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Abstract

This paper explores the role of hire managers in charitable performing arts organisations. Hire
managers are responsible for the hire of venues to external hirers for their events, thus
contributing to the earned income of an organisation. This is a role that is rife with inconsistency,
and while this paper tracks consistent practice, there is not yet recognition for hire managers as an
emerging profession. Using a constructivist grounded theory approach, this paper demonstrates
how the role of hire manager is structured by time, enacted by agency afforded by gatekeeping,
and underlined by care in both motivation and professional practice. The role is situated in
precarity by the fact that it is intertwined with changing policies and organisational practice in
relation to neoliberal ideology and the economisation of the arts. By virtue of gatekeeping time
with an ethic of care, the hire manager has become an uniquely embedded role within performing
arts organisations, with a function and identity that extends far beyond the hiring of time and

space for profit.
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Introduction

In 2014 | received a phone call from a community-based performing arts organisation in
Vancouver informing me that | hadn’t been successful in my application for the position of Youth
Program Manager. Instead, the caller suggested that | might be interested in applying for a new
position: Rentals Sales Assistant. The job description included duties such as “replying to rental
enquiries with proper information” %, “booking event dates”, “drafting rental contracts”, and
“other tasks as required” (The Cultch, 2014). My first instinct was to dismiss the post, as | had no
interest in pursuing a career in sales, but | decided to apply for the position as a way into the
organisation. Four years later | had amassed experience working with venue hire at two different
organisations, and had found the work to be much more complex and interesting than | had
originally thought. However, after four years and three job titles at two organisations | still found
that | was unable to articulate the details of what made the job simultaneously rewarding and

challenging. Why was this so hard to articulate? What was this role?

There’s no consistent job title for those managing venue hire within an organisation, just as there’s
no consistency in the structure of the role or department. By examining a selection of job
advertisements we can see that job titles can include Event Manager (Somerset House, 2018;
Alexandra Palace, 2019), Events Manager (Battersea Arts Centre, 2018; The Desigh Museum,
2016), Senior Events Manager (British Library, 2018), Commercial Events Manager (Southbank
Centre, 2019a), Business Development Manager (The Albany, 2019), Venue Hire Manager (Kew
Gardens, 2018), Event Sales Executive (Science Museum Group, 2019), Senior Hospitality Sales
Executive (Royal Albert Hall, 2019) and Venue Sales and Events Manager (English Folk Dance and
Song Society, 2016).

Key responsibilities of the role often show up in job descriptions with some variation of

responding to “sales enquiries” (Royal Albert Hall, 2019), “achieving income targets” (The Albany,
2019) and managing “the events process from enquiry to delivery” (Battersea Arts Centre, 2018).
Some organisations appear to split hire roles into ‘sales’ and ‘operations’; the Event Manager role

at Somerset House (2018) for example appears to only be involved with the coordination of hire

1 ‘Venue rentals’ is the term used for ‘venue hire’ in Vancouver, Canada (Arts Club Theatre Company, 2019;
Vancouver Civic Theatres, 2017; The Cultch, 2019)



events after hirers have been ‘sold’ the venue. In contrast, the Commercial Events Manager at
Southbank Centre (2019a) appears to include both sales and operations, despite there being
specific ‘sales’ and ‘operations’ roles listed (Southbank Centre, 2019b). It is this lack of consistency,
along with my own experience, that has led to this study exploring the role of hire managers in

charitable performing arts organisations.

It is important to recognise that hire managers are separate from what is commonly understood as
an ‘event manager’, which also suffers from a lack of clarity and consistency (Getz, 2012). Bowdin
et al. (2006) identify the 1990s as the official emergence of the events industry. Early events roles
were typically filled by volunteers, and those who became employed in the position came from a
wide variety of backgrounds that have influenced and shaped the industry (Bowdin et al., 2006).
Events managers are generally understood as those who coordinate and manage planned events,
including selecting the event venue, booking talent, and scheduling, among other duties (Bowdin
et al., 2006). As the events industry has formalised, professional training programmes for events
management have become more common (Bowdin et al., 2006; Van der Wagen, 2007), and there
has been a move towards an ‘events profession’ in relation to the delivery of planned events
(Foley et al., 2012). However, the lack of a consistent code of practice and professional standards

hinder the creation of a standard of professional recognition (Foley et al., 2012).

Despite the lack of consistency, the title of event manager is now commonly recognised and used
within the event industry (AEO 2019; Bowdin et al. 2006) whereas the role of the hire manager is
not. This latter role refers to the person embedded within an organisation that is responsible for
responding to those people who wish to hire their venue, and coordinating the hire process within
the organisation. While clearly tied to the events industry, hire managers are focused on the
venue itself in that they control access to the time and space within which events occur. This role
is not often referenced in events literature, though there is occasional reference to ‘venue
managers’ who are responsible for the operation of an events venue (Van der Wagen, 2007; Getz,

2012).

Just as venue hire has become common practice across the arts and culture (Arts Quarter, 2016)
and charity (Hassanien & Dale, 2011) sectors, so has there been a rise in the number of hire
manager jobs appearing on jobs websites (Personal experience; D380). It is this increase in jobs,

combined with shifts in policy and practice, that makes this study so timely. As such, this paper will



examine the role of hire managers through the understanding of those currently in the role, and
propose that there are three key concepts — time, gatekeeping, and care — which work together to
shape practice and professional identity. Chapter One will lay out methodology, including
limitations and biases. Chapter Two will provide a literature review, placing the narrative within
the context of political and social change. Chapter Three will present the findings of this study,
delving into the topics of time, gatekeeping, and care respectively, introducing additional
literature and exploring the data in relation to these concepts. Chapter Four will further analyse
the findings within this framework, relating how the role of hire manager is created and enacted
within policy and organisational practice. Lastly, this paper will conclude in Chapter Five with

reflections on the future of the role of hire manager as a profession.



Chapter 1: Methodology

Paradigm

This paper uses a paradigm of social constructionism, heavily influenced by an understanding of
ontology and agency rooted in critical theory. Critical theory holds that social structures limit
actors’ ability to exercise their own agency, and that these social structures are implemented
through unequal dynamics of power (Paquette & Redaelli, 2015). Social constructionism plays a
strong role in the epistemology of my approach, as well as representing my ethos as a researcher,
and is based on the belief that knowledge is socially constructed (Gergen & Gergen, 2008). Reality
is defined by individuals and groups, and thus knowledge and meaning are rooted in the context

within which it is created (Andrews, 2012).

Methodology

This study has used a constructivist grounded theory methodology, a qualitative research method
with a goal of developing a new theory from the collected data (Flick, 2018; Birks & Mills, 2015).
Grounded theory is useful for studying topics that have not been widely studied before (Flick,
2018; Birks & Mills, 2015), particularly when there is “an inherent process” in the topic that the
researcher believes can be theorised through grounded theory methodology (Birks & Mills, 2015,
p.17). Grounded theory is the study of a phenomenon within its specific context (Birks & Mills,
2015), and allows for reflection and the conceptualisation of theory through the use of coding and

memoing (Flick,2018; Birks & Mills, 2015; Charmaz, 2014).

Coming out of the “fourth movement of qualitative research”, or the “crisis of reputation” period,
constructivist grounded theory was introduced by Charmaz as a way to reconsider the author’s
relationship to the participants, as well as to account for the author’s influence on the
construction of theory (Birks & Mills, 2015, p.7). This represents a shift away from Glaser and
Strauss’s (1967) original conception of grounded theory, maintaining many of the methods whilst
shifting towards an epistemology more in line with that of social constructionism (Charmaz, 2014).
Thus, constructivist grounded theory allows for an “inductive, comparative, emergent, and open-
ended approach” whilst still taking into account the biases and constructive elements of the

research and researcher (Charmaz, 2014, p.12).



Constructivist grounded theory was of particular use for this study due to the nature of the topic
under exploration, combined with my personal experience within the field. There has been little
academic research on the role of hire manager, leaving significant scope for further study and

theory development through this methodology.

Data Collection

Participants in this study were selected based on a number of organisational and individual criteria
as outlined in Appendix | (a). Organisational parameters included charity status performing arts
organisations with a ‘social impact’ element in their mission. This was intended to direct focus on
performing arts organisations that would be most likely to be impacted by public policy.
‘Performing arts organisations’ is intended to include any type of organisation with a performance
space at the core of its functionality. This would be in contrast to a museum or gallery, which may
not have infrastructure for live events already in place, and therefore potentially changing the
dynamics of the hire manager role. Individual parameters included selecting participants whose

main role within the organisation was that of managing venue hire.

Potential participants were emailed a copy of the information sheet and outline of the interview
request. Where it was unclear from the organisation’s website who the best contact would be, |
contacted the organisation by phone to request clarification. Upon receiving an affirmative
response, | gave the participants the option of meeting at their place of work or a nearby location,
with all of the participants opting to meet at their workplace. It is worth noting that | had no
personal connection to any of the potential participants prior to my initial email. Four contacts

confirmed participation and were interviewed, which form the basis of this study.

For the purposes of pseudonymisation and due to the inconsistency of job titles | have not used
each participant’s full job title in this paper. All four participants work in an arts organisation
matching the above criteria with their main job responsibility being the management of venue
hire. Two participants have additional elements to their role, one involving building operations
and the other involving corporate partnerships, though they both identify their main role as
managing hires. The hire managers are all female with varying degrees of experience in their roles.
All have a background in the arts, whether through performing art practice or appreciation. All of

the participants are solely responsible for venue hire at their organisation save for one who has a
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part-time assistant. For the purposes of the narrative structure | have given each participant a

pseudonym: Angie, Bonnie, Connie, and Donna.

Interviews consisted of digitally recorded one-hour face-to-face sessions, and were approached
with an understanding of constructivist interviewing theory and an intensive interviewing method.
Constructivist interviewing in grounded theory focuses on the participant’s own definitions,
assumptions, and meanings, rather than an objectivist approach which focuses on chronological
events and problems that participants wish to resolve (Charmaz, 2014). This approach views
interviews as a site of “emergent interactions in which social bonds may develop” rather than a

static ‘performance’ (Charmaz, 2014, p.91).

Intensive interviewing is common practice for constructivist grounded theory research (Charmaz,
2014; Flick, 2018). Charmaz defines intensive interviewing as “a gently-guided, one-sided
conversation that explores research participants perspective on their personal experience with the
research topic”, and which is characterised by open-ended and follow-up questions with the intent
to understand participants’ meanings, perspectives, and experiences (Charmaz, 2014, p.56). A list
of questions was prepared in advance of the interview (Appendix | (a)) with the intention to use
these as a guide to use should there be a natural break in conversation. As such, not every
question was asked at every interview, and research questions were amended as the interviews

progressed to suit the need of the conversation, as is common practice (Charmaz, 2014).

In closing each interview, and particularly once the formal interview had finished, | consciously
‘relaxed’ the format and formality, allowing myself to discuss the role with each participant from a
more personal perspective. | was hesitant to do this earlier in the interview due to the potential of
interviewer bias skewing the data, though through memoing | did take into account the times
where a question was unintentionally phrased in a leading fashion. Memos were specifically made
before and after each interview to reflect on any experiences that would not have been captured
by the recorder, such as body movements, personal feelings, and conversation that took place

after the recording ended.

Data Analysis
Three stages of coding, the creation of concise labels used to identify “conceptual reoccurrences

and similarities” (Birks & Mills, 2015, p.177), took place to form the analysis of this paper. Each
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interview was transcribed by myself and copied into excel spreadsheets with each line being given
a number. It is these numbers that are referenced throughout this paper, labelled both by the
interview letter (A, B, C, or D) followed by the line number. The initial coding process was done
using line-by-line coding (Appendix Il (a)), which is an approach used to break data into
component parts (Charmaz, 2014). Line-by-line coding is particularly useful for researchers
studying a professional field within which they themselves are situated, as this type of coding

helps to avoid reproducing shared professional assumptions in the research (Charmaz, 2014).

Two types of initial codes were used: gerunds and in vivio codes. Charmaz (2014) advocates for
the use of gerunds — verbs ending in ‘-ing’ — suggesting that this keeps the codes ‘live’ rather than
static. In vivo codes are drawn verbatim from the data, and are often used of convey “participants’

words as representative of a broader concept in the data” (Birks & Mills, 2015, p.90).

