
1 
 

The meaning of networked production structures in managing festivals  

Mervi Luonila 
M.Mus., PhD student of Arts Management  
Department of Arts Management at the Sibelius Academy, University of the Arts Helsinki 
 

The purpose of the research 

The purpose of this study is to explore management within a networked festival production 
in which the nature of the production is project-based and the core of the product or service 
(holistic experience) lies in the artistic content. By addressing the significance of stakeholders 
for the vitality and sustainability of festivals, the study seeks to answer the following 
questions: 1) How is the network, which is essential for the vitality and sustainability of 
festivals, created? 2) How is the network, which consists of partnerships with 
multidimensional interests, managed in project-based production? 3) How do the 
multifaceted interests of network actors affect the management of the production processes? 

 

Theoretical approach 

Recent festival management literature has offered extensive evidence that the networked 
production constructions of festivals indicate resource requirements for productions (i.e., 
both economic and knowledge capital) (Getz, 2012). The production environment of festivals 
is seen as a complex assembly of several stakeholder groups with recognizable roles and 
distinguishable actors that need to be managed. (E.g. Larson, 2002; 2009; Getz, Andersson & 
Larsson, 2007; Andersson & Getz, 2008; Getz, Andersson & Carlsen, 2010). For the success of 
festivals, relationships and cooperation between the festival organization and the 
stakeholders are defined as crucial elements not only in terms of production resources, but 
also in the context of the service innovations required for project-based and temporal festival 
productions. (See e.g., Larson, 2009; Carlsen, Andersson, Ali-Knight, Jaeger & Taylor, 2010; 
Getz & Andersson, 2010). 

Thus, with the aim of producing a cultural and holistic experience in an environment that 
promotes a sense of community and celebration, festival production as a system varies from 
the management of other procedures for planned events. Due to its periodic and recurrent 
nature, which is related to time and place, these mentioned characteristics result in various 
associated meanings and interests concerning the implication of festivals in terms of 
economic and social properties (e.g., Arcodia & Withford, 2006; Hede, 2007; Getz et al., 2010), 
since festivals are seen as active, agile, and renewing actors in society. Therefore, the 
structure of network ties (Izzo, Bonetti & Masiello, 2012), the quiddity of the mobilization of 
resources (Elbe, Axelsson, & Hallén, 2007), and the importance of legitimacy-building (Larson, 
Getz & Pastras, 2015) related to these processes create the cornerstone by which to 
understand the nature and meaning of networks in organizing the required resources and 
managing the actors in the production networks of festivals. 
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Methodology 

This paper conceptualizes the findings by drawing on four qualitative case studies concerning 
both organizational and managerial questions in five networked festival-production systems 
of different kinds (Pori Jazz, Porispere -rockfestival, Lain§uojattomat -theatre festival, 
Provinssirock, Seinäjoki Tango festival). The research context is Finland, and selected festivals 
differ in terms of size, life cycle, production structure, and content in two peripheral cities 
(Pori and Seinäjoki). 

Data for the studies have been gathered from multiple sources. The empirical analyses of 
research papers are based on a number of theme interviews conducted among festival 
managers, public authorities and business-related partners (N = 30). Moreover, the written 
material (strategy texts, media material, marketing material, and workshop memos) and long-
term, on-site observations of the research sites have been used as complementary data to 
deepen the understanding of the production systems. Hence, the methodological focus in this 
study lies in cross-case patterns (Eisenhardt, 1989) employing multiple sources of evidence 
(Yin, 2003). The data analysis of this study follows interpretive logic (Silverman, 2006) with an 
abductive reasoning (Dubois and Gadde, 2002) in making sense (Weick, 1996) of the 
multiform data and on-site observations in relation to existing knowledge of festival 
production and management (see, e.g., Eriksson and Kovalainen, 2008). This approach has 
encouraged a holistic view of the case studies (Gummesson, 2000) and thereby fostered the 
sense-making of the selected cases to produce trustworthy and explicit findings and 
conclusions (Yin, 2003). 
 
 
The findings and main conclusions 
 

The findings indicate that, although the production of festivals might be seen as practical 
management (i.e., controlling, implementing, and developing the activities toward the 
common goal) with the aim of fundamental functions of festivals (Getz, 2015), the resource 
perspective, the nature of art and thus the quiddity of product-driven production (see e.g. 
Colbert, 2007; Luonila, Suomi & Johansson, forthcoming) allow a deeper and manifold 
understanding of the nature of organizing and the leadership and innovativeness required in 
managerial tasks. When festival production as a platform links a considerable amount of 
involved and detached stakeholders as well as multifaceted objectives, the connections 
between values, dynamics in procedures, and outcomes are more emergent than linear 
because of intertwined factors that relate dynamically to each other over time (see also 
Larson, 2002). This places an emphasis on effective interaction with the audience and other 
stakeholders, as well as the manager’s ability to analyze both the manageable and 
unmanageable factors in the processes (Luonila, Suomi & Johansson, forthcoming). 

Therefore, festival management presumes leadership that comprehends such diverse topics 
as the nature of art (e.g. Becker, 1982; Bourdieu, 1993), sound managerial capabilities 
(DiMaggio & Hirsh, 1976; Lampel et al., 2000), and the logic of art’s economy (Caves, 2000; 
Ginsburgh & Thorsby, 2006). (Luonila & Johansson, forthcoming). Managers’ capabilities to 
orchestrate the activities in a certain direction (i.e., ‘the festival’s way’; see Luonila & 
Johansson, 2015; Luonila, forthcoming) to establish a stable position in stakeholders’ network 
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constructions become the focus in assisting festivals’ vitality. In these network constructions, 
the relationship management and the interactions with and between the parties orchestrated 
by the festival cannot be underestimated. In these procedures, the influence of the festival’s 
production structure, life cycle, and content is emphasized (see also Luonila, Suomi & 
Johansson, forthcoming). 
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