3 and 4.

Vﬁman A
. ager,
/ Co nt.r\'-.
\ oller /

| staff |« »  staff |

Figure 3: Mutual adjustment mechanism?

2 Source: Mintzberg, H. (1979), Hofstede, G. et al (2015)
% Source: Mintzberg, H. (1979), Shaftriz, J. et al (2015)
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The Organization’s Hierarchy: Division of Responsibilities & Powers

The organization adopts a traditional hierarchical structure similar to
Mintzberg’s (1979) ‘line organization’, which consists of a simple hierarchy
with one or more layers of management, with emphasis on direct supervision
as per Figure 5.

Management

Department Department Department
Figure 5: A Line Organization Structure*

According to Sahin & Gozubenli (2014), good governance structure is
important for organizations in order for them to be able to jointly make
decisions for the benefit of the same organization (2014: 414). Palmer et al
(2011) argue that a key governance challenge includes the lack of strength
within the team (2011: 27-8) whilst Mohamed et al (2016) stipulate that
employees should be held accountable for their actions (2016: 442). Garcia &
Cox (2013) illustrate that some changes in the top level positions of the team
may be suitable in order to meet the different demands related to various stages
of the activities (2013: 173). The public service organization of the study in
question saw one major change after a year of its inception, which is that of
the Chairmanship. In addition, its structure had changed, whilst retaining the
majority of its staff. The designation of the Project Coordinator was changed
to General Manager to reflect a greater responsibility over the projects and the
Management Team. Furthermore, two of the coordinators remained on board
and their respective units were created. On the other hand, there was a change
within the Creative Direction team and its structure.

The Role of the Creative Director

There are different approaches on how to appoint a Creative Director.
In the case of the public service organization in question, the first Creative
Director was appointed in Year 1. The Creative Direction team changed and
the present Creative Direction team took up the post in Year 3. Interviews
reveal that there is still a lack of clarity on the role of the new Creative
Direction team. Moreover, the autonomy of the Creative Director at the
organization is not without a few challenges, especially with regards to liaising

4 Source: Mintzberg, H. (1979), Shaftriz, J. et al (2015)
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with the organization in financial and administrative matters. It is important
to note that the office of the Creative Direction team is geographically far from
the office of the Management Team. As featured in the organization chart
(Figure 1) used for the interviews held, the team of the Creative Director is
working rather independently from the rest of the organization’s team, in view
that they are responsible for different events.

From the data it transpired that the ‘distance’ creates
misunderstandings with regards to communication. Similar to the team of the
Creative Director, other employees who are geographically distant from the
main premises, or are not always present at the office, in view of their working
arrangements or type of employment, feel a sense of discomfort. Similar
instances have been observed by Garcia & Cox (2013) wherein an
organization was spatially dispersed over five locations, creating issues with
communication, motivation and transparency within management (2013:
177).

Effectiveness of Internal Departments

Individuals and units behave differently in different situations. The
impact that the employees can have on the processes is dependent on their
relationship to the organization itself (Friedman & Miles, 2006; Tonks, 2020:
388-9). Questions for the in-depth interviews in this regard revolved around
the mission, goals and objectives of the organization, the forms of synergies
between each department and those that are geographically away from the
premises, as well as the communication between all parties and any training
and development that is required. After all, proper internal management
structures, systems and policies enhance the performance of organizations
(Kinyua-Njuguna, 2014).

The Mission Statement of the Organisation

The employees of the Management Team and the Board of Directors
of the organisation were asked questions about the mission statement of the
organisation, namely whether it is clear and understood by the employees and
Directors of the organisation. From the data it transpired that only 46% are
aware that a mission statement exists, though they are not sure of what it states.
A few of the Directors commented that the most important factor is that the
employees and the Board are aware of what the organisation stands for. The
participants who confirmed that a mission statement exists were also asked
about the clarity of the said mission statement. Approximately 90%
commented that the mission statement is not clear.
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Goals and Objectives of the Organization

All employees were asked questions about whether they are aware of
the goals and objectives. Though they do not know them word for word, they
are aware of what the organization stands for. Participants were also asked to
comment about the clarity and transparency of the goals and objectives. The
replies were that the goals are either clear or not clear enough. As regards to
whether the organization is managing to achieve the results and thus its
objectives, such as reaching out to the general public, all employees
commented that there is a lot more work that needs to be done in this area.
Nemeth (2015) argues that an organization with artistic activities is a
prospective opportunity to reach and muster various parts of the society (2015:
5), and thus work in this area is of utmost importance.