Focused coding, sometimes called axial coding, is an intermediary coding process which is used to
identify patterns across the data by comparing and coding the initial codes (Charmaz, 2014; Birks
& Mills, 2015). Just as Wilf (2016) argues that post-it notes play a key role in idea generation due
to their physical properties, so did | embrace the power of post-it notes and coloured pencils to
aid in the visual process of focused coding. Taking inspiration from Scarsbrook (2019), | created
rolls of paper that could be displayed side-by-side in order to carry out the focused coding process.
From this process thirty-six focused codes emerged, each with a number of sub-codes. These were
then formatted within an excel spreadsheet and printed again for a final round of theoretical

coding (Appendix Il (b)).

Theoretical coding, or advanced coding (Birks & Mills, 2015), follows on from focused coding in
order to synthesise the categories to the point of theoretical saturation (Charmaz, 2014).
Theoretical sampling and integration take part in this stage of coding, which is where theory and
narrative emerge (Charmaz, 2014). As with the previous coding process, | relied heavily on printed
text, post-it notes, and coloured pencils. Focused codes were cross-referenced and emerging
themes explored until concepts came together through the interaction of three codes to form a
theory. As these codes emerged, the focused codes were cut and pasted together onto large
sheets of paper, synthesising concepts and ideas into a visual pattern from which a narrative

emerged (Appendix Il (c)).
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Limitations & Bias

As noted, reflection on the researcher’s biases and influences in the construction of theory is an
inherent part of the constructivist grounded theory methodology (Charmaz, 2014). This is of
particular importance for this study due to my close proximity to and lived experience in the role
under study. As noted, assumptions and biases have been reflected on throughout the course of
this study through the action of memoing, and | use a personal narrative throughout this paper to
help demonstrate my thought processes and initial assumptions in order to make my position and
perspective clear. Through these steps | have made every effort to account for my own
impositions in the construction of the theory underpinning this study, checking at regular intervals
that emergent theories and ideas truly match the data and not my own assumptions. However, as
is the cornerstone of grounded theory, the author ultimately constructs the codes within which a
theory emerges, and as such will always have some influence and representation in the research

(Charmaz, 2014).

In an effort to identify my own assumptions and biases prior to data collection | conducted a self-
interview, recording my answers to the questions | had posed in my interview guide. This was
useful both to conduct memory work (Keightley et al., 2011) in order to re-familiarise myself with
my experience in the role, as well as to give myself a point of reference once | had finished with
data analysis. While the contents of this self-interview are not accounted for in this paper, | did
find it interesting to review upon completion of the analysis and recognise previously unidentified

attributes and patterns.

It is also important to note at this point that, due to the timelines surrounding this project, this
research relies on quite a small sample size. As such, | would suggest that these findings be seen as

an initial foray into a currently underdeveloped area of study.
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Chapter 2: Literature Review

Definitions

Due in part to the inconsistencies discussed above, it is worth defining certain terms that will be

used throughout this paper.

The term ‘venue’ will be used in this paper to describe the physical space within an organisation’s
building within which an event of any size can take place. This is a generic term that is not easily
defined due to the wide range of industries and sectors that are involved in the overarching
‘events industry’ (Hassanien & Dale, 2011). For the purposes of this paper venues can include

spaces such as theatres, meeting rooms, and reception spaces.

This paper will refer to ‘venue hire’ as the act of hiring out a venue within an organisation to an
external user. This is a term commonly used in the UK, and is sometimes called ‘commercial hire’
(Arts Quarter, 2016; Julie Aldridge Consulting Ltd., 2018), ‘events and community hire’ (Bolton et
al., 2010), or simply ‘hire’ (Ludlow, 2010). As noted in the introduction, this is not necessarily a

term that is used internationally.

Throughout this paper | will be referring to the role in question as the ‘hire manager’, whose role
can be broadly understood as the person responsible for the hiring of a venue to external hirers
for events. As seen in the introduction, there is a wide variety of job titles that can refer to this

position.

The term ‘enquirer’ is frequently used by study participants to refer to the first query from a
potential hirer to the hire manager. The term ‘hirer’ refers to the external person or organisation
who is hiring a venue. Hirer is another inconsistent term that has emerged during this research,
and has alternately been called ‘client’ (C528; A96; D148), ‘hirer’ (C181; B65), and companies (D13;
B63) by participants. Bonnie specifically uses the term ‘hirers’, which she sees this as being more in
line with her organisation’s ethos as it has a less ‘corporate’ connotation (B86). For the purposes

of this paper | will adopt her language and use of the term.

The term ‘programming’ in this paper refers to the department within an organisation who is
responsible for the production of the creative and engagement programme(s). This is a term that

is used frequently by the study participants (C29; A16), with a clear distinction being made
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between programme and hire events (B17; A15). Whereas hire events are presented by those
external to the organisation, programmed events are presented by the organisation as part of

their core artistic or social purpose.

With these definitions in place we’ll now turn to the political, social, and aesthetic framing of the

role of hire manager as an emerging profession.

Political Shifts

As charitable performing arts organisations often rely in part on public funding, it is important to
understand the policy within which the organisation and therefore hire manager is situated.
Cultural policy and arts management are intrinsically intertwined and inform each other (Durrer,
2017; Paquette & Redaelli, 2015), thus to understand the role of hire manager as an emerging
profession it is necessary to understand the policy framework within which these changes are
positioned. Cultural policy as a concept is challenging to define as it depends on a shared
ideological understanding of the term ‘culture’ (Bell & Oakley, 2015 O’Brien, 2014). Government
policy reflects the ideological and political agenda of those in power, arguably even when the
department responsible for policy creation is an ‘arms-length’ body such as Arts Council England
(Bell & Oakley, 2015; Upchurch, 2016). While cultural policies can be explicit in nature, implicit
cultural policy exists where “cultural objectives are concealed or described in other terms”
(Ahearne & Bennett, 2009). As such, cultural policy can be understood as existing in a wide range
of policy functions including, as Throsby (2009) demonstrates, in the ideological values of

neoliberalism in economic policy.

Becoming the dominant political narrative in the late 1970s, neoliberalist ideology has risen to
prominence in UK policy (McGuigan, 2016). Neoliberal ideology is promoted through a seemingly
‘progressive’ political positioning towards social and cultural concerns (McGuigan, 2016, p.10), and
holds the belief that well-being is achieved through an individualistic and entrepreneurial
economy in a competitive free-trade market (Harvey, 2005; McGuigan, 2016). It was this ideology
that led to the advent of ‘new public management’, which opened up public sector services to
competition from the private sector, and encouraged the application of “management practices of
market organisations” (O’Brien, 2015, p.26). This was a marked shift away from the former

socialism-influenced organised capitalist model of the UK government (McGuigan, 2016) within
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which Arts Council England formed (Upchurch, 2016). This earlier model promoted arts as a tool
for ‘social betterment’ (Belfiore & Bennett, 2010; Upchurch, 2016), and still heavily influences Arts

Council policy and therefore practice (Upchurch, 2016; Ehman, 2019).

In line with changes to public policy, cultural policy in Britain shifted in the 1980s to a more
economic narrative, with the economic use of the arts being promoted for the first time (O’Brien,
2015; Garnham, 2005). Whereas cultural policy was formerly seen as “cultural provision” through
funding “subsidies”, cultural policy language began to reflect the economic benefits of the
“creative industries” with funding being treated as an “investment” (O’Brien, 2015, p.45-46;
Quinn, 1998). This neoliberalist ideology was most recently embraced by English cultural policy
through the narrative of ‘adaptive resilience’. Robinson (2010) introduced adaptive resilience as
the ability to adapt to change while remaining true to an organisational core purpose. Notably, the
emergence of ‘resilience’ followed the 2008 recession, and as such a large amount of the focus of
resilience has been on financial practice (Arts Quarter, 2016; Bolton et al., 2010). Resilience has
since become a key ‘pillar’ in Arts Council England strategy (Arts Council England, 2013) and an
important part of National Portfolio Organisation (NPO) funding requirements (Arts Council
England, 2016). As such, NPOs are required to adopt business models (Arts Council England,
2016a), maximise existing income, and are encouraged to look at bringing in “new sources of

income” in the name of financial resilience (Arts Council England, 2018).

Professional Practice

There has been a move towards professionalisation of charity and public-sector organisations
since the advent of new public management (Evetts, 2012) and has become an ideal to be worked
towards in cultural policy and arts management (Paquette, 2017). Professionalisation as it relates
to policy directives is very much tied to becoming “commercially aware, budget focused,
managerial, entrepreneurial and so forth” (Hanlon, 1999 in Evetts, 2012, p.7). O’Brien notes that
push from policy to adopt private enterprise models, along with the reduction in funding and need
to find alternative funding options, has created a situation where arts organisations are both
participating in and co-creating the “construction of culture as an economic activity” through their
compliance to funding requirements (O’Brien, 2015, p.46). As such, the sector has seen a rise in
management practice, both through the implementation of business models (O’Brien, 2015;

Walmsley 2011) and the rise of the arts management programmes in post-secondary institutions
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(McRobbie, 2016; Kelly, 1984). ‘How-to’ guides have emerged which encourage arts and culture
organisations to introduce business models (Rodriguez, 2016), build ‘financial resilience’ (Bolton et
al., 2010), maximise use of existing ‘assets’ (Thelwall & Towell, 2018; MMM, 2014), and innovate

to find new methods of income (Nesta, 2014).

Notably, and most relevant to this paper, is the rise of venue hire as a source of earned income
within these organisations. Venues are identified in much of the business model literature as a
tangible asset (Thelwall & Towell, 2018), and have been prioritised lately in terms of capital
funding grants as a way to develop earned income (Woodley et al., 2018; Robinson, 2015; Citizens
Design Bureau, 2016). It is difficult to find a performing arts venue in London that does not offer
some form of venue hire; In a 2016 online survey of 381 cultural organisations in the UK, 55.8% of
respondents listed venue hire as an area of revenue generation, which made this the third most
popular source of earned revenue after “Activity, course or class fees” (66.4%) and “Education,
professional learning programme fees” (59.9%) (Arts Quarter, 2016, p.12). Of the respondents,
30% predicted that they would earn an increased revenue from commercial hire in the coming

year (Arts Quarter, 2016).

Paquette specifically draws a correlation between cultural policy and professional identity, looking
at “the role of cultural policy in creating, shaping and renegotiating professional identities
(subjectivities) in the cultural sector, as well as the use of cultural policy as a material for
professional identification, as a normative anchor” (Paquette, 2017, p.2). This is an important
correlation; as we’ve just seen, the economisation of cultural policy can be seen as a direct
precursor to the emergence of venue hire as an earned income stream, and therefore to the

emergence of hire manager as a profession.

Rather than focusing on the boundaries of professional structures and differentiations between
professions and occupations, there has been a move in academic thought towards seeing
professional identity as a form of common or shared social practice (Paquette, 2017; Evetts, 2012).
This shift towards studying professional practice as an ideology and “normative value system”
results from changing work and labour practice, causing earlier formulations of professional
structures to be revisited in academic literature (Evetts, 2012, p.7). It is this broad definition of the
concept of a ‘profession’ that will be used in this paper, whilst drawing on the approach of new

institutionalism. In new intuitionalism, professions are studied through the focus on ‘institutional
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fields” which are “socially and professionally recognized areas of practices and production”
(Paquette, 2017, p.8). This sociological focus looks at professionals in these fields, specifically with
regards to “the structuration of institutional fields, or their initial phases of development” and
“institutional isomorphism, or in the institutional pressures that force different organizations and

institutions to conform to certain practices and norms” (DiMaggio, 1991 in Paquette 2017, p.8).

Professional identity is then formed through both ‘institutional’ (sector-wide) and ‘organisational’
(organisation-specific) socialisation, where values and norms are shared across the former whilst
being sometimes at odds with the latter (Paquette, 2017, p.9). In contrast to ‘organisational
professionalism’ as it is used in state policy (Bezes et al., 2012; Evetts, 2012), ‘occupational
professionalism’ as it relates to identity and personal practice can be seen as an ideology that
“includes aspects such as exclusive ownership of an area of expertise and knowledge, and the
power to define the nature of problems in that area as well as the control of access to potential
solutions” (Evetts, 2012, p.7). Moreover, dispositions can also be understood as essential to
professional behaviour and identity, making performance of these dispositions essential to the

display of ‘professional practice’ (Paquette, 2017).

What is the Role?

So, what happens when an economically- and neoliberalist-driven profession emerges within an
arts sector who has its origins of practice in that of ‘cultural provision’ and ‘social betterment’
(Upchurch, 2016)? As demonstrated above, neoliberalist practice has become common
throughout charitable arts and culture practice which makes this a particularly complex question
which is beyond the scope of this paper. However, this is the root of the ‘together but separate’
feeling | had in my own time in the role of hire manager that ultimately drove my interest in this

study.

