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Hello!  Let’s talk about talent today
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Who We Are

Me

Me

Yo Yo Ma
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Who We Are
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Our Time Today

The “what so”: What we will talk about today will give insight to research findings and trends

The “so what”: What you will get are suggestions to consider for your organization based on the data
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Agenda

2
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the Arts Workforce

3

Practical Advice to 
Improve the 

Situation
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Pandemic Changes in Work Had Serious Mental Toll

77%

40% 39% 38%

Mental/
psychological well-

being

Physical well-beingSocial wellness and
belonging

Professional well-
being

https://conference-board.org/press/suvey-mental-toll-october21

Which of the following are your top concerns 
regarding your well-being at work? [Select top three]

Mental/ 
psychological 

well-being

Physical 
well-being

Social 
wellness 

and 
belonging

Professional 
well-being

Source:
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The Great Resignation or the Great Renegotiation?

Voluntary (Non-Farm) Labor Force Quit Rate

5.7% Percentage of arts, entertainment and recreation 
workforce quitting in September 2021 alone.

Source: Bureau of Labor Statistics.

Rate of Job Postings as a Percentage of the Labor Force

4.5M US workers who quit their jobs in March 2022
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Can We Expect More Fluidity Within & Out of the Arts?

Source: LinkedIn News.  First jobs, student jobs, side jobs and internships not included.

-19% 14%

-40% -20% 0% 20% 40%

Manufacturing

Retail

Hardware & Networking

Entertainment

Legal

Construction

Nonprofit

Education

Public administration

Energy & mining

% increase in

% increase out

Industries Struggling to Attract Outsiders

Source: Twitter
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New Roles and Skills Needed

New Roles Arts Orgs Are Planning to 
Create in Next 1-2 Years

N=68

DEI&A

75%

53%
49%

46%

38% 37%

Major gift 
cultivation

Digital content 
creation & 
production

Audience 
engagement

Data 
analytics

Marketing

Staff Skills/Expertise Orgs Want to Enhance in 2022

Director of 
DEI&A

Director of 
People & Culture

Digital Marketing 
Manager

Community-Centric 
Fundraising

Manager of School-Based 
Programs

Source: ABA Research.
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The Landscape for Talent Has Changed

Source: ABA.

What Arts Organizations Needed from Employees in the Pandemic

Fluid Job 
Descriptions

Role 
Flexibility 

Re-work 
and Re-
planning

Furloughs 
and Work 

Breaks 

Is our mission (still) enough to keep me 
engaged?

Are we living up to our stated values?

Can I advance more quickly by leaving?

Does my family need more of my time?

Fundamental Questions 
Employees Are Now Asking

Organizational 
Statements on 
Current Events

A Bigger Voice in 
Decision-Making

What Employees Are Asking for Emerging from the Pandemic

Remote Work/ 
Flexible 

Schedules

“Walking the 
Talk” on 
DEI&A

Pay Equity/ 
Transparency

Fewer Hours
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Observations from a (relative) newcomer 

• What’s love got to do with it?

• Competitors:family/life, other arts 
organizations, and even corporate America

• At our core, we are human

Maslow’s Hierarchy of Needs
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The Current State of the Arts 
Workforce

3

Practical Advice to Improve the 
Situation
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How Do We Appeal Today?

Benefits Packages

Musical Experiences

Remarkable Legacy

Extraordinary 
[Musical] 
Experience

Artistic Innovation
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A Few Look Different…

“Make a difference in the 
community through music”

“The arts is how I 
wrangled my rather 
exuberant personality…I 
feel lucky take [my gift to 
the DSO] to tell our 
story”“We believe the blending of diverse 

individuals can produce harmonious 
results”
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The Largest Arts Staff Survey Conducted
Participating Organizations

Adelaide Symphony Orchestra
Alabama Shakespeare Festival
Alberta Ballet
Alberta Theatre Projects
Alley Theatre
Aspen Music Festival and School
Berkeley Repertory Theatre
Bravo! Vail
Brevard Music Center
Calgary Opera
Canadian Opera Company
Charlotte Ballet
Dallas Symphony Orchestra
Grand Teton Music Festival
Houston Grand Opera
Joffrey Ballet
Lyric Opera of Kansas City
McCarter Theatre
Melbourne Symphony Orchestra
Midland Center for the Arts
Minnesota Opera

