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arts, and in particular, music theatre, the process of rehearsing and perfonning a c0l11plete
IJIUUULLIVll plays a vital role in the development of specific lllusical and theatrical skills. These types of major
together such skills and the student is challenged to produce the "whole package' of the 111usic theatre

dance and actor. Ho\vever, another important learning objective of these rnajor projects is the
the skills associated with learning to \vork in teams and communities of mUhlal interest. These lTIOrC
are brought to the fore during the staging of this type of major project and begin to equip the student \vith

.... " .. A AU ........ u that ,",vil1 enhance employn1ent opportunities for thelTI throughout their careers.

the benefits of learning to work in high perfonnance teams will provide these performers '.\rith lifelong
str,ategle~s that will allow them to survive the inherent volatility of the professional nlusic theatre industry. Thus

eGllJC,HOlrs within perfonning arts courses need to create environments where teamwork skills are identified and nurtured~

.... ~ ...+U'LJUUh gnLdulah~S to find success and personal fulfilment in their development as performers and then, in the future, as
the performing arts industry. This paper considers strategies for maximising team-building skills \vithin the

theatre production~ drawing upon current theories of management of high performance tcalns as models

professi onal stage performer if often idolised and admired by young people who experience the thri 11 of
music theatre productions during their school years. These productions are often life-changing events for

p""" .........., .. .lu ...." .... , nnY\lt;nlf'!IO the catalyst for their decision to seek tertiary training in this field in order to pursue their dream of a
stage. Students at Central Queensland Conservatorium of Music (CQCM), Central Queensland University

in the Bachelor of Music Theatre degree have already taken the bold step of seeking further training as
....... 01..t-"rt"Y'Ii""' ...C' and, throughout the degree programme, they have the opportunity to refine and polish their skills as stage

participating in regular music theatre productions directed by invited, industry-focussed, music theatre

need to also attain many generic skills if they are to survive as professional perfonning arts
need to become independent learners, critical thinkers and most importantly, team players. The

pe(1a~~O~~lC(H processes that underpin the staging of these music theatre productions have at their core the development of
skills of initiative, maturity of response to criticism, independent learning and the ability to work effectively in tealTIS.

in the staging of the music theatre productions are required to reflect on their experiences of working in
teams. Their reflections~ together with a revie\v of some of the business, managelnent and

cOluccltUJn,H literature surrounding the enhancement and development of high performance teams, provides the basis for this
seeks to tease out some of the theoretical concepts of team work and provide strategies for applications of these
the staging of music theatre productions.

performance team
production is ahvays a project that involves Inany students and staff in an intense period of activity.

the participants often experience a great sense of personal and group achievement through the culmination of
performances. As one student cOlnnlented:

fun while \vorking with the musical ... I learned a lot in all areas of the musical, got to know
more because it is a lot of teamwork.

opportunIty for the students to \\lork together for a COlnmon goal and develop the skills of working in a high
WV.I.. A"JJ• .I..I.!,u,!1. ..,/ .... team. Students gain empowennent through this process and Yandrick's (200 I ) research supports the notion that

effectively and efficiently, the positive teatll morale \,vill bring further benefits to the organisation as
to the team itself. It is evident from student reflections that the high level of morale provides students with
extend their selves creatively and artistically into other aspects of their studies. As commented by one

all n1ctnbcrs of the cast worked well together and the on stage pcrfom1ance of all involved
and enthusiastic attitude we all shared.

...... ..,. .. ~ ......... "'"' the creation of a high perfonnance team, the business and rnanagernent literature suggests that the music
..., ...... ' ... ",. .. j"J~~ needs to be well organised in the initial stages so that the goals are very clear to all members of the

Marks, Mathieu & Zaccaro (200 1) state that if the goals of the team are too vague, con flicting. ambiguous.
and not valued by the team members, the collective perfonnance of the team will be greatly

its time-lines and strategies will go unheeded.
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Abstract
For students of the perfomling arts, and in particular, music theatre, the process of rchearsing and perfonning a complete
music theatre production plays a vital role in the development of specific musical and theatrical skills. These types of major
projects draw together such skills and the student is challenged to produce the 'whole package' of the music theatre
performcr: musician, dance and actor. However, another important learning objective of these major projects is the
acquisition of the generic skills associated with learning to work in teams and communities of mutual interest. These more
generic skills are brought to the fore during the staging of this typc of major project and begin to equip the student with
personal attributes that will enhance employment opportunities for them throughout their careers.