The Communication, Synergy and Relationship within the Management
Team

The communication effectiveness between colleagues within the units,
between the various units, and between the units and thae top management
was also discussed with the employees of the Management Team. It transpired
that the communication is good across the board. In addition the whole team
confirmed that one to one meetings with the General Manager are a normality
at the organisation when the need arises. Weekly meetings are also held
between the units and the General Manager and a bi-annual meeting is held
for the whole team.

Participants within the organization stressed that there is a hefty
amount of work to be done, however they feel good and are very content with
their job. Albeit the positive feedback provided and listed in the previous
sections, a few participants from the Management Team showed concerns on
certain managerial ways of doing things, especially in dealing with the media.
Participants stated that the management prefers not to deal with such matters.
Participants added that perhaps such matters are ignored in view that the
management is aware that certain opinionates will never change their way of
thinking.

Training & Development

All employees were asked whether they feel the need to attend some
training programmes that is relevant to their role within the organization.
From all the employees, 45% commented that they require training in various
areas. The remaining 55% of employees commented that they already had
some training and also they already had the experience prior to joining the
organization and therefore they do not require training at this stage. From the
interviews it also transpired that a few employees within the organization are
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pursuing a Master’s degree or a PhD, and they are encouraged by the
management to enhance their education at their own initiative.

Stakeholder Relationship

There are formalized governance relationships involving members of
the local arts and cultural sector who are an integral part of the processes of
the organization. For the purpose of the study in question these members are
referred to as the ‘stakeholders’. According to Friedman & Miles (2006) and
Tonks (2020), stakeholder management is fundamentally stakeholder
relationship management since it is the relationship and not the actual
stakeholder groups or individuals that are managed. In addition, Mihanovic,
& Pepur (2015) argue that the organizational effectiveness is increased with
the development of adequate organizational and management systems that are
orientated towards the stakeholders (2015: 35). The questions formulated
revolved around the type and channels of communication, the effectiveness of
the organization’s efforts to create a good relationship, the efficiency and
effectiveness of the Management Team, as well as the advantages and
disadvantages of being involved with the organization.

Effectiveness of the Organization to Create a Relationship with the
Stakeholders

All of the participants affirmed that the Management Team is very
professional and committed to the goals and objectives of the organization.
Many of the participants suggested that the whole process is a learning curve
for everyone involved. One of the participants added that the relationship
between them was initially uncertain. When participants were asked whether
they had experienced conflicts with the Management Team, all of them
affirmed that they never really had any serious conflicts, and it is very unlikely
that they will ever have, though there were debates on certain aspects of some
projects.

General Comments about the Efficiency & Effectiveness of the
Organization

Participants expressed their concern that the Management Team of the
organization may lack the necessary human resources. On the other hand other
stakeholders commented that the whole of the Management Team give a lot
of importance to their job, and they seem to be working very hard to achieve
the organization’s goals. It also transpired that various stakeholders like the
direction that the Management Team is taking and the way the work is carried
out. Various stakeholders added that they perceive the Management Team as
a very well organized team even though they do not like the apparent
bureaucracy that is involved. Some of the stakeholders suggested that the team
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is required to change its accessibility in order to be more visible and
accessible. Moreover, participants from the stakeholders commented that the
priorities for organizing events might not be right.

