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Abstract 

 

 Changes in the modern society reflect on the need to reorganize the way of thinking and 

determining which knowledge, skills, abilities, values, and other characteristics of individuals are 

relevant to a particular profession in accordance with the requirements of the new age. Together 

with professional competences regarding the selection of a harmonized and attractive art 

repertoire, preparation and rehearsing of the interpretation of the work, and the musical 

performance, the leads of art ensembles must possess pedagogical-psychological-didactic-

methodical competences. Those include communication, social, analytical, and developmental 

competences, as well as a whole range of desirable personality traits: enthusiasm, patience, 

empathy, understanding, calmness, patience, etc. Apart from the aforementioned competences, 

special emphasis is placed on the importance and numerous other competences that enable the 

leads of art ensembles to successfully deal with administrative duties, build interpersonal 

relationships, motivate and guide the group, plan and organize concerts, and to ensure the 

recognisability of the ensemble. 

 In order to determine the importance of the competences of art ensembles’ leads, a semi-

structured interview with fifteen leads of award-winning choirs was conducted to examine the 

possibility of implementing certain knowledge and skills in art studies programmes. 

 The research results have shown that the leads are aware of the complexity of competences 

important for their successful work with choirs. In addition to professional and pedagogic 



competences, the leads emphasize the need to create a good social climate in the choir as well as 

good communication, and emphasize the importance of building a common vision for the 

ensemble's future and creating conditions for choir’s good reputation. They point to the need for 

developing organizational skills for arranging performances and competitions. As a significant 

competence, they emphasize the ability to find opportunities to try out the quality of the choir and 

further affirm it. The leads also emphasize the need to implement different knowledge related to 

solving numerous administrative duties related to budget planning and control. The conducted 

research actualized the need for implementation of managerial competences in professional 

development programmes for music pedagogues and the curricula of art study programmes, so 

that the leads of different art ensembles are strengthened with additional competences and can 

more successfully respond to the challenges and needs of the new era. 
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1. INTRODUCTION 

 Lifelong learning represents learning activities throughout life with the aim of improving 

knowledge, skills, and competences within the personal, civic, social, or professional activity of an 

individual. It includes learning in all life periods and in all forms – formal, non-formal, and informal 

(Commission of the European Communities, 2001). It is one of the most important conditions for 

dealing with contemporary (post)postmodern world. Globalization processes are rapidly putting 

before the countries of the European Union new challenges in which the imperative of survival in 

the business world is a wide range of knowledge, skills, abilities, and attitudes so that each 

individual can easily and quickly adapt to society and the world in which he or she lives. The 

concept of lifelong learning is usually connected to the goals of economic nature (achieving greater 

competitiveness and sustainable employability), as well as those that contribute to a more active 

role of an individual within society (Fischer, 2000). As Coombs points out (according to Pastuović, 

2008), the development of the concept of lifelong education, or learning, has been crucially 

influenced by the global education crisis, which manifested itself in a growing gap between 

material and human inputs in education and outcomes as well as effects of education on the 

economic and social development. According to Coombs (Pastuović, 2008), the cause of the crisis 

is a rigid organization of the costly and labour intensive school system that is unsuitable for meeting 

the new educational and social needs that arise in the rapidly changing economic, political, and 

socio-cultural education environment. Nowadays, more than ever, there is a need for lifelong 

learning, but also for a constant re-examination of its goals and outcomes. The curriculum approach 

to education puts an emphasis on learning outcomes, i.e. on acquiring the necessary competences. 

The reconsideration, identification, and selection of key competences of particular professions is 

inevitably connected to the constant re-examination of the curriculum, i.e. the curricula of 

individual study programmes. The term key competences belongs to the domain of management, 

and denotes individual and organizational features that are directly related to effective behaviour 

and performance in the context of competitiveness among companies (Wester, 2001). 

 

 One of the key issues in defining, contemplating, and examining educational reforms and 

lifelong learning strategies is the question of competences that are expected of each individual 

performing a certain work role. Changes in teaching occur due to changes done through research 

and development, the growth of interdisciplinary and multidisciplinary activities, the cross-



curricular approach to education, and the needs of the globalized world and the global market. The 

education system must re-examine educational programmes, monitor labour market needs, and 

develop in a direction that will contribute to the development of economy, that is, of society. In 

this light, it is necessary to re-examine and identify the competences needed in the field of art, the 

programmes they are acquired through, and align them with the labour market needs. A large 

number of music pedagogues, in addition to teaching, also work as art ensembles’ leads. The 

question is whether the professional and pedagogical-psychological-didactic-methodical 

competences they acquire during their studies are sufficient for the job. 

 

2. COMPETENCES AND COMPETENCE APPROACH TO EDUCATION 

 The ever-growing imperative of today’s time is the need to determine which knowledge, 

skills, abilities, values, and other characteristics of individuals are relevant to a particular 

profession. The central term of the Croatian Qualifications Framework (which is based on the 

European Qualifications Framework) refers to those competences that a person has acquired 

through education and proved upon completing a particular education cycle. The CQF endeavours 

to ensure the connection between the competences required in the workplace and learning 

outcomes in educational programmes. 