Understanding the benefits of learning to work in high performance teams will provide these perfonners with lifelong
learning strategies that will allow them to survive the inherent volatility of the professional music theatre industry. Thus
educators within perfonning arts courses need to create environments where teamwork skills are identified and nurtured,
enabling graduates to find success and personal fulfilment in their development as performers and then, in the future, as
professionals in the perfonning arts industry. This paper considers strategies for maximising team-building skills within the
context of a music theatre production, drawing upon current theories of management of high perfonnance teams as models
for this process.

Introduction
The life of a professional stage performer if often idolised and admired by young people who experience the thrill of
perfonning in music theatre productions during their school years. These productions are often life-changing events for
perfonners, providing the catalyst for their decision to seek tertiary training in this field in order to pursue their dream of a
life upon the stage. Students at Central Queensland Conservatorium of Music (CQCM), Central Queensland University
(CQU) who enrol in the Bachelor of Music Theatre degree have already taken the bold step of seeking further training as
stage perfonners and, throughout the degree programme, they have the opportunity to refine and polish their skills as stage
perfonners by participating in regular music theatre productions directed by invitcd, industry-focussed, music theatre
directors and choreographers.

However, perfonners need to also attain many generic skills if they are to survive as professional performing arts
practitioners. They need to become independent learners, critical thinkers and most importantly, team players. The
pedagogical processes that underpin the staging of these music theatre productions have at their core the development of
generic skills of initiative, maturity of response to criticism, independent learning and the ability to work effectively in teams.
Students engaged in the staging of the music theatre productions are required to reflect on their experiences of working in
these high perfonnance teams. Their reflections, together with a review of some of the business, management and
cducational literaturc surrounding the enhancement and development of high performance teams, provides the basis for this
paper which seeks to tease out some of the theoretical concepts of team work and provide strategies for applications of these
concepts into the staging of music theatre productions.

Building a high performance team
The music theatre production is always a project that involvcs many students and staff in an intense period of activity.
Subsequently, the participants often experience a great sense of personal and group achievement through the culmination of

. the project: the public performances. As one student commented:

I had so much fun while working with the musical ... I learned a lot in all areas of the musical, got to know
people more because it is a lot of teamwork.

It is an opportunity for the students to work together for a common goal and develop the skills of working in a high
perfonnance team. Students gain empowennent through this proccss and Yandrick's (200 I) research supports the notion that
once the team is working cffectively and efficiently, the positive team morale will bring further benefits to the organisation as
a whole as well as to the team itself. It is evident from student reflections that the high lcvel of morale provides students with
the motivation to extend their selves creatively and artistically into other aspects of their studies. As commented by one
student:

I think that all members of the cast worked well together and the on stage pcrformance of all involved
reflected the joyful and enthusiastic attitude we all shared.

In order to facilitate the creation of a high performance team, the business and management literature suggests that the music
theatre production needs to be well organised in the initial stages so that the goals are very clear to all members of the
production team. Marks, Mathieu & Zaccaro (2001) state that if the goals ofthc tcam are too vague, conflicting, ambiguous,
unattainable, impractical and not valued by the team members, the collective perfonnance of the team will be greatly
compromised and its time-lines and strategies will go unheeded.
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strategy involves the careful selectIon of the production piece itself. It needs to be carefully rnatched to the skil1-
in team~ them just the right an10unt of challenge with regard to the perfom1ance and production of the

U'-'~>l'J'-"L ....'~ by educational research undertaken by Marzano and Pickering (1997) in their Dinlel1:,;ions of'
research into how students learn begins with a discussion on the ilnportance 0 f creating a lean1ing
unlocks the tninds of learners and engages theln positively in the learning process.

that tasks are valuable or interesting or they \vill not put luuch effort into them. Second, students
have the ability and resources to complete tasks or they will not attempt the tasks because the risk is too

must clearly understand what they are being asked to do; if students do not understand a task but try it
will be unfocused and ineffective (Marzano & Pickering~ 1997, p. 29).

theatre production~once the show has been chosen and the leadership aligned to their roles within the production
task is to allocate the roles within the \vider body of the tealn. The selection process, often done through

transparent and fair so that the team as a whole is not damaged by internal conflict andjcalolisy. This is
tasks in the tilneline of a 11111Sic theatre production, but a faulty process here can ruin all chances of