The advent of venue hire as commercial practice in arts and culture organisations has not always
been warmly received. In her paper on precarious labour practices of museum volunteers, Ashley
(2017) gives an example of a volunteer at the ROM being particularly disenfranchised with the
‘corporate preoccupation’ of hiring public space for private events. The volunteer notes the need
for more income due to decreased public funds, but goes on to explain that the act of doing so,

including the need to section off areas of the museum for event set-up, “kind of ruins your
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experience here” (Ashely, 2017, p.118). Likewise, Wu (1998) notes the protests of the director of
the Solomon R. Guggenheim Museum in New York in 1980s that they “would never rent out the
museum” (Messer in Wu, 1998, p.43), a statement which contrasts with the current venue hire

offers at the Museum today (Solomon R. Guggenheim Foundation, 2019).

Beyond this difference in ideological underpinnings, it has been noted that the emergence of
venue hire in arts organisations is complicated by the lack of infrastructure in the organisation
itself. The Nesta report (2014) notes that many charitable arts organisations face barriers to the
creation of commercial programmes due to a lack of staff knowledge regarding commercial
enterprise, as well as lacking the time and capacity needed for innovation and implementation.
Bolton et al. (2010) report that arts and cultural organisations “often had to develop new skills, or
find external support to develop and implement effective revenue generation and cost reduction
strategies”, with skills including “finance, marketing, technology and business development and
implementation” (Bolton et al., 2010, p.27). Miller (2010) notes the challenge of having multiple
‘diverse’ revenue streams in that each requires separate skills, resources, and industry knowledge,
ultimately operating as a separate business. As such it is implied that hire managers need a
different set of professional skills that do not necessarily currently exist within the arts

organisations, making them different to ‘others’.

This concept of being different to ‘others’ is consistent throughout the data in this study, whether
through singling out the hires department as different from others in their organisation (C8),
noting the difference between hire events and programmed events (B17), or having different
motivations to others within their organisation (A485). It is this sense of difference that is crucial
to the role, as a recognition of difference is held in tandem with an understanding of others. It is
this act of understanding which underpins the role, making the role unique to other organisational

practice and laying the groundwork for recognition as an emerging profession.

In the following section we will see these themes emerge in different ways. The section Time &
Structure will demonstrate how the role functions within the times and temporalities of others. As
will be seen in the section Gatekeeping & Power, the role of hires manager is conceived of as
separate from, whilst being extensively connected to, others through the act of gatekeeping. The
section Care & ldentity presents examples of navigating complex motivations and values, both

personal and organisational.
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Chapter 3: Findings

The concepts of time, gatekeeping, and care work together to structure, enable, and define the
identity of the role of hire manager. Just as the three concepts are intertwined and not easily
separable, so the interview excerpts that are used also contain multiple elements beyond the
section within which they are presented. The following section will look at each of these concepts

in depth, with each section building upon the former.

Time & Structure

Time forms the structure within which hire managers operate. It is the structure that monetizes
the venue by allowing for segmentation which leads to availability for hire events. It constructs
temporalities within which the hire manager functions, and creates a power vacuum, opening the

door for gatekeeping and ownership.

Work practice is inherently situated in time (Rimestad, 2015; Rawls, 2005), and can shape
professional practice (Rosengren, 2019) and normalise collective practice (Holmes, 2018). Work
time can represent a “structuring factor” in practice (Rimestad, 2015, p.183), can be used to
express identity through performative aspects, such as being present at certain times of the day,

working at a fast pace, or responding to emails prior to the work day starting (Rosengren, 2019).

Time as a concept can be understood as the way in which actions and experiences are sequenced,
and which is used to code and make sense of temporalities (Adam, 1995; Moran 2015).
Temporalities include all levels of abstraction of time, anything which “does things and is the
means by which things happen” through action, mediation, or appearance (Moran, 2015, p.286).
This can result in functions such as “inevitability, anticipation, events, opportunity, speed,
ephemerality, frequency, timed access, scheduling, and change” (Moran, 2015, p.286). Time is not
a singular concept as it is socially constructed, thus multiple times can coexist simultaneously
(Rosengren, 2019; Moran, 2015). This enhances the potential complexity of interactions and

relationships between multiple times and temporalities (Moran, 2015).

The concept of time was frequently mentioned in all four interviews in relation to event dates,

availability, and the booking calendar. This is unsurprising as the concept of an event itself is
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rooted in a temporal location, event meaning ‘occurrence’ in its most basic form (Getz, 2012). In
further analysis of the data it became clear that temporal elements beyond the structure of the
calendar come into play, including the linear motion of the event booking process, change in work

practice, and the consistent narrative of being ‘busy’.

Clock Time

The ways in which time is understood and squenced is currently overwhelmingly influenced in
society by the clock and calendar (Moran, 2015). This ‘clock time’ is linear, or monochronic, in that
“each task is performed one-at-a-time” (Lee, 2011, p.162), and represents a form of ‘even time’
where time is understood as equally-divisible units in sequence (Cunha, 2004). Booking hire events
into a venue is an integral part of the role of hire managers. The use of clock-time allows for a
clear division of space into units of time (Cunha, 2004), and in this way the calendar is a stand-in

for a physical space, rooting the allocation of time to spatial location.
Bonnie relates how she and her colleagues book events into a shared calendar:

Bonnie: So we use one big booking calendar that everything goes into. We all have a
weekly meeting where we look through what’s in, and we check any conflict and we talk
about things that are coming up. So when it comes to putting in hires, | know that
calendar really well because I'm looking at it most of my day. Um, and then, so |, if things

come up | talk with those different programmers and producers
(B585-587)

The calendar here is used to represent units of time in the organisation’s venue, allowing both the
programming and hires departments to book space in the venue during their allocated times. It is
also a tool to avoid ‘conflict’, which Bonnie later describes as situations where two events are
booked into the same time slot in the calendar (B804). Familiarity with the calendar is emphasised

due to the frequent usage in Bonnie’s daily work routine.

This use of clock time through a shared calendar is a practice that is used by all study participants,
though each organisation has a different set of rules that surround units of calendar time. Connie,
for example, notes that she has ‘priority’ of booking on certain days of the year for a regular hire

event (C155), whereas Bonnie explains that she is unable to book any hires into the calendar until
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the programme is finalised (B375). This leads to another important aspect of the role, linked to a
temporal aspect of clock time, which is that of checking for access time or ‘availability’ (Moran,

2015).

Connie relates her process for responding to an enquiry who has asked to hold an event on a
particular date. She first checks to see if the enquirer’s criteria match the venues physical

attributes, such as capacity, and then relates that:

Connie: “Um, but if, if we have a space that’s suitable it’ll then be a case of looking at

availability in the diary”
(C379-380)

Providing ‘availability’ to enquirers forms a key part of the hire manager role, which ultimately
provides access and allows the hire event to take place. Access in this case is temporal in that it is
“a specific possibility of encounter contextualized by a schedule, though not ultimately dependent
on one” (Moran, 2015, p.288). As will be seen, this is particularly relevant to the act of

gatekeeping.

Imposing clock time on a venue commodifies it, in that it creates the opportunity for availability
which can be sold to enquirers. The commodification of time imposes a value on time, as
exemplified by the phrase ‘time is money’ (Getz, 2012, p.39), and can be linked the
commodification of work time through the rise of ‘digital capitalism’ and neoliberalist ideology
(Wajcman, 2016). This is then the opportunity to make money out of the availability of space and
time. It is interesting to speculate on how this might ultimately change the working practice of the
organisation as a whole, particularly as it is noted by Adams (1995) that the commodification of
time fundamentally links to power relations and dynamics. As will be examined in the section
Gatekeeping & Power, it is these power dynamics that give agency to the hire manager. Clock time
therefore forms the underlying time structure within which hires managers operate by dividing
space into time in order to ‘maximise assets’ and monetize time through the act of hiring the

venue.
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Linear Understanding

In line with temporalities of clock time, hire managers in this study all demonstrated a strong
linear understanding of time. Temporal elements can include concepts such as duration and access
that extend far beyond the regulatory confines of the clock, but that reflect the same directional
sense of clock time (Moran, 2015). This understanding of linearity can be seen most strongly in
two elements: references to the hires process, and in the overall narrative of past, present, and

future.

Donna: | have a really clear process about what happens when an enquiry comes in and
how it moves, how it might move forward and where that information is logged, and who

needs to know what when.

(D726-728)

Angie: it’s like a, it’s a process, like | say you go from the beginning to the actual delivery of

the event and stuff like that.
(A178-179)

The hires process is a relatively consistent series of actions across all interviews. The process
always starts off with an ‘enquiry’ (A49; D726), and ends with either the event itself (B28) or a
follow-up communication (D508). Each participant described their process in a very linear fashion,
relating a sequence of ordered steps that resulted in a final project. This process has been referred
to as “beginning to delivery” (A178), finishing a “journey” (B41), and being a “well-oiled machine”
(D506). In this way each process encapsulates a temporal ‘bubble’” within which actions take place
for a particular hire event. This ‘bubble’ is rooted in clock time by virtue of the event date, but

represents a sequence of temporal actions that lead-up to a calendar date.

Beyond the linearity of the hires process is the overarching understanding of time in terms of past,
present, and future. Past events were frequently referred to within the context of time: “today for

example” (A384), “we had a case last week” (C177), “we had a show last year, last year? Two years
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ago.” (B414). Event examples such as these were frequently used to answer questions during the
interview, thus linking knowledge to points in time. For example, on being asked to expand on

what she meant by having ‘difficult conversations’, Donna responded with:

Donna: Yes, so let me think of, try to think of a clear example of when that’s happened

recently.

Interviewer: [chuckle]

Donna: There’s so many to choose from [chuckle]. Trying to flick through my catalogue
(D625-627)

Here we can see Donna’s thought process, trying to think of an example of a past event in order to
relay a concept through an event example. The idea that she has a ‘catalogue’ of past events
reinforces the idea that these past events help in building a knowledge base for hire managers.
This is echoed by Connie, who relates how she has learned new things in the role through past

events, which she can relate to her future practice (C960).

The concept of change was also noted in the context of linear past-to-present time. Both Connie
and Donna describe changes to processes that they implemented when starting in their respective
roles (C1052; D772), and all participants noted a change in practice across the organisation
whether with regards to growth and change to hire practice (A487; C752; B623), or change to the
organisation and venue structure itself (D351; C1073; B619). These references draw a clear past-

to-present linear pattern.

Similarly, change in the future was referenced both in terms of personal career goals (A643) and
work practice (C625). This future-orientation can also be understood in the context of booking
hire events, which is reliant on a future-oriented model of time through finding availability in the
calendar and moving forward with the hires process until the event itself is in the present. Connie
notes that, during times where there are no hire events taking place in the venue, she is busy

preparing for hire events in the coming months (C654).

The way present time is referenced in the interviews with regards to personal work time or
workload is also interesting. The concept of being ‘busy’ or working in a ‘fast-paced’ environment

is @ major theme across the interviews, with varying degrees of urgency. Sometimes it’s noted that
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there are ‘busy periods’ throughout the year (B152; C635), whereas some participants note an
increase in their workload from previous years (C591). Angie describes being busy as an inherent

part of her role:

Angie: | kind of work with every department in some way, um and | find, again that’s why

it’s so busy because
Interviewer: Mhm

Angie: um one booking might want the space, catering, technical equipment, and front of
house assistant, assistance, sorry, so I'm literally doing this [makes collecting gesture] all

the time
Interviewer: [laugh]
Angie: Just like, trying to get the info from everybody and like, make it make sense.
Interviewer: Mhm
Angie: So yeabh, it’s busy, it’s very busy. But, yeah!
(A60-68)

As can be seen, the reason Angie gives for being busy is the coordination of the hires process itself,
combined with communicating with others — all processes that fall into the realm of gatekeeping.
This links the concept of being busy to a linear understanding of temporality, despite being

durational in nature.