 In defining competences, one encounters many disagreements (Shippmann, 2000) that 

hinder the understanding of the concept. Boyatzis (1982: Kurtz and Bartram, 2002, p. 229) defines 

competence as a fundamental characteristic of a person resulting in an effective and / or superior 

performance of a job that may be a trait, motif, skill, self-image, or the view of one’s social role, 

or the corpus of knowledge that he or she uses. Next, competences represent a dynamic 

combination of cognitive and metacognitive skills, knowledge, and understanding, interpersonal, 

intellectual, and practical skills as well as ethical values (Tuning, 2008). The term competence does 

only denote not knowledge and skills. It also includes the ability to respond to complex demands 

by using and mobilizing psychological resources (including skills and attitudes) in a given context 

(OECD / PISA: 2005). 

 

“Job Competency is a set of behaviours, knowledge, processes of thinking and / or attitudes that 

are likely to reflect on the performance of a work that reaches the defined elementary, basic, and 

high level standards” (Warr and Conner, 1992, pp. 99) 

 There are three basic contemporary theoretical approaches to competence – the 

behaviourist, constructivist, and holistic (Babić, 2007, according to Čatić, 2012). The behavioural 

approach (functional or action) is primarily oriented towards the fulfilment of external 

requirements. Domović (2009, according to Čatić, 2012) points out that the access to education 

based on competences (or learning outcomes) has roots in the behavioural approach to the 

curriculum, i.e. to defining education goals as measurable learning outcomes. According to this 

approach, competences are perceived as individual characteristics of an person manifested in 

action, i.e. in the activities that a person undertakes to solve certain external requirements. The 

constructivist approach to competence emphasizes the social nature of competence. The holistic 

view of competence represents a kind of compromise between the first two approaches, implying 

the connection between an individual’s personality traits, external requirements, and context as 

prerequisites for effective performance, and is characterized by a holistic perspective, openness, 

and development (Babić, 2007, according to Čatić, 2012). Within this aspect, competence is 

defined as a complex combination of knowledge, attitudes, skills, and values that is manifested in 

the context of carrying out a particular task (Hager, 1995, Kerka, 1998, Babić, 2007, according to 

Čatić, 2012). 



 Depending on the starting assumptions, expectations, and theoretical approach to 

competence one supports, at the academic level of education the curriculum creation is approached 

differently (Toohey, 2000): 

1. The field approach emphasizes the transfer of theoretical knowledge and introduction into 

the scientific methodology of a particular field, i.e. it is oriented on the content. 

2. The system approach is oriented towards the functional aspect in accordance with learning 

outcomes as measurable “products” of the educational programme. 

3. The cognitive approach focuses on the development of the students’ cognitive potential. 

4. The experiential approach emphasizes the importance of connecting life experiences with 

the content that is being taught and the establishment of personal sense of learning. 

5. The social awareness approach tends to build a value system in students that will enhance 

their motivation for an active participation in social life. 

 No matter which approach is advocated, one cannot ignore the fact that the changes in 

modern society lead to the need for organizational structures and processes in the workplace, and 

consequently the need to reorganize the way of thinking about university education. Labour 

organizations and universities are becoming more flexible and prone to change, and they should 

follow social changes on the labour market and adapt themselves. 

 Competence approach to education is primarily seen in the field of management (Stof, 

Martens, Van Merreiënboer, Bastiaens, 2002, Stoff, 2005, according to Babić, 2007, pp. 26), it 

advocates the efficiency of labour force / human capital, and the education policy in many countries 

accepts and support it (although there are many criticisms of such an approach as well) (Palekčić, 

2005, Sachs, 2001...). Such an approach becomes the basis for planning the educational process 

and creating educational programmes. It allows for an assessment of advantages and disadvantages 

of each individual as well as the assessment of the entire human potential of an organization and 

areas of further development (Sparrow, 1997).  

 

3. COMPETENCES IN ART EDUCATION 

According to Spajić-Vrkaš, Kukoč, and Bašić (2001, pp. 251), there are three dimensions 

of teacher competences that must be possessed by the leads of art ensembles. Those are: a) the 

content competence – the knowledge of a certain field; b) pedagogical-didactic-methodical 

competence – knowledge and skills of mediating scientific knowledge in teaching a particular 

subject; c) psychological competence – the teacher’s personality traits. In the Republic of Croatia, 

the acquiring of pedagogical-didactic, teaching competences (a minimum of 55 ECTS) within 

education study programmes last for five years (ending in the acquisition of a master’s degree) 

through a series of university courses. They include general and specific knowledge, abilities, and 

skills in the field of pedagogy, general psychology, education psychology, didactics, and 

methodology. 

Guermat and Saad (2015) emphasize the need for a permanent connection between 

universities and labour markets, and the improvement of society at the local and national level. 