Advantages of Being Involved with the Public Service Organization

Participants were asked whether they see personal and professional
advantages for them to be involved with the organization. The most common
advantages are listed in Table 2 below. The list also includes the percentage®
of the participants who perceive the advantage:

Increase in network 42%
More exposure 26%
Enhance my cultural knowledge 21%
I am given the opportunity to be involved in other projects 21%
It enhances my experience of working on cultural activities 16%
It gives more weight to my CV 16%

Table 2: List of Advantages

Potential Disadvantages of Being Involved with the Organization

A number of stakeholders showed their concern about being involved
with the organization at that moment in time, in view of the political sensitivity
of certain individuals. Participants mentioned issues of trying to involve
people who support the party that is not presently in government. Other
similar concerns include the fear of being associated with one political party
and not the other, in view of the organization or individuals being involved
with the organization at a time where one political party is in government.
Some stakeholders who are concerned about being involved with the
organization think that if the organization becomes very controversial and
something bad happens, they might be associated with it.

The Interference of Politicians

A few participants during the in-depth interviews commended that the
organization would benefit from some amount of involvement on the part of
political leaders. Likewise, literature shows that managers and observers have
underlined that there should not be a complete political disengagement (Garcia
& Cox, 2013: 175). Garcia & Cox (2013) argue that managing the relationship
between the politicians and the artistic independence is a key task of
organizing an event (2013: 100). In addition, Garcia & Cox (2013) commented
that political leaders may not give attention and importance to cultural
subjects, and may be under the perception that culture can happen without

® Though the percentages represent the number of participants who mentioned the advantage,
one participant may be included in the other percentages in view that he or she has mentioned
more than one advantage.
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much dedicated resources or support (Garcia & Cox, 2013: 175). A few of the
participants made similar comments in terms of this perception of political
leaders. On the other hand, participants also feel that having politicians
intervene in the organisation’s processes will hinder the activities and
opportunities might be lost. When probed further about similar negative
comments such as the above, participants indicated that politicians tend to
view culture as something secondary and that it benefits only a minority of the
population.

Relationship with the Board

Until the early 2000s, the governance of organizations did not attract a
lot of attention from practitioners and academics, and it was always assumed
that what matters most in an organization is the way it is managed (Comforth,
2003: 2). According to Comforth (2003), governance that is problematic
stems from the fact that no boundaries are set between the board of an
organization and the management of the staff (Comforth, 2003: 127). Assuch,
Tricker (2015) argues that ‘governance’ has a different meaning than
‘management’. Even though usually the board is not featured in an
organization chart, and management has been more the focus of how
organizations do the business, the board has its due importance. Early in the
21% Century, the importance of good governance started to be recognized
(Tricker, 2015: 15). Tricker (2015) and Tonks (2020) argue that governance
manages risk whilst creating business value and the whole responsibility
ultimately remains with the board (2015: 21, 2020: 44).

This section tackles the analysis of the relationship between the
Management Team and the Board of Directors. The questions were formulated
from the works of Friedman & Miles (2006). Questions to analyses the
relationship between the Board of Directors and the Management Team
revolved around the structure, role and effectiveness of the board, as well the
type of communication and relationship that exists between the Directors and
the Management Team.

The Structure of the Board

Initially the Board consisted of six Directors, stemming from other
governmental entities including a mayor from a major city. Following the
change in the Chairmanship, the Statute was revised to include an additional
four Directors from other governmental entities, and three Directors in their
personal capacity.

Participants from the Board of Directors and the Management Team
were asked questions about their perception on the set-up of the Board. Their
comments are in line with the suggestion that the added value of having
mayors of the local councils involved may result in increased support and
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interest in a cultural programme (European Parliament 2013: 175). On the
other hand, a few of the participants commented that the involvement of the
mayor had diminished in view of the fact that the organisation’s funding does
not come from the mayor’s local council, but from Central Government.