What is particularly interesting in many accounts of being busy is the connection between busy
and measures of success. As the inherent role of the hire manager is to bring in income for the
organisation, the hire manager works to an annual income target which is reached by booking in
hire events (C24; D612). Thus, being busy by having more hires is equated with more income and

therefore success (B50; C682). As Angie notes:

Angie: Particularly last year, and | don’t know if this is to do with me, or | don’t know if it’s

just the year we had, but we had a very, very successful year in my department,

Interviewer: Hm
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Angie: and it was so busy, which is great, but that just makes, it makes me have a bigger

workload.
Interviewer: Mm
Angie: Which is fine, but | really could have done with some help!
(A486-491)

This relationship between change, success, and being busy is not isolated to Angie’s experience.
Connie notes the increase in enquiries and hire at her venue, and is sometimes asked by senior
management to ‘push hires’ in order to gain more revenue for the venue (C270). Both Connie and
Donna relate the need for increased hires to compensate for a decrease in public funding (C573;
D372), which Donna also directly relates to the increase in hire manager roles being posted on

jobs boards (D380).

Monochronic Time, Polychronic Practice

So far, we’ve seen that clock time imposes structure and an understanding of temporality on the
role of hire manager, including an understanding of time as linear. Interestingly, while this
understanding of time is monochronic, the actual practice of the role appears to by polychronic,
meaning that multiple tasks are juggled simultaneously (Lee, 2001). This can be seen both in work
practice as well as in understanding others’ time(s). Connie explains one aspect of ‘juggling’ in

work practice:

Connie: So yeah, that’s, those are the, the three different arms of the, of the professional

theatre work, our participation work, and then the hires work.
Interviewer: Hires, uh-

Connie: And we’re all vying for the same spaces,

Interviewer: [laugh]

Connie: so it’s always a bit of a juggling act in the diary [laugh]

(C127-133)
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This concept of ‘juggling’ or ‘balancing’ multiple priorities is reiterated frequently. Bonnie notes
that there’s “a lot of juggling” in the role, particularly with regards to navigating enquiries,
availability, and others’ timelines (B372). She also notes the need to balance enquiries with the
“needs of the building” (B566). Similarly, Donna notes the need to communicate clearly in order to

“manage lots of different things at the same time” (D969-970).

Hire managers will often have processes for multiple events running simultaneously (D725; A451;
C469), whereas they note that the hirer may only have one (A449; C470). Angie describes how her
workflow is constantly interrupted by either internal departments (A123) or phone calls from
hirers (A431). We can also see this polychronic work practice through the fact that Bonnie was
interrupted by radio during the interview due to her being the ‘duty manager’ at the time (B628;

B699). In this way polychronic work practice in the role is linked to working with others.

As noted, this concept of working with and understanding others is an overarching theme

essential to the role. This drive to understand others’ time plays into polychronic practice as it
involves the juggling of multiple times and timelines. We see this in Bonnie’s description of the
processes of finding out information that will affect her hirer’s events. In describing why some

information may come in with short notice she notes:

Bonnie: “obviously, everyone is working on different schedules, production companies,

other artists, it’s lots of timelines to meld into one”
(B748-750)

It is often noted that others’ timelines may impact on hire events, many of which place restrictions
on the ability of the hire manager to confirm availability. Bonnie notes that Programming will
confirm their season three months before the event date, a timeline which stops her from being
able to book any events prior to this confirmation (B375). Connie gives an example of how some of
her hire clients need to book their event two years in advance in order to secure their caterer and
photographer (C1157). She goes on to describe that in some cases she is unable to do this because
the Programming team are on a different timeline and unable to book that far ahead, therefore
she has to leave availability in the calendar for them to programme their shows. In these two
examples we can see how the hire manager is comparing, working around, and being influenced

and affected by others’ timelines. This act of working with others, combined with the power
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dynamics imposed by clock time (Adams, 1995), lead us to the power and agency afforded the hire

manager through the act of gatekeeping.

Gatekeeping & Power

Whereas time and temporality form the structure within which the role of hire manager operates,
gatekeeping is the process within which power is held and enacted. In its most essential form,
gatekeeping is concerned with the “process of controlling information as it moves through a gate
or filter” which is “associated with exercising different types of power” (Barzilai-Nahon, 2009,
p.433). These power actions could include “limiting or facilitating access to information” (Riley &
Manias, 2009, p.215) or providing access to ‘benefits’ valued by others (Corra & Willer, 2002).
Important to note is the emphasis on access in that the gatekeeper is not the owner of the
information or ‘benefit’, nor is the process of gatekeeping about giving ownership to others (Corra

& Willer, 2002).

Gatekeeping is a term that is often used in management practice (Beckham, 2016), and as such is a
term | was familiar with to the point of using it in passing during one of the interviews conducted
for this study (B540). While | strategically tried to move away from this term in analysis in order to
avoid imposing direction on the coding process, the data eventually drew me back to the term.
While gatekeeping in management practice is primarily concerned with access to a resource
(Barzilai-Nahon, 2009), it was not until | had explored cross-disciplinary theories of gatekeeping

that | fully understood how the term aligned with the data.

Network gatekeeping, proposed by Barzilai-Nahon (2008), is a cross-disciplinary theory of
gatekeeping which avoids the top-down approach of tradition models. Instead, network
gatekeeping separates processes from motives, putting a greater emphasis on the relationship and
dynamics between the gatekeeper and the gated (Barzilai-Nahon, 2008; Riley & Manias, 2009).
Most importantly, “in network gatekeeping the reasons for the gatekeeping act can also be
examined as a means of understanding the motives that underpin it” (Riley & Manias, 2009,
p.217). It is this element of understanding that is so crucial to the decision-making process and the
role of the hire manager overall, making network gatekeeping an excellent framework through

which to examine this process.
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As Barzilai-Nahon (2009) notes, power plays an essential element in gatekeeping, which can be
understood as having the ‘power to’ act or having ‘power over’ others (Dovey, 1999). Corra &
Willer (2002) note that it is possible that there can be power structures where two actors may rely
on each other’s work and therefore gatekeep each other, or that gatekeeping may be “embedded
in the formal hierarchy and take the form of organizational politics” (Corra & Willer, 2002, p.183).
It is again useful in this case to refer back to the concept of structuration used in new
institutionalism (Paquette, 2017), thinking of how a structure may both be created by and inhibit
its actors (Giddens, 1984; Bryant & Jary, 1991).

The gatekeeper acts as an intermediary between ‘others’, and needs to understand others in order
to do so which we’ve seen this demonstrated in the act of comparing and combining timelines. As
such, in order to understand the mechanics of gatekeeping it is necessary to outline the different
‘others’ the hire manager interacts with, and the differences they use to separate themselves (or

through which they are inherently separated from).

Gatekeeping and ‘Others’

As noted in the literature review, the notion of being different from ‘others’ is a common theme in
the data. The role of hire manager is positioned as a gatekeeper between ‘others’, including
between those who are outside and inside the organisation. ‘Others’ outside of the organisation
primarily include hirers, whereas ‘others’ inside of the organisation include everyone working
within the organisation itself. This could include other departments scheduling events — such as
Programming — or departments concerned with the operational delivery of events — such as Front

of House or Technical.

All participants note the wide variety of internal departments they work with, which we’ve seen in

Angie’s comments above (A60). Connie speculates:

Connie: I've always said, or particularly when | started, and it’s still sort of true now, I'm
probably, well not me but the hires team, is probably the team that interacts with all of

the other teams the most.

Interviewer: Hm

29



Connie: Um, just because of the nature of what we do, and we have so many different

types of events coming in, that I’'m always having to pass information.
(C764-769)

This aspect of working with many different people, combined with being the point of contact for
external hirers, creates the situation where gatekeeping processes can be seen. Riley and Manias
describe gatekeeping processes as including “selection of one message over another, withholding,
manipulation, deletion, censorship or disregarding of information, the timing of delivery, adding or
uniting information, localising or adapting information for particular target audiences, and
conveying information through particular channels” (Riley & Manias, 2009, p.216-217). We see all

of these processes represented in the participants’ descriptions of the hires process.

Hire managers are often the ‘point of call’ for both internal and external hire queries (A318) and
generally solely responsible for the ‘through-line’ of the hires process (B604). The process of this
can be seen particularly in the emphasis the participants place on needing clear communication
(D967; B640; A120). We can also see this represented in the data through the described processes
of asking for information (B256; C433; D139), checking-in with others (B442; C697), and
disseminating information (D825; B850). In this way the hires manager becomes the conduit of
information, but with the gatekeeping power to manage how and when the information is

communicated.

Ownership & Representation

We can see how the role of the hires manager fits into the power processes of gatekeeping in that
they do not have ownership of the object being negotiated, but ownership of the process of
negotiation itself. The participants were quick to clarify that they were not responsible for the hire
events that take place, rather that they support the production of them (B133). Connie explains
that, like being a ‘receiving house’, hire managers deal with events that are fully-formed and
owned by someone else (C827). What is interesting is the way in which ownership of the process
and authority are enacted, the focus of which changes depending on who the hire manager is

speaking to.

When communicating with hirers, the hire manager is representing the venue and it’s aims. In

describing her role in comparison to that of a freelance event manager, Angie states that “here |
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am the venue” (A239). By this she explains that she is representing the venue to others, needing
to take other internal departments into consideration. We also see this concept represented in

Bonnie’s introduction to her role where she states:

Bonnie: | oversee all the incoming enquiries of people who want to bring hires to us.

Spend a lot of time responding to people saying ‘no’ [laugh]
(B12-15)

Bonnie goes on to note that only certain types of hires are allowed in the venue, explaining that
some hires are not permitted due to their not fitting with the ethos of the organisation (B217).
Similarly, Donna demonstrates how she uses her power as a gatekeeper to reject access to an

enquirer:

Donna: It’s about staying on mission, and staying on brand. So often | do just have to say

I’'m sorry, [laugh]
Interviewer: [chuckle]

Donna: um ‘you can’t use the space’ or ‘we’re not available’, you know? Because it [the

enquiry] doesn’t, it just doesn’t serve what we do here.
(D309-313)

On the other hand, Connie sees her role as hires manager as an opportunity to extend the mission
of her organisation by engaging with local community in a different way (C1245). In these
instances, the motive of gatekeeping appears to be that of representing the venue and its values.
We can understand this action as being a gatekeeper of a social community in line with
sociological gatekeeping theory where a ‘gated community’ is represented to others through a
‘medium’ who allows or rejects access (Barzilai-Nahon, 2008, p.35). In this way the hire manager is
not simply providing access to a service or benefit, but to inclusion within an artistic community
that the hirer may not otherwise have access to. Likewise, the hire manager may exclude access

based on organisational values of engagement.

The gatekeeping process, including aspects of representation and ownership, also applies to the

hire manager’s interaction with others within the organisation. While the hire manager represents
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the venue to those outside the organisation, they often are positioned to represent the hirer to
those within the organisation. Aside from the overarching gatekeeping process of directing the
flow of communication, participants consistently described times when they asked questions of
other departments on behalf of a hirer. Connie, for example, explains how she went to the
technical team to ask about making it “rain on stage” for a hire production (C953). In describing
how she works in her role Bonnie demonstrates another way in which she is representing the hire

to internal ‘others’:

Bonnie: | think it’s within, within the wants and the needs of both sides. Um, yeah. Maybe
mediate’s not quite the right word, but just being that middle ground to say, to go, ‘we’ll
make sure your production show that has been programmed here is going to be fine, and
no one’s going to manhandle it and damage it during the day’ and also saying ‘we’ll make
sure you can work on top of this elaborate, whatever’ um, and make that work. And just

sort of being, being in between a lot of conversations
(B797-802)

Here Bonnie is representing the hirer to the production in that she is promising care on their
behalf. We can see that Bonnie has positioned herself as the ‘middle ground’ between the hirer
and the programmed show in the venue, taking the time to reassure both parties. The position of
being ‘between a lot of conversations’ reflects gatekeeping processes, but in this case emphasises

reassuring and demonstrating an understanding of the practice and concerns of others.

The act of being ‘between’ conversations also positions the hire manager in a position of power
within the organisation by creating a situation where they become the only person with access to
full information. This is particularly interesting because, as is the case with gatekeeping, the hire
manager does not own or operate the event process itself but facilitates access to other
departments who do. While many participants noted instances where they directly connected the
hirer with an internal department such as technical or catering to work out details (8140; D235),
they remain in a position of power as the hire manager chooses when to make the introduction

and thus facilitating access to the department and resource.

It is possible that this gatekeeping position is particularly unique to the role of hire manager,

though it is not possible to confirm without fully understanding the operations of others in each
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organisation. Connie emphasises that hires operate in a very different way from programming in
that programmed events would be put in direct contact with each department (C479). In contrast,
all hire communications are controlled in some way by Connie. This reliance on the hire manager
to facilitate communication is also reflected in Angie and Donna’s accounts. Angie describes how
she is sometimes contacted by her organisation when she is off sick as she may be the only person
able to answer a question (A373). Donna also describes how she checks her email when she is not
at work to ensure that she is not missing any ‘urgent’ emails that would not otherwise be picked

up (D759). This act of gatekeeping then creates a reliance on the hires manager.