Nashville Symphony
Newcastle Theatre Royal
Opera Omaha
Opera Theatre of St. Louis
Oregon Symphony
Pasadena Playhouse
Philadelphia Ballet
Pittsburgh Ballet Theatre
Portland Opera
Ravinia Festival
Richmond Symphony
ROCO
Royal Albert Hall
Royal New Zealand Ballet
Royal Ontario Museum
San Diego Opera
San Diego Repertory Theatre
San Diego Symphony
Sarasota Opera
Scottish Ballet
Tasmanian Symphony Orchestra

The Bass Museum of Art
The Old Globe
The Santa Fe Opera
Thyssen-Bornemisza National 
Museum 
Verbier Festival
Wellin Museum of Art
West Kowloon Cultural District
Westport Country Playhouse
Wolf Trap
Young Concert Artists

Region

Asia

Canada

Europe

Oceania

US

Genre

Ballet

Festival

Museum

Opera

Orchestral

Presenter

Theater

N=1500 staff globally
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Attribute/Feature Job Offer #1 Job Offer #2

Base Pay 20% increase in pay No increase in pay

Health Benefits Company offers no benefits Company offers full benefits

Manager Quality Work for an average manager Work for “best” manager

Work Challenge Less challenging work Same challenge as now

Vacation Two weeks per year Four weeks per year

Work from Home 2-3 days per week No work from home

Attribute/Feature Job Offer #1 Job Offer #2

Base Pay 20% increase in pay No increase in pay

Health Benefits Company offers no benefits Company offers full benefits

Manager Quality Work for an average manager Work for “best” manager

Work Challenge Less challenging work Same challenge as now

Vacation Two weeks per year Four weeks per year

Work from Home 2-3 days per week No work from home

Attribute/Feature Job Offer #1 Job Offer #2

Base Pay 20% increase in pay No increase in pay

Health Benefits Company offers no benefits Company offers full benefits

Manager Quality Work for an average manager Work for “best” manager

Work Challenge Less challenging work Same challenge as now

Vacation Two weeks per year Four weeks per year

Work from Home 2-3 days per week No work from home

A Window Into Staff Preferences
Example of Conjoint Analysis Applied to the Job Offer

Attribute/Feature Job Offer #1 Job Offer #2

Base Pay 20% increase in pay No increase in pay

Health Benefits Company offers no benefits Company offers full benefits

Manager Quality Work for an average manager Work for “best” manager

Work Challenge Less challenging work Same challenge as now

Vacation Two weeks per year Four weeks per year

Work from Home 2-3 days per week No work from home

For several ‘rounds,’ 
employees choose 
between job offers 
to reveal most 
valued elements in a 
job offer.

Conjoint 
Analysis 
Outputs

Importance Scores
How important are changes 
in base pay compared to 
amount of vacation time?

Utility Scores
How much more (or less) utility does an individual 
receive from an offer 20% above market 
compensation versus a market-level offer?

Source: ABA.
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Early findings – What Matters Most

Top 10 most important attributes for US 
orchestra staff (after salary)

1. Healthcare benefits
2. Job security
3. Manager quality
4. Job schedule flexibility & hours
5. Artistic reputation
6. Ability to work from home
7. Organizational transparency
8. Room for advancement
9. Organization Commitment to DEI&A
10. Organizational community impact

N=229 orchestra staff members
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Opportunities to Improve Value Beyond the Cost

$1,190 

$1,340 

$1,392 

$1,452 

$1,569 

$1,657 

$2,006 

$2,050 

$2,169 

$2,885 

$3,265 

Artistic reputation

Inclusive decision-making culture

Org commitment to DEI&A

Job accountability

Ability to work from home

Job security

Organizational transparency

Manager quality

Room for advancement

Healthcare benefits

Job schedule flexibility & hours

Weighted Relative Impact of Moving to “Best”
Per person per year, based on average salary level