The Role of the Board

Though the Board of Directors is a non-executive Board, it is
responsible for setting up the policy direction and supervising the
organization’s operations. The Board of Directors must review, understand
and approve the organization’s mission, vision, values and strategic
objectives. It must also exercise strict oversight of the organization’s
programmes and projects to ensure that they are consistent with these
documents. It must also ensure that the management is pursuing the mission
and vision of the organization and acts in accordance with the organization’s
values and interests. The Board of Directors must review, understand and
approve systems for measuring results, including the organization’s social
impact and the way that the organization’s financial accounts are presented. It
is also responsible for approving and checking the implementation of the
organization’s long-term strategic plans, annual operational plans and yearly
budgets. In this regard, the Directors were asked a few questions about their
time dedicated to the organization. A few of the participants suggested that if
the Directors had sub-committees they would require more time because they
would be more involved. Participants understand that the decision of creating
sub-committees stands with the Chairman of the organization.

The Effectiveness of the Board of Directors

When stakeholders were asked about the role and effectiveness of the
Board, almost all of them indicated that they have no idea about their input.
Despite these concerns, other stakeholders commented that the Directors are
not required to actuate anything and that they are there to monitor the
organization’s process. Participants from the Board of Directors and the
Management Team forwarded their own perspective on the Board’s
effectiveness. These commented that every Board has various types of
personalities and there are individuals who are a little laid back, however, on
the whole the Board is always forthright. Other participants commented that
the Board is not effective. Participants from the Management Team
commented that the Directors tend to be more reactive than proactive. One
reason provided from the participants is that in view of the Chairman’s
energetic personality, the Directors tend to take a back seat and leave
everything in his hands. Participants added that issues that are supposed to be
dealt between one meeting and another are not tended to, and thus much of the
work of the organization falls on the Management Team.
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Communication and Relationship with the Management Team

The Directors were asked to provide feedback on their communication
and relationship with the Management Team. In general, the feedback was
very positive. Other comments forwarded by the Directors illustrate that there
may be lack of communication between the Directors and the Management
Team. Reasons put forward by the participants about the lack of
communication include that either the Director does not attend the meetings
regularly or the information from the Management Team does not reach the
Directors in good time.

Recruitment

As regards to the full-time employees of the organization, an
assessment was carried out initially by the researcher to evaluate the following
five areas of the organization’s recruitment, namely policies and procedures,
recruitment strategy, training on recruitment, and the hiring and selection
process. The assessment was in line with the work of Portolese Dias (2012)
and has been carried out by interviewing the people who are involved and
responsible for the recruitment of staff within the organization. Other data
was obtained from the organization’s documents and government websites.

The Recruitment Policies & Procedures of the Organization

The organization’s recruitment policies and procedures are in line with
the ‘Manual of Resourcing Policies and Procedures’ of the public service. The
organisation thoroughly documents the recruitment, assessment and selection
processes, and the policies and procedures are also accessible and understood
by the Management Team of the organization and others involved in the hiring
process.

Training on Recruitment

The three members of staff involved in the hiring process had received
on the job training on the organization’s full recruitment process and
thoroughly understand the proper interview and selection techniques. In fact,
from the data it transpired that the administrative side of the whole process -
from shortlisting to issuing the criteria and scores for the interviews - is
computed by the administrative staff, which is then double-checked by the
General Manager.

The Organsiation’s Recruitment Strategy

The organization has a recruitment strategy in place to meet the needs
for the specific positions and the organization’s goals, as well as to attract
potential applicants. A few employees hail from another government entity,
some were employed from the governmental recruitment agency and the rest
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were employed through an open call for applications advertised on the
newspaper. All employees are recruited on a definite contract. The chart
below represents the organization’s recruitment of the Management Team
from its first inception. Initially, the organization consisted of three
employees; presently it has eighteen, out of which two work on part-time
basis. The chart illustrates that there was a hefty increase of 84% in the
number of employees since Year 1.