In addition, the act of gatekeeping also appears to lead to ownership of time through familiarity
with the calendar. We saw in section one that the hire manager’s role is structured by and tied to
the calendar, and have already seen how familiarity with the calendar is used to raise issues of
‘conflict” with others. Bonnie explains how she reviews the calendar for the whole organisation,
and that her familiarity with the calendar and venue happenings means that she is able to connect
conversations between internal departments (B826). Angie describes how she receives enquiries
from internal departments about non-hire events, and speculates that being contacted by others
in this way “comes naturally” with the role due to her good relationship with all departments
(A401). In this way we can see that the process of gatekeeping creates not only a sense of
ownership of time, but helps to embed the role in a unique way within the organisation through
the act of understanding others. This leads us neatly to role that care plays in the practice of hire

managers.

Care & Identity

Whereas time and temporality create structure, and gatekeeping frames power and agency, the
concept of care can be seen as an embedded part of the identity of hire managers. By care | mean
all methods of thinking of and considering others, which can be explored through the concepts of
emotional and affective labour. We can see that both aspects of emotional and affective labour
are present in the role of hire manager, and indeed are a key element in forming the identity of

the role through prescribed dispositions and traits of professional behaviour (Paquette, 2017).
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The neoliberal economic shift brought about the rise of the ‘service sector’ which prioritised
‘interpersonal interactions’ in work, leading to the rise of emotional and affective labour
(Wolkowitz, 2006, p.1). Hochschild (2003) introduced the concept of ‘emotional labour’, which
involves “the production of certain feelings in the worker, the production of feelings in others, and
the effort, planning, and control required to express an organization’s desired emotions”
(Eschenfelder, 2012, p.174). Expanding this concept further, emotional labour can be seen as the
work of understanding and empathising with others (Steinberg & Figart, 1999; Eschenfelder,
2012). In this way, emotional labour is a prescriptive aspect of a role within an organisation where
a worker is asked (or expected) to modify their own feelings in order to perform profitable

emotions (Veldstra, 2018).

Affective labour on the other hand represents “the kind of nebulous, embodied work demanded
of many in late capitalism” (Veldstra, 2018, p.6). Tied to a neoliberal ideology of individualism and
entrepreneurship, affective labour is embodied and internalised feelings management used to
market oneself in the present economy (Veldstra, 2018). Affective labour is used to go beyond
individual emotional management to project and exude “a diverse set of feelings, relationships,
and qualities generated by worker’s embodied resources and characterized by the reproduction of
social ties” (Veldstra, 2018, p.7). With the neoliberalist turn, these affective qualities become
personality traits that are expected of workers, rather than the organisationally-prescribed

feelings of emotional labour (Veldstra, 2018).

Understanding & Empathising with Others

We've already seen that understanding plays a key role in gatekeeping, as it is understanding that
underpins the motives of the gatekeeping process (Barzilai-Nahon, 2009). Angie explicitly states
that to do the role “you need to understand who you’re working with” (A257), while Bonnie notes
that “my job is very much about knowing what is happening in the building” (B701-702). All
participants spent a significant portion of their interview explaining why processes were set up,
why clients might ask certain questions, how other departments work, or relating their practice to

bigger trends across the sector.
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A key element of emotional labour is that care is taken to try to understand and empathise with
others (Steinberg & Figart, 1999; Eschenfelder, 2012) even when it may not match that of the
worker (Hochschild, 2003), but.

We can see this in Connie’s descriptions of how her personal feelings towards an event may differ

from those of a hirer’s:
Connie: | always have to remember, cause we do this every day, day in day out,
Interviewer: Mhm

Connie: um and we’ve normally got 20 or 30 events on the go at any one time in different
stages of production. But for that person you’re meeting with, this might be the biggest

thing they’re doing that year,
Interviewer: Mm

Connie: you know, it might be a huge thing for their job, they might have not done it
before, it might be hugely stressful for them. So just because | know how long it takes to
bring a piece of scenery in, and to do it, and | know that fiver performers are going to take

‘x" amount of time to soundcheck, and they might want a special type of microphone,
Interviewer: Mm
Connie: that’s all quite stressful for somebody that doesn’t know that.

(CA67-478)

In this we see how Connie is working to understand the hirer’'s emotional state, specifically
reminding herself that her feelings towards an event may not match the hirer’s. Another example
of this attempt to understand the emotions and motivations of the hirer is seen in Angie’s

description of receiving urgent phone calls from hirers while she is out of the office:

Angie: they just, it’s almost just like ‘why can’t | reach you?’. Like, and people literally
panic when they cannot get through to me, like, the amount of times I've come in and the
box office are like ‘this person is desperately trying to reach you, they said they’ve been

trying to get through to you since yesterday’ and I'm like ‘it was literally yesterday’ [laugh]
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Interviewer: Oh no

Angie: So, no there is, there really, really is [confusion from hirers about Angie’s role], and

| think, | guess, because I’'m their point of call
Interviewer: Mhm
Angie: | understand it. But sometimes I'm like, you’re fine.
(A312-320)

We can see here that Angie clearly shares a different understanding of time and urgency to that of
the hirer, and that even when she finds the situation unreasonable or potentially exasperating, she
still displays an understanding of why the hirer might be feeling the way they do. Both Connie and

Angie note that other’s often don’t understand their role, confusing what they do with ‘event

management’ (A210; C847), which presents an additional challenge to their work.

‘Ethic of Care’

Eschendfelder notes that emotional labour is demonstrated in the “ethic of care” that many
expect in non-profit work, and which is an important part of non-profit “worker identity, work
relationships, and overall job satisfaction” (Eschenfelder, 2012, p.174). This ‘ethic of care’ can also
be seen in the ‘cultural provision’ and ‘social betterment’ ideology embedded in UK arts practice

(Belfiore & Bennet, 2010) and policy (Upchurch, 2016).

There is a strong narrative in the data of providing ‘support’ to others. Connie reassures less
experienced hirers that “it’s ok, we’ll help you, we can support you” (C479), which she notes is a
very different approach to how Programming works with more experienced professional
productions. Bonnie notes that the hires process is “quite a supported journey” (B132) in terms of
the level of staff support her organisation provides, and gave examples of how she would ask

questions of a hirer in order to help them navigate the complexities of thier event delivery (B127).

This ‘ethic of care’ is not restricted to caring and supporting the hirer. Donna demonstrates how
she motivates other departments within the organisation to support hire events, rationalising why

a hire event may be beneficial despite low moral:
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Donna: And people are tired. You know, they’ve had long days and they then, they then
don’t want to have to manage more people coming into the building. Um, and sometimes

yeah it’s just about keeping people motivated to what the bigger vision is.
Interviewer: Mhm

Donna: And yeah, on the day you’re knackered and you just want to go home, but a hires
come in now for another five hours. But then, what that hire allows us to do as a company

is to serve our young people
Interviewer: Mm

Donna: and provide more for them, if we’ve got the income to do that then we can

provide more.
(D682-690)

Here we see that Donna is empathising with the other organisational staff, working to understand

their feelings, and then using the organisational mission of ‘cultural provision’ as staff motivation.

Care is also used as a motivational tool for the hire managers themselves. Connie describes how
she is able to provide discounts to local charities or community groups that wouldn’t otherwise be

able to afford to hire the venue. She explains that:

Connie: | have the ability to be able to do that for some of the groups that really need that
help and support and then that means that they get to come in and use a professional

theatre with our professional theatre technicians and do their fundraising event, whatever
they need to do and then hopefully that does some good somewhere out there. For, yeah,

that’s another enjoyable bit about what | do.
(C1271-1276)

Here, Connie explains how she uses her position to provide access to community groups who
would otherwise be unable to access the space. She is able to do so through the power afforded
her as social gatekeeper to the venue, this time demonstrating ‘power to’ facilitate access. The
enjoyment she gets from facilitating this access, which she later expands on as a core part of her

work practice in previous roles, demonstrates how care is used as a way to create her own value in
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the role. Similarly, both Donna and Bonnie note that they gain enjoyment and motivation from
times when hirers are happy with their event (D905; B862), making care an essential element of

personal motivation in the role.

Embodying the Role

As noted, affective labour is a form of embodied labour in that it frames emotional labour as a
personality trait that the individual needs to have in order to be successful in their work (Veldstra,
2018). There were a number of traits described by participants as essential to the role of hire
manager. While being detail-oriented and enjoying ‘admin’ was a common trait (B569; C987), the
most common trait described revolves around working with and understanding others. In
response to the question ‘what do you think is the most important thing to know about your role’,

Bonnie describes being a ‘people person’:

Bonnie: | think it being, very organised people person is important. | think that is, if you’re

prepared to mediate a lot of conversations.
Interviewer: Hm

Bonnie: and sort of, yeah, manage, that manage expectations thing, that’s just the heart of

it. It's just about,
Interviewer: Mhm

Bonnie: it’s not quite being a people pleaser, but it’s about being a people’s expectation

manager.
(B789-795)

The two elements that Bonnie mentions, being an ‘organised people person’ and a ‘people’s

expectation manager’ are both embodied affective qualities. Similarly, Donna describes:
Donna: Um, you’ve got to be a real people person.

Interviewer: Mhm
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Donna: And | think if you're not you’re not going to do well. And I've seen it. I've seen
people who are not, and have self-admittedly said ‘I’'m not a people person’ and they

don’t do well in this kind of role”
Interviewer: Mm

Donna: Cause you really have to be a yes person. Not like, not in the way that you say yes

to everything, but you have to, you have to be a creative and proactive problem solver.
Interviewer: Mm

Donna: And so, you have to be solutions oriented is what I’'m trying to say. It’s that, there
are always going to be problems, and how can you fix them in a way that everyone feels
happy and comfortable with. And you can only do that if, the only way you can do that if
you speak to people and actually want to make people..., what am | trying to say? You can

only do it if you're a people person. [laugh]
(D933-946)

What is so interesting about this excerpt is the amount of emotional and affective labour Donna
ascribes to the role of being a ‘people person’. She explains that being a ‘people person’ is a
requirement of the role, embodying an affective aspect. She notes the need to be a ‘problem
solver’, but more than this she stresses the need to be aware of and manage the feelings of
others’. She starts to note that one needs to “actually want to make people” before trailing off,
implying that she believes a genuine emotional desire is required to enact the role. In this we also
see the role of care, through the concept of being a ‘people person’, being identified as a

“character needed from individuals” in order to succeed in the role (Paquette, 2017, p.11).
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Chapter 4: Discussion

We’ve now seen how the concepts of time, gatekeeping, and care structure, enable, and shape the
role and identity of hire managers. Returning to the concept of ‘work time’ as being both socially
and individually constructed, and underpinned by personal and professional values (Rosengren,
2019), we can now examine the intricacies of gatekeeping time with a motivation of care within

the current context of policy and practice.

The ‘Pinch Point” of Busy & Care

Earlier we discussed the emergence of neoliberal ideology in policy and organisational practice,
and the current pressures from policy on organisations to increase their earned income streams.
In the section Time & Structure we also saw how the temporal aspect of ‘change’ is a constant
narrative, rooted in a linear understanding of time. We can then ask: what happens when the role
of hire manager, which is structured by time, enacted by gatekeeping, and underpinned by care, is

confronted with change and precarity?

The precarious nature of work in the creative sector is well documented (McRobbie, 2016;
McGuigan, 2016; Alcovska, 2018), and in large part has emerged due to strategic political shifts
towards neoliberal models and marketed with a narrative of ‘passionate work’ (McRobbie, 2016).
While McRobbie (2016) and Alcovska (2018) are focused on labour precarity as “unpaid, insecure,
and contingent” work (Alcovska, 2018, p.2), we can also look at precarity at an organisational level
and the impacts this has on the individual. The concepts of resilience and precarity are linked in
that resilience is seen as the ability to adapt to external change over which one has no control
(Jennings et al., 2016). When looking at how the term ‘resilience’ is used in Arts Council England
policy we can see how the concept of resilience shifts the responsibility for managing precarity
onto the individual (or organisation) in line with neoliberal ideology (Newsinger, 2015). As the hire
manager role is firmly embedded within the context of financial resilience it is inherently linked to

narratives and situations of precarity.