{i~veloping a high performance team throughout the rehearsal and perfonnance season. Furthennore~ the
audition process not only need to develop and hone their auditioning techniques" but they also need to

resilience in the face of 'rejection' or not getting the role that they have set their heart on. Knight (2007)
'resilience is seen as an important life-skill that enhances emotional and social well-being' and furthermore, it is
"bounce back" after a negative experience' (p. 67). The comments by one student reflect this:

production I have learned how important the chonls is to holding a show together. I was initially upset
failed to secure a leading role in this show~ but it has been a valuable experience for rne to be part

chorus.

another student stated:

get a lead and I couldn't be happier because I believe I personally learned so much lTIOre from being a
member than I would from being a lead. Being in the chorus gave me a chance to work on what I

needed to know to improve as a singer, dancer, and actor.

(2007) states later, resilience is a "mindset that sees "problems" as ""challenges~;'(p.67)and the audition process
to develop personal life-skills that are invaluable in the perfonning arts field. Consequently, the management

of the music theatre production, and in particular the selection of the piece and the auditioning and
k),,-,j'...,Vi,IVll of the cast and crew, is of utmost importance in the eventual success of the high perfonnance team as they create

the theatrical work.

performance team
pn)dllctllon period is usually an intensive time of artistic activity requiring all members of the team to address issues

nn)(1rH--:t1IVl1rv and time management. Many of the early tasks, such as choreography, focus on physical and
OS'{ctlorno:tor skills that require each individual to gain mastery of particular moven1ents~ thus contributing to the cOlnbined

formance. The choreographer or director leads the team in this process and there is little interaction between
team members as all the focus is directed to and from the choreographer and director. Bandura' s theories on

(Bocree, 2006) support this pedagogical approach in that shldents are able to learn particular
this case choreography, by observation and then reproduction~Furthermore, since their skill levels in this field

they are able to absorb such skills by first observing and then putting them into practice.

InamagernclllI 1iterature also suggests that this type of stn.lctured approach to group leaming~ where the tasks are largely
psychomotor, allows the mell1bers of the team to work independently of one another with very little personal

& Barrick. 2(00). In this state, the team experiences very fev/ disturbances from interpersonal
,,",IU~~VU1U'1'1"1-""':" However, once the {earn becomes engaged in processes that involve negotiation., planning, creative thinking

making, the effects of the interpersonal relationships within the team become crucial when measuring the
nTi"lr11 "C"t1 'IJ1f-';'1 and of the team, One example occurs when the backstage teams are engaged to solve the ~traffic'

nprfArmers move on and off the stage together with scenery, costumes and props. Team member~ \vork to create
production on stage by facilitating quick costume changes, efficient and safe lTIOVelnent of perfonners..
One student notes:

as possible in the team with everything. Just like most people in the cast I helped \vith

reflects:

a part of this production and despite not having a lead role felt that I played an in1portant part
of the show .. , I have a greater appreciation for all that goes into working backstage.

on~nC1(~ratHe negotlatl0n and planning takes place to make a theatre production functlon efficiently backstage and when
emnowered with the roles of decision lnaking~ negotiation and planning, the resultant productivity gains can be

professional production on the stage.
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analysis of team-building strategies asserts that it is impOliant to adopt processes that arc likely to build self­
Inotivation among tearn 111ernbers. It \vould seem valuable then that leaders and team mClnbers need to

'~0IIn'Ytl!lpr1I(Jj."'" the of individual rnelnbers of the team and \vork with their individual strengths and weaknesses~

ainl of maintaining a high perfornlance teaITI. Whigharn-Desir (200 I) states, 'temTIS are most successful
involved are willing to share their efforts, acconlplishments and process' (p. 114).

to adopt these processes in a I11usic theatre production and the leaders need to encourage and
efforts both during the rehearsal period and during the perfonnance season. Encouragenlent and positive

relnl()rc:ennel1t of both individual effort and team effort drives the whole team perfornlance to higher levels of excellence. As
states in their reflective journal about the production experience:

once the perfom1ances had started, I began doubting Inyself again and that's \vhcn (the director) sat Ine
and talked to me. He explained that he could see when every tin1e I made a little mistake with one note

something Ininor, he could see me beating myself up about it, when I really didn it need to be. He told me
proud of \vhat I~ve done with my character ... To hear these words [roIn (the director), really

confidence. '" This was an important persona] development in my life and a big step in my

productIon provides many opportunities to empower students and thus build their leadership capabilities.
of production responsibilities to various student team members is an inlportant strategy for team

de'vellODlm(~ntand etnpowerment (Just, 1996). These tasks include stage management, technical operations within the theatre
en'VHonlmeot, Iealderslllp in nlusic and movement wann-ups, and ongoing practice of choreographic routines, to name but a

more empowerment is endowed, the team itselfwill show greater productivity and cohesiveness.