No. Of Employees Promotions
Resigned —— Linear (No. Of Employees)
20 18
15
10
3
5
0
0
Year 1 Year 2 Year 3 Year 4 Year 5

Albeit the increase in the number of employees within the
Management Team throughout the years, the data from the in-depth interviews
suggests that there is lack of human resources compared with the amount of
work involved. A few of the participants have suggested that the organization
requires a business development manager on a full-time basis. Others
suggested that the employees are not fulfilling their full potential.

The Hiring and Selection Process

From discussions with the Management Team, it transpired that, over
the years from the organization’s first inception, the hiring and selection
process of the organization ranged between four months to one and a half years
to complete, in view of the recruitment procedure which is in line with the
Manual on Resourcing Policies and Procedures, wherein the calls are first
issued internally for the public officers working within a governmental entity.
The manual indicates that if no applications are successful the call is then
referred to the governmental recruitment agency, and if still no applicants are
successful, the call is advertised on the newspapers. The skills and
qualifications required for a post are usually determined by the Chairman and
the General Manager. However, at interview stage, the respective Unit
Coordinator is usually involved in the selection process. In view that the
hiring and selection process is carried out in line with that of the public sector,
the interviewing board should always include a high governmental official.
The records for the whole process will be kept in line with general Government
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guidelines in view that there might be parliamentary questions during the
hosting process and beyond.

Other Expertise & Support

The organization also engaged dedicated project managers who are
appointed for each activity and event, which, according to Quinn &
O’Halloran (2006), brings experience and knowledge in the area covered by
the project. There is also a large number of members who are engaged through
a contract for service. These include the team of the Creative Director, and
other people in areas such as law, communications, health and safety,
information technology, public relations, social media, etc. Apart from
providing a picture of what type of human resources the organization is
utilizing, one may refer to this section as a thought for the legacy of the
expertise that is being utilized for the organization’s activities.

Conclusion
The study examined a number of indicators relating to the discipline
of Governance, namely the analysis of organisational models, the
effectiveness of internal departments, the stakeholder and Board of Directors’
relationship with the organization, and the recruitment process. Overall, the
study assessed and provided feedback on all of the above indicators. The study
has uncovered the state of governance within the organization.
Following is a summary of the main findings:
¢ The organization adopts a traditional hierarchical structure similar to a
‘line organization’. Its structure reflects a dominant operating core,
wherein staff in the operating core work rather independently and their
relative weight in the organization is visible. The coordination
mechanisms fall between ‘direct supervision’, wherein the head of unit
coordinates between people directly under his/her responsibility, and
‘mutual adjustment’ wherein people between units depend on each
other’s work;
¢ The organization seems to adopt good governance - Employees are
satisfied with their job and other stakeholders are proud to be working
for the organization. The relationship, synergy and communication
between all parties, seems to be good, though the communication
between the Creative Director Team and the Management Team seems
to require improvement;
¢ There seems to be lack of knowledge about the mission statement of
the organization and the exact goals and objectives seem to be unclear
to the participants. Employees and stakeholders alike are also
questioning the suitability and necessity of some of the Directors on
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board. Participants expressed the need to have more detailed
information about the role of the Board of Directors;

¢ Aninterest in exchange programmes with foreign artistic organizations
has transpired. Similar exchanges have already occurred in the past
years, and stakeholders stressed that it would be important and
motivating to participate in similar exchanges in the coming years;

¢ The human resources of the organization’s Management Team have
increased extensively in the last few years from 3 employees in Year
1 to 18 employees by the end of December of Year 5. This indicates a
heavy amount of work that is being actuated.

In view of the above findings, it is being suggested that the mission
statement, goals and objectives are to be clearly and continuously
communicated to all by the top management. The communication with the
team of the Creative Director also needs to be enhanced and promoted by the
top management. Moreover, more information on the team of the Creative
Director is required to be made visible to the Management Team and the public
alike.

Whilst all employees and other stakeholders feel proud to be involved
in the organization’s activities, some expressed concern that the general public
might perceive them as being attached to the organization at a particular time
in view of the type of government managing the country. Perhaps, more
transparency on how people are recruited or engaged with the organization is
required to be made available to the general public.
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