Earlier we saw the conflation of ‘success’ with being ‘busy’. Comparing this with precarity and
change through driving earned income, we see the emergence of a ‘pinch point’, a term borrowed
from Hochschild which refers to the conflict between personal and commodified emotions. Both

Veldstra (2018) and Eschenfelder (2012) highlight the importance of considering the effect of
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emotional labour on workers’ wellbeing in relation to precarity and change in the charitable and

arts sectors. As such we can look at the impact of this ‘pinch point’ between ‘busy’ and ‘care’.

Donna describes her commitment to providing a caring ‘service’, linking this to her own ideological

beliefs and work ethic:

Donna: Um, sometimes people can fall foul of just going ‘yes’ or ‘no’. And actually | think,
those people have taken the time to send something or pick up the phone to enquire
about something, so the least | can do is to take my time and give them a quality of

response, even if it’s to say ‘actually the venue isn’t available, but we have these dates’.

Donna: | think service is really important. So part, that takes time, to do things properly
takes time, to put all of the, kind of, paper processes in place takes time, to communicate
information to staff and to kind of, stakeholders and to clients and to everyone, that all

takes time.
Interviewer: Mm

Donna: Um, everything takes time and uh, at the, I'm three days a week, so, you know,

yeah [laugh]. There’s a lot to do.
(D702-704; D710-715)

From this we can see the conflict between providing a caring ‘service’ through giving time with the
limits of work time available. When later asked how she managers her workload on a part-time
basis she responded “I’'m not quite sure | am” (D717). Similarly, Connie worries about how

changing her practice due to being busy is affecting her ability to provide care to her hirers:

Connie: | am aware sometimes that I’'m not always giving the level of customer service

that | would like to be giving,
Interviewer: Mm

Connie: that in an ideal world I think we should be giving but it’s just because we don’t

have the capacity. We just don’t have the ability
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Interviewer: Hm

Connie: to get back to people quick enough to, um, because the amount of enquiries, to

deal with things.
(C673-680)

Referring back to the concept of ‘busy’ as being an inherent part of the role, we see again that
change appears to be impacting workload and work practice. This then jeopardises not just the
ability of the hire manage to fulfil their role but also their personal feelings of success or

enjoyment in their ability to enact care.

Taking a different approach, we can see how the physical presence and visibility of the hire
manager is another area of work time practice that is challenged by the intersection of busy and
care. Visibility in the workplace can play a key role in others’ perceptions of labour and work being
done, particularly when “the work is characterized by tasks that are not easily measured and
quantified” (Rosengren, 2019, p.624). We see visibility playing a role in the work time of the hire
manager, with some respondents noting their preference to be present for more complex hire
events (C525; B36). Angie describes a situation where hirers ask for her presence on the day to
help with their event, noting that she’s unable to do so as she needs to spend her time equally

with all of her hirers:

Angie: They're like, everyone will always be like ‘ok so when | get there shall | ask for you?’
And I'm like, | can have, we have like six spaces, | can have six people, like, | can’t tell

everyone to come here and like ask for me
Interviewer: Mhm
Angie: because that’s physically impossible.
(A201-205)

This situation implies that the hirer has a different expectation of the visibility and presence of
Angie as a hire manager, relating back to others misunderstanding her role. This different
understanding of work time puts Angie in the position of having to explain and justify why her

presence isn’t required, reassuring the hirer that “you’ll be fine, everything will be ready and set
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up for you” (Angie, A206-207). This leads into elements of care, as is demonstrated in the way she

carries on to speculate on the motives of the hirer:

Angie: It's kinda like a, maybe it’s like a security thing as well like, comfort, like, they’re,

cause they’ve dealt with you the whole time so it’s like, just to know you're there
Interviewer: Mhm
Angie: is maybe, is like comforting for them.

(A218-222)

Angie is equating her physical presence with comfort, which can be framed within the concept of
embodied labour. Her work time, in the form of her physical presence, is equated with care and
support. Therefore, a lack of physical presence is being construed by the hirer as a lack of support,

which goes against one of the underlying motives of the role of hire manager.

Change, Practice & Identity

The pressures of being ‘busy’ have affected practice in both the hire managers’ role and within the
organisations themselves. Both Angie and Connie describe how they have had to alter their work
practice by asking other departments for help in order to reduce their own workload (C540; A459),
while Bonnie notes that she relies on the help of the front of house team when she is away (B606).
This then also impacts the workload of others within the organisation, something Connie was
quick to point out (C594). Connie also notes the saturation of the calendar as restricting her ability

to increase hires any further:

Connie: But yeah, we’re at the point now that if we keep up programming our
participation projects at the level that it’s at, which is what senior management want at

the moment,
Interviewer: Mhm
Connie: I'm at the ceiling of what | can achieve with hires unless we put all of our fees up

(C297-301)
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She goes on to relate that everyone in the organisation is operating ‘almost at capacity’ due to the
number of hires (C592). Angie likewise notes that the organisation as a whole is ‘short staffed’
(A476). Thus it is important to recognise that ‘succeeding’ in the role of hire manager by bringing
in more hires increases the level of work for more than just the hires manager, and therefore

affects the overall operations of the organisation.

Focusing again on the role of hire manager, Angie, Bonnie and Connie all describe how the role at
their organisations have historically been filled by one person (A529; B609; C619), though Angie
and Connie no longer believe this should be the case. Connie notes how she needed to ask for
another member of staff to help her with hires two years into her role (C621). Similarly, Angie
describes how she has asked for another person in her department but feels that she has not
“been heard”, believing this is due to a disinclination to prioritise hires within her organisation
(A485). She expressed frustration at this, feeling that she could achieve “so much more” income
with the proper support (A505). While not explicitly stated, we also see the strain of fulfilling the

role in Donna’s earlier comments.

It is not surprising that there is so much pressure put on the role of hire manager, considering how
the act of gatekeeping creates an organisation reliance on them. However, what is important to
consider is the emotional impact this could have on the hire manager. If the identity of the role is
formed by care, and embodied through affective labour which then normalises professional
behaviour, what are the implications of the hire manager being unable to fulfil their ‘ethic of
care’? As Bunting notes, “human beings have finite resources, physical and emotional” (2004,
p.177), and an inability to replenish one’s ‘resource pool’ can ultimately lead to emotional
exhaustion and burnout at work (Fouquereau et al., 2019). With this in mind we can only
speculate on the emotional impact of ‘bad’ feelings associated with not being able to accomplish
an internalised affective labour aspect of the role. Burnout of course isn’t isolated to the role of
hire manager in the arts sector, though it has been noted that running ‘diversified revenue
streams’ as separate businesses in arts organisations is leading to burnout among workers (Miller,
2010). This potentially ties in with perceptions of organisational support (or lack thereof), which
can play in a role in workers’ feelings of job satisfaction and enjoyment (Fouquereau et al., 2019).

We can see elements of this reflected in Angie’s comments above about not being heard.
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Beyond the individual aspects of emotional burnout, this could potentially lead to ramifications in
the organisation itself through the advent of staff turnover. When considering that so much of the
hire manager’s knowledge is embedded in time through experiences with past events, and that
the act of gatekeeping requires care and an understanding of others, we can see that staff
turnover has the potential to be an incredibly disruptive endeavour. At the start of this paper |
defined the role of hire manager as the person responsible for venue hire within an organisation.
As we’ve seen, the structure of time, power dynamics of gatekeeping, and element of care result
in this role taking on much more of an embedded function within the organisation. As a ‘point of
call’ for internal departments, the hire manager has become a resource for others in that they are
able to connect conversations and provide knowledge and support on the workings of time and
space in the venue. By providing venue access to someone outside the organisation, the hire
manager is sometimes able to extend the mission of the organisation to engage with people in a
new way. Similarly, the hire managers’ motives are underpinned by both the values of the
organisation and their own values with regards to personal and professional practice. In this way
the hire manager then is inherently embedded within the organisation and plays a function far

beyond that of ‘selling the venue’.
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Chapter 5: Conclusion

As we’ve seen, the role of hire manager has emerged in direct response to neoliberal shifts in
policy and organisational practice in line with the economisation of the arts. It’s important to
recognise this context of precarity due to the role’s integration with and separation from ‘others’,
which is demonstrated through the act of gatekeeping with care within the structure of time. For
the majority of this paper | have demonstrated that time structures the role, gatekeeping
represents power, and care shapes identity. However, as was noted earlier, these concepts do not
work in isolation and work together to shape the structure, power dynamics, and identity of the

role.

Clock time structures the role of hire manager by monetizing time and space through the act of
booking hires into available time slots. This enforces a linear understanding of time, which in many
ways is contrary to the polychronic practice of working with others. The act of gatekeeping
provides the hire manager with the power to facilitate or restrict access to the venue, and is
rooted both in the commaodification of time and their polychronic practice of work. Power can be
productive in that it can shape professional practice (Riley & Manias, 2009), and thus we can see
how the structure of time and act of gatekeeping can create an organisational reliance on the role
of hire manager. This is emphasized by the use of care, which can be seen as a through-line aspect
of the professional practice of hire managers through the act of understanding and thinking of
others. An ‘ethic of care’ is embedded in the role and tied to both personal and organisational
motives and values. The act of gatekeeping and working with others is embodied as affective
labour traits, which are seen as essential to the professional practice and identity of the role. This
underpins practice within the structure of time and process of gatekeeping, and which combined
with these elements forms professional identity. Ultimately, the role of hire manager has become
embedded within the organisation in a way that goes beyond ‘selling the venue’, and
demonstrates shared practice which frame it within the context of an emerging profession within

the sector.

Future of the Role

A key element of professional identity is the acknowledgement of shared practice, including

“common experiences, understandings and expertise, shared ways of perceiving problems and
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their possible solutions” (Evetts, 2012, p.2). These practices are then shared through professional
networks, be they training, membership associations, or otherwise (Evetts, 2012). Throughout this
paper we’ve seen clear connections between the practice and problem solving of the hire
managers interviewed. However, while some participants reference hire at other venues (B96;
C326), have a ‘network’ of venues (B480), or reference isolated examples of other hire managers
(D936), there does not appear to be a strong connection between hire managers themselves as a
professional network. Angie demonstrates this in her implied feelings of relief in learning that |
had experienced similar situations to those she had described in my time as a hire manager
(A904). In conversing after the interview was finished, both Connie and Donna noted that they did
not know many other people in a hire manager role, which Connie theorised was to do with the
nature of the role. She noted that all of her work is very insular in that it was rooted in the venue,
and that despite her organisation being part of a shared network she did not often have the
opportunity to interact with similar organisations. It was even suggested by two of the
interviewees that | should build a network of hire managers in performing arts organisations as a

follow-up for this project.

This seems to be a missing link to the advancement of professional practice. This lack of
connection, through a professional association or otherwise, reinforces the supposition that many
arts and culture organisations are building business practice in isolation (Bolton et al., 2010).
Returning to the new institutionalism approach to professions, it appears that the second tier of
socialisation — that of sector-wide socialisation — is not yet in place, despite many shared values
and norms being displayed. This commonality might instead be attributed to the heteronomous
role that cultural policy plays (Alexander, 2017), in this case particularly with regards to the

promotion of venue hire as a form of economic practice.

It is worth noting that there are professional networks for venue hire in existence, such as Unique
Venues of London (2018), though this is presented as a network of venues rather than hire
managers. As such, it appears that there may be a lack of this type of connection for hire
managers, which as we’ve seen is tied into the larger conversations of policy and professionalism.
Thinking of Connie’s supposition, it is perhaps due to the gatekeeping aspect of the role that hire
managers are seen as inseparable from the venue. However, as the role of hire manager continues

to grow and professionals begin to develop a career based in venue hire, myself included, it is
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useful to consider the aspects of the role as separate from organisational practice. Remembering
how the diverse backgrounds of early events managers led to an inconsistent standard of practice,
and comparing this with the backgrounds of hire managers in this study and inconsistencies in job
titles across the arts sector, now would seem to be the ideal time to consider professional identity
and practice. This would not just benefit individuals in the role, but potentially the organisations
and sector as a whole through the possibility of shared resources in a time of ‘resilience’,
precarity, and change. This need for resources is echoed by Bolton et al. (2010) in their call for

“guidance on reducing costs and maximising revenues” from venue hire (Bolton et al., 2010, p.28).

As has been noted, this is an initial study with a limited sample size intended as a first foray into an
underdeveloped area of research, and has focused on a very small segment of the arts and culture
sector. While | suspect there are elements of shared practice in the role of hire manager in the
wider sector, | would also anticipate different approaches based on organisational structures and
policy pressures. The role of hire manager is of course not limited to arts and culture
organisations, and can be seen in a wide variety of other sectors, including commercial companies
that operate venue hire as an external service to an organisation (Graysons Venues, 2019; NLA
2019). As such there is scope to study the role of hire managers within different contexts to

examine how different policies and practices shape the professional identity of the role.