without properly endowing the teams with the tools and resources to actually complete the task. 'It is
\.rAj-'\.r\.rU1l5 great things from your team but neglecting \"hat they need to operate effectively, for example, access to

"l"~"V"""~"""""""'JL", resources and training' (Martin. 2000~ p. 4). The quality of the finished product in a music theatre production
on the human resources brought to the production. One student states that:

for the overall production were to run ahead of rehearsal schedule being more than prepared for'
for everyone to put in 1000/0 and work as a team, perfonnances to be sold out. audiences to be

dellghted~ have fun~ put on a successful show, and have positive feedback; so yes my goals were achieved.

of the team brings to the project his or her abilities in olusic, drama, dance and stagecraft. These are shaped by
l.eam-·nUIJUHH! processes and brought to fruition through the leadership and empowennent of the team members.

conflict
when it occurs in a nlusic theatre production, could, in itself, be indicative of other problelns that have

because of the way that the team has been structured or the way that conflict has been managed during the
the task processes. Jehn & Mannix (2001) state that moderate levels of task conflict have been shown to be
group perfonnance on certain types of tasks. When given a complex cognitive task, temns benefit from

about the work being done and about ideas. Task conflict improves decision quality because the
emerges from the conflict is generally superior to the individual perspectives themselves (Jehn & Mannix,

these types of complex cognitive tasks often arise when stage perfornlance decisions need to be Inodified by
te(:hruc:a.l limitations. Conflict can potentially mar the relationship behveen perfonners and technicians if problems are not
ne:goltIal~eC1within the context of the overall project and team goals.

I,JVl\VIILICU stress levels on the team, the music theatre production has quite fixed tilne-lines as the performance
are set months in advance. There needs to be careful manageInent of this time-line so that there is

scramble at the end to cOJnplete the tasks in the limited time available, In an educational setting, it is inlportant to
team strategies so that students allow these generic skills of teamwork, adaptability, flexibility and

become embedded in their personal work psyche.

effectiveness of tean1 processes is a key element of the research undertaken by Marks, Mathieu, and Zaccaro
that effective strategies for managing teams wilJ ahvays include a process of evaluation and analysis. It

considered only as sornething that happens at the end of a project, but rather as ongoing and continual,
l\".-I-uoack to mClnbers of the team so that constant ilnprovement can be achieved and overall teanl D10rale can be

Cohvell (2002) comlnents that various types of feedback play an important role in mus ic education
conducted Inakes a major difference in student teaming' (p. 1130). He goes on to say that

assessnlent is ernbedded within music instruction as · its primary purpose is to improve the perfonllance and~ one
1130). As noted by one student:

notes after each rehearsal were very valuable. Critical feedback helped me to gain a greater
and identified parts of the character that were not being communicated properly.
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Huy's (200 I) analysis of team-building strategies asserts that it is impoliant to adopt proccsses that arc likely to build self­
esteem and motivation among team members. It would seem valuable then that leaders and team members need to
acknowledge the competencies of individual members of the team and work with their individual strengths and weaknesses,
better serving the aim of maintaining a high performance team. Whigham-Desir (200 I) states, ·teams are most successful
whcn the people involved are willing to share their efforts, accomplishments and process' (p. 114).

There are many opportunities to adopt these processes in a music theatre production and the leaders need to encourage and
support student efforts both during the rehearsal period and during the performance season. Encouragement and positive
reinforcement of both individual effort and team effort drives thc wholc team performance to higher levels of excellence. As
one student states in their reflective journal about the production experience:

Then, once the perfom1ances had started, I began doubting myself again and that's when (the director) sat me
down and talked to me. Hc explained that he could see when every time I made a little mistake with one note
or something minor. he could see me beating myself up about it. when I really didn' t need to be. He told me
that he is really proud of what I'vc done with my character ... To hear these words from (the director), really
boosted my confidence.... This was an important personal development in my life and a big step in my
career.