N=197 US orchestra staff members

More expensive to 
improve 
Less expensive

…and a Few More

$601 

$612 

$859 

Organizational recognition

Community impact

Professional development
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Healthcare
benefits

Artistic
reputation

Manager quality Job security Community
impact

Job schedule
flexibility & hours

Organizational
transparency

Org commitment
to DEI&A

Inclusive
decision-making

culture

Organizational
recognition

58-76

42-57

26-41

Under 25

Early Findings: Generational Gap
Most Important Attributes, by Age Group

Top 10 as ordered by importance to oldest generation

N=200 orchestra staff members: 
16% 58-76; 37% 42-57; 43% 26-41; 5% under 25



| ADVISORY BOARD FOR THE ARTS – Confidential for ABA members only 21

Many Areas Still Need Change to Improve Work Culture
Changes Made and Still to be Made in Workplace Culture

*19% said they have not significantly changed any of these
** 7% said “none of the above” or “no need to improve”

Revise working 
format to allow 

more staff flexibility 
and control

Revise hiring 
practices to be more 
diverse and inclusive

Improve internal 
communication 

channels to increase 
transparency

Change position 
descriptions to increase 

cross-functional 
collaboration

Implement programs 
to improve staff well-

being

Change decision-
making processes to 

involve more 
employees

Implement more 
training opportunities 

to foster growth

Implement training 
and selection 

processes to improve 
manager quality

Most important change made to improve 
working culture (N=43)*

Changes still to be made to improve working 
culture (N=42)
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Agenda

2

Key Issues for Orchestras Today

1

The Current State of the Arts 
Workforce

3

Practical Advice to Improve the 
Situation
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Making it Personal 
Connected to Organizational

Priorities

Connected to Department
Priorities

Connected to Individual Goals

Supported by Individual Behaviors

What Makes it Work
• Line of sight from 

individual goals to 
what makes the 
institution successful

• Allows everyone to see 
their impact

• Individual-assigned 
goal gives ownership
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A Deliberate Approach to People Planning

Employee snapshot
Individual

Source: https://www.nakisa.com/blog/transformation/how-to-succeed-at-succession-planning-centered-approach

Succession Planning
Organization

9 Box discussion
Team
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The Employee Snapshot

Career Aspirations
• We don’t have to 

guess, we can ask
• Shows how much we 

care
• Not shoehorning them 

into a role that doesn’t 
reflect their passions
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9 Box grid overview Operations
The 9 Box

Po
te

nt
ia

l
A

cc
el

er
at

e New to Role

More time needed for true assessment. No 
signs of concern at this point in short tenure. 

Growth Employee

Does extremely well at current job with potential to 
do more; give stretch assignments to continue 
assessing and help prepare for next level.

High Potential

Perennial exceptional performer with the ability to 
advance at least 2 roles beyond current position. 
Consistently performs well in a variety of 
assignments; superstar employee. 

In
cr

ea
se

Improvement

With coaching, could progress within level; 
focus on stretch goals for this employee to 
determine true potential.

Core Employee

May be considered for job enlargement at the same 
level but may have not performed as well when 
given other opportunities. 

High Impact Performer

Consistently gets job done at a high level and is 
critical to the company’s success. Desire or 
specific role/skill set may limit ability to advance to 
higher levels in the organization.

St
ay

Lower Performer

May be a candidate for reassignment, 
reclassification to a lower level or to exit the 
organization.

Solid Performer

Effective performer but may have reached career 
potential; try to coach employee on becoming more 
innovative, focus on lateral thinking.

Key Performer

Experienced high performer but has reached limit 
of career potential. Still a valuable employee and 
leader must find way to maximize this employee’s 
contributions.

Lower Performer Performer High Performer 

Performance



9 Box Talent Grid Summary & Succession
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Our Commitment to Flexibility

Credit: NYTimes
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Learn More

www.advisoryarts.com/league

http://www.advisoryarts.com/league
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