In the case of charitable performing arts organisations, research into the role of hire managers is
particularly relevant in today’s climate of arts policy and management, and bears further
consideration both in academic research and organisational practice. The role of hire manager has
emerged in direct relation to neoliberal policy shifts, and as the new ten-year Arts Council England
(2019) strategy is set to be released, there appears to be no end in sight for the economisation of
the arts. As a unique role within the sector, and considering the ‘pinch point’ of change, success,
and care, the role of hire manager bears consideration both in academic study and organisational

practice as policy continues to change.
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Appendix I: Interview Strategy, Information Sheet & Consent Form

Appendix 1 a): Interview Strategy & Questions
Research Question (for reference): How do event hire managers in performing arts venues
understand their role, and what is their understanding of how the role fits within the

organisation?

Interviewing Methods
Interviews will consist of one-hour face-to-face sessions, and will be recorded using a digital

recorder. Interview transcripts will be created. All data will be stored on a password protected
personal computer and external hard drive, as per GDPR regulations. Cloud storage will not be
used. Interviewees and their organisations will be pseudonymised, rather than anonymised.
Follow-up or clarifying questions may be used post-interview. As part of the grounded theory
methodology, memoing will take place for the duration of the project. | will be using intensive

interviewing and constructivist interviewing as an approach, as defined by Charmaz (2014).

Intensive Interviewing: “Intensive interviewing focuses the topic while providing the interactive
space and time to enable the research participant’s views and insights to emerge” (Charmaz, 2014,
p.85). This approach is flexible and allows interviewers to “discover discourses and to pursue ideas
and issues immediately that emerge during the interview” (Charmaz, 2014, p.85). As such,
interview questions may change throughout course of research to test emergent theoretical

theories.

Constructivist Interviewing: views interviews as a site of “emergent interactions in which social

bonds may develop” rather than a static ‘performance’ (Charmaz, 2014, p.91).

Not all questions will be asked for each interview. Rather, the following questions are intended to
provide some guidelines and reference points for use throughout the interview. Intermediate
guestions in particular may change as themes emerge and theoretical sampling begins. As an
interview strategy, | will be interviewing people in specific roles (hire managers) but phrasing

questions specifically about the organisation where possible.

References
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Interviewee Criteria:

Organisation Criteria

Publicly-funded,
Charity status

Social Impact in
mission

Performing Arts
Venue, Events-focused
infrastructure

Mid-sized
organisations

Newer vs. Established
venue hire
programmes

London-based

Interviewee Criteria

‘Event Hire Manager’

Separate role

Identification

Notes

As opposed to commercial, for-profit organisations. This is in part to restrict
the amount of data to keep within the scope of the paper, as well as to focus
on organisations which will be most impacted by public arts policy (Arts
Council, DCMS) and the unique ‘pressures’ associated with conforming to
these requirements.

An organisation that is engaged with the ‘social benefit’ model of the arts,
whether through community engagement, outreach, etc. This is (on the
surface) in contrast to how many venue hire initiatives are presented, which
typically use corporate language. This may be difficult to prove, but ideally
will be incorporated into organisation’s mission.

This could include a venue with any kind of performance space at the core of
its functionality. This is to ensure that event infrastructure is in place rather
than in an organisation where events are not a core purpose (ex. Museums,
galleries)

This is for practical reasons, as larger venues may be harder to get in touch
with for interviews. That being said, | do plan to contact some larger
organisations but am not expecting them to necessarily respond. Small
organisations would be easier to contact, but it is more likely that venue hire
will be subsumed within a portfolio role, which is not ideal for this study.
Ultimately, the size of the organisation is not the deciding factor for this
study, rather the role of hire manager (see Interviewee Criteria below)

It would be interesting to have a mix of newer and established venue hire
programmes. However, as this information is typically not readily available
in publicly available materials this should not be considered too much in the
selection criteria, but rather thought of in the collection and analysis of data.
All organisations should be located within the greater London area
(including up until zone 6 if necessary). This is in part due to access reasons,
as well as to keep the data within a reasonable scope for this paper.

Notes

Looking for the person who is responsible for the venue hire within the
organisation. The job title will change from organisation to organisation.
Specifically looking for those people whose main job is venue hire, rather
than those who look after venue hire in addition to another aspect of
theatre management

I will be approaching individuals based on their job title, though in the event
that there are multiple roles that deal with venue hire | may ask for them to
identify the most suitable person. In this sense, | will identify potential
interviewees, though they may self-identify themselves once contact with an
organisation is made. There is also the chance that | may identify an
interviewee based on their job title, and realise upon interviewing that
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venue hire isn’t their main responsibility. In advent of this scenario | believe
the data is still interesting and valid, as it highlights the inconsistency in job
titles and roles within the sector.

Ideally, the interviewee will be the most senior member of the events hire
team. Realistically, they may not be the easiest person to access and there is
a chance they may wish to delegate the interview. As such | aim to contact
those in positions of seniority, but acknowledge that not all interviewees
may be in the most senior roles in their department. This will be recorded in
data collection and analysis

This is not relevant to the selection criteria, though may become an
interesting part of data collection and analysis.

Seniority

Gender, age, etc.

Plan for approaching Interviewees

1. Where possible, find contact information online. Where specific email addresses are not
provided, contact the organisation by phone to ask who the most appropriate person to
contact may be.

2. Send initial email asking contact to interview, including information sheet. The email itself
will be a condensed version of the information sheet, along with a note about the specific
personal interest or connection | have with the organisation in which they work. Example:

Dear x,

My name is Carolyn and | am an MA Arts Policy & Management student at
Birkbeck. | am hoping that you might agree to be interviewed as part of a research
project into the role of venue hire and events managers in performing arts venues.

I’'m reaching out because [specific personal interest in or connection with
organisation]. | have attached an information sheet which outlines the project
and full interview request.

Having worked in a similar role, | can fully appreciate how busy your schedule
must be and would really appreciate your participation.

Should you have any questions or if you would like to discuss this project in
further detail please do not hesitate to get in touch by phone or email at any time.
Thank you so much for your consideration, and looking forward to hearing from
you.

All the best,
Carolyn

3. Follow-up email or phone call if response is not received within 7 business days

4. In contact agrees to an interview then interview date and location will be arranged.
Consent form will be emailed at this time for contact to review prior to interview date.
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5. Oninterview date, arrive with copy of consent form to be signed by contact prior to the
start of the interview

6. Follow-up email post-interview to thank

7. Potentially follow-up emails for clarifications as research progresses

Interview Questions:
Opening Questions (open-ended):
Could you tell me about the work you do?

Intermediate Questions
How did you come to be in this position at [organisation]?

What did you know about your role / [the organisation] before you started?
How long has this role existed within [the organisation]?
Could you describe your typical work day at [organisation]? (with follow-up questions)

e Could you tell me a little about the people/departments you work with? (working in
teams?)
e Whatis it like working here (with the people?)

Have you had a favourite experience in your role?

If you would be in charge (be your line manager) of your job as part of the organisational structure

how would you structure/approach the role?

Closing Questions:
What do you think is the most important thing to know about your role?

If you would be given a wish what would you wish for (would that be) in your role? (Wesner, 2019)

“Is there something that you might not have thought about before that occurred to you during this

interview?” (Charmez, 2014, p.67)

“Is there something else you think | should know to understand [your role] better?” (Charmez,
2014, p.67)
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Appendix | b): Information Sheet

Research Study Information Sheet

My name is Carolyn and | am contacting you in the hopes that you, as the person responsible for
venue hire events at your organisation, would be willing to be interviewed as part of a research
study.

| am currently in the final stages of a postgraduate MA Arts Policy and Management programme at
Birkbeck University, and am undertaking research as a part of my dissertation. As someone who
has worked in venue hire roles for over four years, I've become intrigued with the emergence of
venue hire within performing arts organisation. As I’'m sure you’re aware, there is no consistent
job title for the role of ‘venue hire manager’ across the sector, as well as there being no consistent
model for departmental allocation or staffing structure. My research question asks ‘how do event
hire managers in performing arts venues understand their role, and what is their understanding of
how the role fits within the organisation’?. The research aims to explore the role within a number
of different venues in London in order to identify an overarching framework and understanding of
the role.

The interview would last approximately one hour and can be arranged to take place at a time and
location that is convenient for you. | would like to record and transcribe the interview, which can
be provided for your reference. | would also ask if you would be available for follow up questions
by email should they arise, again at your convenience.

All interview data will be pseudonymised, which means that your name and organisation will not
be readily recognisable, and interview data will only be used for academic purposes. All data will
be handled according to GDPR regulations, with recordings and transcriptions kept on a password
protected computer and external hard drive. Findings will be submitted to Birkbeck University as
part of the MA dissertation requirements and will be held on file for five years. As an interviewee
you have the right to withdraw your information from this study at any time.

Having worked in a similar role, | can fully appreciate how busy your schedule must be and would
really appreciate your participation.

Should you have any questions or if you would like to discuss this project in further detail please
do not hesitate to get in touch by phone or email at any time. Thank you so much for your
consideration.

Kind Regards,

Carolyn Ehman

CarolynEhman@gmail.com | 07398827230

https://www.linkedin.com/in/carolyn-ehman/
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Appendix | c): Consent Form
[Hard copy of signed consent forms submitted with printed dissertation.]

Interview Consent Form

| have read the information sheet and had the details of the study explained to me. My questions
have been answered to my satisfaction and | understand that | may ask further questions at any
time.

| understand that | have the right to withdraw from the study and to decline to ask any particular
questions, or withdraw any information given.

| agree to provide information to the researcher on the understanding that all data will be
pseudonymised and my name will not be used without my permission. | understand that complete
anonymisation will not be achieved, and that there is a risk that my identity may be able to be
discovered based on publically available information. The information from this interview will only
be used for this research and for publications that might arise from this research project.

| agree to the interview being digitally recorded and transcribed afterwards.

| understand that | have the right to ask for audio equipment to be switched off during the
interview.

| understand that during or immediately after the interview, | have the right to ask for all or part of
the interview not to be used in the research

| understand that while my organisation’s name and my own name will not be disclosed in the
study, the organisation will be described in broad details.

| confirm | am over 18 years of age.

| agree to take part in this study, subject to the conditions laid out in the Information Sheet.

Signed:

Name:

Date:
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Appendix Ill: Dissertation Proposal & Ethics Form

Appendix Il a): Dissertation Proposal
[First submitted via Moodle on 14 January 2019]

MA ARTS POLICY & MANAGEMENT: DISSERTATION PROPOSAL

Section 1: Complete this dissertation proposal form and submit it via the appropriate Dissertation Proposal
Turnitin assignment by 14 January 2019 for approval of the topic / field by the programme team. Once you
have received approval of the topic, use the other sections of this form to obtain further approval signatures
from your dissertation tutor / supervisor as you progress through the planning stages.

This document should be stored securely: you will need to submit it, with the signatures, when you submit

your dissertation on 11 September 2019.

Name: Carolyn Ehman

Email: CarolynEhman@gmail.com

Proposed Topic:

The role of venue or event hire manager / coordinator /
administrator in performing arts venues

Proposed Title:

Hire Us: the role of venue hire managers in the creative
sector

(To be confirmed)

Research question

(Please make sure that you include an
issue together with the topic and
formulate this as a research question.

For further information of how to design
a research question please see: Layder,
D., 2012. Doing excellent small-scale
research. London: Sage.

How do event hire managers in performing arts venues
understand their role, and what is the understanding of the
role within the organisation?
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Key issues to be
discussed/analysed/investigated

(Please submit an indicative list of
literature together with this proposal)

How do you approach your question?
What are possible conceptual
frameworks that could inform you
investigation. Which are possible areas
and academic fields that help you
contextualise?

This dissertation will aim to explore the emerging role of
event or venue hire manager using a grounded theory
approach. This particular position varies in title and
department between organisations, but is a consistent
feature of performing arts venues. It is at times a single
position or a role that is taken on as a part of a larger
position. | have observed this role classified within different
organisations as an operational, development, or
community service role.

Initial frameworks for a literature review will include
research into arts financing and resilience, creative industry
trends, event management and policy, ideology, and trends
in emerging roles/positions within the sector. Please see the
last page of this document for an indicative list of literature
to be explored.