Empowering teams
The music theatre production provides many opportunities to empower students and thus build their leadership capabilities.
The assignment of production responsibilities to various student team membcrs is an important strategy for team
development and empowerment (Just. 1996). These tasks include stage managcment. technical operations within the theatre
environment, leadership in music and movement wann-ups, and ongoing practice of choreographic routines, to name but a
few. Thus. as more empowerment is endowed, the team itselfwiJI show greater productivity and cohesiveness.

None of this happens without properly endowing the teams with the tools and resources to actually complete the task. 'It is
no good expecting great things from your team but neglccting what they need to operate effectively, for example, access to
information. resources and training' (Martin. 2000, p. 4). The quality of the finished product in a music theatre production
relies heavily on the human resources brought to the production. One student states that:

My goals for the overall production were to run ahead of rehearsal schedule being more than prepared for'
opening night, for everyone to put in 100% and work as a team, performances to be sold out. audiences to be
delighted, have fun, put on a successful show, and have positive feedback; so yes my goals were achieved.

Each member of the team brings to the project his or her abilities in music, drama, dance and stagecraft. These are shaped by
the team-building processes and brought to fruition through the leadership and empowennent of the team members.

Dealing with conflict
Group disharmony. whcn it occurs in a music theatre production. could, in itself. be indicative of other problems that have
come about bccause of the way that the team has been structured or the way that conflict has been managed during the
execution of the task processes. Jehn & Mannix (2001) state that moderate levels of task conflict have been shown to be
beneficial to group perfonnance on certain types of tasks. When given a complex cognitive task, teams benefit from
differences of opinion about the work being done and about ideas. Task conflict improves decision quality because the
synthesis that emerges from the conflict is generally superior to the individual perspectives themselves (Jehn & Mannix,
200 I, p. 239).

Examples of these types of complex cognitive tasks often arise when stage performance decisions need to be modified by
technical limitations. Conflict can potentially mar the relationship between performers and technicians if problems are not
negotiated within the context of the overall project and team goals.

Adding to the potential stress levels on the team, the musie theatre production has quite fixed time-lines as the performance
dates and rehearsal periods are set months in advance. There needs to be careful management of this time-line so that there is
not a mad scramble at the end to complete the tasks in the limited time available. In an educational setting. it is important to
model appropriate tcam strategies so that students allow these generic skills of teamwork, adaptability, flexibility and
leadership to become embedded in their personal work psyche.

Measuring the outcomes
Measuriug the effectivcness of team processes is a key element of the research undertaken by Marks, Mathieu. and Zaccaro
{200 I). They indicate that effective stratcgies for managing teams will always include a process of evaluation and analysis. It
should not be considered only as something that happens at tbe end of a project, but rather as ongoing and continual,
providing feedback to members of the team so that constant improvement can be achieved and overall team morale can be
kept high.

Supporting this notion. Colwell (2002) comments that various types of feedback play an important role in music education
and that "assessment properly conducted makes a major difference in student learning' (p. 1130). He goes on to say that
formative assessment is embedded within music instruction as 'its primary purpose is to improve the pertonnance and. one
would hope, the learning' (p. 1130). As noted by one student:

The Director's notes after each rehearsal were very valuable. Critical feedback helped me to gain a greater
audience perspective, and identified parts of the character that were not being communicated properly.
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community of like-minded individuals in a high perfonnance team. with the ultimate goal of presenting a
is an interesting study in the operation of teams and the effectiveness of managelnent strategies to

ODunrns,e their strengths and minimise their weaknesses. The process requires team leaders \vho are able
vn."nrl;::lo('lcr;::lo to the teanlS~ thus etnpowering thenl to take their artistic vision from the dra\ving board to the

tnanagement literature has lnuch to say about efTective 111anagclnent practices that can draw productive
nl~JII-'(HltWI::::It:::U tearns of people together so that the end product is far greater than the sunl of each of the parts.

relating to managelnent and business practices \vithin an educational setting has great benefits. Firstly~

added benefits in the realisation of higher levels of artistic excellence through the application of
strategies. Furthermore, broader, more generic educational goals can be identified and specifically encouraged
of sta£ing the music theatre production. This analysis helps to crystallise ilnportant strategies in tealTI

in the staging of a 111usic theatre production and optimise the opportunity for students to experience
in important lifelong learning skills of teamwork, adaptability and flexibility, leadership and

1l1Clep,en lOCi11 learnIng. All this equips students for effective engagement in various musical and artistic communities.
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