An understanding of the function and capabilities of this
role is currently not well represented in academic literature.
As such this research may help contribute to an
understanding of the role within the creative industries, and
allow performing arts organisations to better strategically
incorporate this role into their managing and operational
structure.

Proposed research paradigm

(Please make sure that you combine
your individual research approach —
how you interpret the world - with your
research interest as reflected in your
research question)

For further information see research
methods slides and Paquette, J. and
Redaelli, E., 2015. On Paradigms: From
Epistemology to Epistemic Cultures.

In Arts Management and Cultural Policy
Research (pp. 92-111). London: Palgrave
Macmillan.

| will be approaching this paper with a social constructionist
paradigm, as well as being influenced by critical theory. My
views on ontology and agency stem from critical theory in
that | believe that actors are only able to exercise their
agency within social structures which are implemented with
unequal power dynamics (Paquette, 2015).

My views on epistemology and my ethos as a researcher are
reflected in the paradigm of social constructionism. This
paradigm relates well to a grounded theory methodology in
that it is focused on the social interactions which construct
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rules that dictate an objective reality (Andrews, 2012). As
such my paradigm leads into a constructionist grounded
theory approach, as defined by Flick (2018) and Birks and
Mills (2015).

Proposed research methodology

Following on from your research
paradigm, choose from the range of
methodologies (e.g. ethnography,
discourse analysis, constructionism,
critical theory, post-feminism) that suits
your interest/knowledge and helps you
to answer your research question. What
is the most suitable way to investigate
your research questions? NB - Research
methods slides offer a more detailed
overview of which methodology
corresponds to which paradigm.

| will be using a grounded theory methodology for this
project. As such | will take a qualitative research approach
and aim to extract a theory from the data gathered with a
goal to identify a theoretical approach to understanding this
role.

This methodology is suited to this topic as there is little
written about this emerging role in academic literature. This
method will also enable the integration of reflection on
personal bias due to a history of working in the field. Lastly,
a grounded theory methodology allows for the study of a
phenomenon within a specific context (Birks and Mills,
2015), which | believe is of particular importance to the
study of this topic.

What are the research methods

you will apply collecting your
data/information?

Please make sure that your research
methods correspond with your
paradigm and your methodology.

Please note that primary research
methods (interviews [be they face-to-
face, skype or email], questionnaires,
surveys, focus groups) require
consideration of ethical issues and
completion and submission of an ethics
form for approval.

My primary research method for data collection will be
face-to-face narrative interviews with venue hire managers.
As | am using a grounded theory methodology this will also
include a process of writing memos and taking fieldnotes.
As such there may also be an element of observation (both
external and personal) with regards to data collection.

Research methods will also include a literature review along
with the potential for data collection from organisational
websites and publicly available materials
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What are the research methods

you will apply analysing your
data/information?

What methods (comparing, deducting,
coding) will work best to analyse your
data? Are you using different coding
methods (e.g. summative, emotive,
value) to analyse your data?

(NB - Research methods slides offer
further details on the choice of
methods)

Data analysis will be undertaken using a grounded theory
approach of simultaneous data collecting, coding, and
theoretical sampling. Coding methods will be explored and
developed as the research project is refined.

Approved by programme team:
Simone Wesner

Date:

Supervisor’s Name:
Simone Wesner
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Section 2: Meet with your allocated supervisor / dissertation tutor to agree the following:

Title:

Hire Us: The Role of Hire Managers in Performing Arts Venues [working
title]

Plan: (outline structure
of dissertation/ chapter
plan) must be
attached to this
sheet

Introduction

Literature Review (political, social, and aesthetic angles)

--due to grounded theory methodology, literature review may need to be
changed or amended based on findings

Methodology

Findings (TBC)

--due to grounded theory methodology, findings will not be known until
analysis is complete (projected July/August)

Discussion

Conclusion

Appendices
--samples of transcriptions and coding

supervisor / diss.
tutor:
Date:

Ethics form Yes (Student to fill in Ethics form and have it signed off by supervisor /
required? dissertation tutor)
Agreed by

[see below — Appendix Il b)]
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Section 3: Produce a full chapter plan and complete ethics form (if required): submit to dissertation tutor /
supervisor by end of May (NB — this is a guideline date, alternative dates can be agreed between students
and tutors).

Seen by supervisor / dissertation tutor:
Simone Wesner
Date: 02/09/2019

Submit the final dissertation digitally via the appropriate Dissertation Turnitin assignment by 2 pm and to
the School of Arts office in hard copy by 5 pm on 11 September 20189.

Bibliography (Indicative Literature List)
Adorno, T. W. (1991) The Culture Industry. London: Routledge.

Allen, J., Bowdin, G., O'Toole, W., Harris, R., McDonnell, I. (2006) Events Management. Second
edition. London: Routledge.

Andrews, T. (2012) What is Social Constructionism?. Grounded Theory Review, 11(1), pp. 39-46.
Bell, D. & Oakley, K. (2015 Cultural Policy. Abingdon: Routledge.

Birks, M. & Mills, J. (2015) Grounded Theory: A Practical Guide. 2nd ed. London: Sage Publications
Ltd..

Bowdin, G. (2003) Events Management. Oxford: Routledge.

Breeze, B. and Mohan, J. (2016) The Logic of Charity: Great Expectations in Hard Times. Vienna:
Springer.

Byrnes, W. (2015) Management and the Arts. Oxford: Abingdon Press.

Chong, D. (2000) Why Critical Writers on the Arts and Management Matter. Culture and
Organisation, 6 (2), 225-241.

Dragisvic Sesic, M. and Dragojevic, S. (2005) Arts Management in Turbulent Times. Amsterdam:
European Cultural Foundation.

Flick, U. (2018) Doing Grounded Theory. London: Sage Publications Ltd.

Foley, M., McGillivary, D. and McPherson, G. (2012) Event Policy, From Theory to Strategy. Oxford:
Routledge.

Getz, D. (2007) Event Studies: Theory, Research and Policy for Planned Events. Oxford:
Butterworth-Heinemann.
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Herbst, N. and Norton, M. (2012) The Complete Fundraising Handbook. London: Directory of Social
Change.

Layder, D., 2013. Doing Excellent Small-Scale Research. London: Sage Publications Ltd..
McGuigan, J. (2016) Neoliberal Culture. London: Palgrave Macmillan.

McRobbie, A. (2016) Be Creative: Making a Living in the New Culture Industries. Cambridge: Polity
Press.

Musgrave, J. and Raj, R. (eds.) (2009) Event Management and Sustainability. Wallingford and
Cambridge: CAB International.

O'Brien, D. (2014) Cultural Policy: Management, value and modernity in the creative industries.
Abingdon: Routledge.

Paquette, J. & Redaelli, E. (2015) Arts Management and Cultural Policy Research. London: Palgrave
Macmillan, pp. 92-109.

Rowntree, J. (2013) Changing the Performance: a companion guide to Arts, Business and Civic
Engagement. Oxford: Routledge.

Rushton, M. (2013) Creative Communities Art Works in Economic Development. Washington:
Brookings Institute Press.

Slack, N., Chambers, S., and Johnson, R. (2004) Operations Management. Harlow. Pearson
Education.

Upchurch, A. (2016) The Origins of the Arts Council Movement. Basingstoke: Palgrave Macmillan.

Van der Wagen, L. (2006) Human Resource Management for Events: Managing the event
workforce. Oxford: Butterworth-Heinemann.
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Appendix Il b): Ethics Form

[Submitted for approval with Appendix | of this document. Signed consent forms for all
participants submitted with the printed version of this dissertation.]

Proposal for Ethical Review Form — research involving human participants

This form is to be completed by the student or member of staff completing the project. It should
be completed for any piece of research involving human participants. For students it is the type of
work that will be the basis for a dissertation or thesis (i.e. a Certificate / Diploma / Degree or
postgraduate dissertation, or PhD thesis).

Name(s) of applicant:

Carolyn Ehman

Status (e.g. student, member of
staff)

Student

Course of study (if student) —
subject and title:

MA Arts Policy & Management

Department:

Film, Culture and Media Studies

Supervisor (if applicable):

Simone Wesner

Thesis, dissertation, academic staff
research:

Dissertation research

Project Title:

Hire Us: the Role of Event Hire Managers in Performing Arts Venues

Funding source for study (if
applicable):

n/a

Attachments - please indicate the attachments enclosed with this form (delete as appropriate)

Information sheet Consent Form Questionnaire Other (please

indicate)
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Please answer ALL of the questions listed below. If they do not apply write n/a:

Question

Answer (write n/a as appropriate)

For students: my supervisor /
course director has approved
my proposal, its aims and
methods as relevant and
worthwhile, and is satisfied that
ethical issues have been
addressed adequately:

Yes /
Name of supervisor/course director:

Simone Wesner

Rationale and description of
proposed project: This should be
a summary of key aims and
research questions, derived
from your research proposal.
What question/s do you aim to
answer and why?

This project aims to explore the role of the events hire
manager within performing arts venues as an emerging
profession. Using a ground theory approach, this paper
will aim to derive theory from the research findings. The
research question is: How do event hire managers in
performing arts venues understand their role, and what
is their understanding of how the role fits within the
organisation?

What method(s) of data
collection are planned? (e.g.
self-completed questionnaires;
interviews; observation,
experiment etc): (If designing an
experiment, observation, action
research etc What exactly will
you do)?

My main method of information gathering will be
through face-to-face interviews, using an a semi-
structured, intensive, constructivist interviewing
(Charmez 2014) approach. Using a grounded theory
methodology, | will be using memo-ing as a tool.
Interviews will be audio recorded using a digital
recorder.

Who will be the participants and
how many participants will be
included in the study?

Ideally, | will be interviewing around 5 participants,
though this number may vary based on the theoretical
saturation point.

How will you recruit
participants? Is there any
possibility that participants
might feel coerced to take part
and if so how can you manage
this issue?

Participants will be contacted by email and over the
phone. Participation is at the discretion (and
convenience) of the participant, which will be made clear
in the information sheet.
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6. | How will participants be made Participants will initially be contacted by phone and
aware of what is involved in the | email.
research [prior to, during and
after data collection]? [Attach
information sheet] See information sheet (appendix Il) and consent form

(appendix 1) for further details.

7. | How will you ensure that Consent form and information sheet will be sent in
participants really do advance of the interview, discussed and discussed in
understand their rights? [Attach | person prior to the start of the interview and signing.
consent form]

See information sheet and consent form attached.

8. | Isthere arisk of harm to As interview data will be pseudonymised rather than
participants, to the participants’ | anonymised there is a risk that the identity of the
community, to the researcher/s, | participant and the organisation can be recreated using
to the research community or to | public information. If the materials that emerge in the
the College? If so how will these | interview are of a sensitive or personal nature, there is a
risks be managed? chance that this may become uncomfortable for the

interviewee. This will be explained to the participants,
and due consideration will be taken prior to including
any data in the research paper that may be of a sensitive
nature.

9. | If conducting a survey or See Interview Strategy (appendix )
interviews, what questions will
you ask? [Attach draft
questionnaire/interview
schedule/aide memoir]

10. | How will you record and store Interviews will be audio recorded and transcribed by
the data [e.g. myself. Memos will be transcribed. All digitised data will
notes/audiotape/video/other]? | be stored on a password-protected personal computer

and external hard drive.

11. | What plans do you have for | will be using pseudonyms for the purposes of this

managing the confidentiality
and anonymity of participants in
this study?

research project, which will be communicated to the
participants.
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12. | Are there any potential conflicts | My work background is within this field but there are no
of interest for you in expected conflicts of interest.
undertaking this study?

13. | How will the findings be used on | Findings will be analysed in the dissertation. Participants
completion of the study? will be contacted for consent should any the opportunity

for further projects with this data arise.

14. | Does this work raise any other None that are apparent at this time.
ethical issues and if so, how will
you manage these?

15. | What training or experience do Having worked in the sector | bring with me an

you bring to the project or will
you undertake to enable you to
recognize and manage the
potential ethical issues?

understanding of the some of the more sensitive
dynamics of the role of the interviewees and as such am
aware of which aspects may be considered more
sensitive than others.

Signatures (if emailed hard copy signatures are not needed):

Applicant: Carolyn Ehman

Date: 13 May 2019

Supervisor (if applicable):Simone Wesner

Date:13 May 2019

For use of Departmental Research Ethics Officer or School Research Ethics Committee:

Decision:

Acceptance

Rejection

Classification of project:

Signature:

Departmental Research Ethics Officer:

Date:

Refer to School’s Ethics Committee

ROUTINE

Refer Back

NON-ROUTINE
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