According to their model (“application driven model”), knowledge is created and developed for 

practical purposes. Such knowledge is usually interdisciplinary and is initiated by practical, i.e. 

social problems. The Triple Helix concept promotes the communication between universities, 

government, economics, and working in an open space characterized by circulation of aspirations, 

knowledge, and innovation. This open space characterized by circulation is a novelty that requires 

deep understanding and its internalization as a personal and collective value whereby collaboration 

is a source of sustainable success (Dzisah & Etzkowitz, 2008, according to Singer and Oberman 



Petrka, 2012). The Triple Helix model represents an increasingly developed and accepted 

conceptual framework that links knowledge, consensus, and innovation of three (or four) major 

social actors: university-government-industry (and society) (Etzkowitz, 2006) and can provide 

guidance during the creation of curriculum in the field of art. Namely, the competences that the 

society requires from the leads and organizers of various artistic and cultural events largely exceed 

those offered by curricula in artistic education. The premise of the Triple Helix Circulation model 

is that the global movement of people encourages creativity, ideas, and skills. Universities as 

traditional providers of human resources and knowledge are now key factors for the socio-

economic development (Dzisah & Etzkowitz, 2008). Today, management in the field of art 

represents a developed a scientific branch with a steady growth trend. Universities in developed 

countries are conducting graduate and postgraduate study programmes in the field of management 

in artistic areas. 

Music pedagogues and leads of art ensembles must possess not only the theoretical 

knowledge and pedagogical-psychological-didactic-methodical competences, but also the 

competences for leading a group of people / a choir. They must be able to bring music closer to 

their students, motivate them, be creative and stimulate creativity, and adjust the music to the 

wishes and needs of the ensemble members. They must employ a comprehensive approach and 

“touch upon” the cognitive, psychomotor, and affective aspects of the members’ personality. 

Successful music pedagogues and leads of art ensembles need the theoretical didactic-methodical 

knowledge and skills as well as knowledge of socio-humanistic sciences, which make up the 

foundation of the educational process (pedagogy, psychology, sociology). Yet, they also need 

managerial competences or a set of different individual qualities of managers that, in both their 

interaction with one another and specific interaction with their working environment, i.e. objective 

factors, result in specific work behaviour and successfulness (Kulović et al., 2012). 

The main management factors in relation to the work of ensemble leads are the ability to 

organize rehearsals and performances, motivate, organize, and promote teamwork, ensure adequate 

communication and development of communication skills, build fair interpersonal relationships 

and a common vision, introduce changes and innovations, create and encourage conditions for 

personal and professional development of the ensemble members, create conditions for a good 

reputation of the choir, make decisions, organize, and determine goals, achieve results, identify 

new business opportunities, form a team and create the development plans for individual people 

and organizations as a whole, create common goals, flexibility, innovation and creativity. The 

ensemble lead is a formal authority, and according to Kotter (1990), all such individuals must 

combine the two essential roles. That is, the role of the lead, i.e. the ability to guide and mobilize 

people and / or their ideas; and the role of the manager, i.e. the ability to secure the right things at 

a right time and in a consistent and adequate manner. The document Cultural Human Resources 

Council, Chart of Competencies, Cultural Managers, defines and elaborates the following things. 

Two main roles of managers within the culture: the role of lead and the role of manager. Four key 

responsibilities: planning, developing the organizational network for the implementation of the 

plan and the generation of expected outcomes. And eight general areas of competence: determining 

the direction of activities, drafting the strategic plan and budget, building interpersonal 

relationships, organizing activities and people, motivation and inspiration, solving problems, 

administrative duties, “on-the-go” changes, and ensuring predictability. Nierensberg (2009) 

defines the following four core competences of the ensemble lead: a clear vision on success; 



listening to “your people;” clear and unambiguous instructions; focusing on the team that creates 

music, not on oneself. 

It is apparent that the aforementioned competences do not correspond with those gained 

within the professional field, nor within pedagogical-didactic-methodical education of music 

pedagogues. They belong to managerial competences that are usually not acquired through 

programmes of art education at the undergraduate / graduate level. 

 

4. RESEARCH METHODOLOGY 

This paper describes the research conducted with the aim of identifying important competences 

of art ensembles’ leads in order to better adapt the curricula of art study programmes and lifelong 

learning curricula to the current needs of the profession. In line with the formulated goal, the 

following tasks were set: 

• Determine which tasks are performed by art ensembles’ leads 

• Examine the problems teachers encounter while working with the ensemble 

• Explore opinions on the desirable competence profile of art ensembles’ leads 

• Examine participation in professional development programmes 

• Identify competences that are not sufficiently developed during the studies and incorporate them 

as a recommendation in the guidelines for a more successful curriculum in art studies. 

 

Fifteen respondents, six male and nine female leads, participated in the research on the 

competences of art ensembles leads. The age range of participants was between 30 and 51 years. 

All respondents are the leads of multiple award-winning art ensembles. According to the type of 

art ensemble, the leads of singing choirs, tamburitza orchestras, vocal-instrumental groups, and 

dance groups were selected to participate. All leads have high qualifications with a diploma in 

music (art) academies in the Republic of Croatia. The range of length on the job is between 6 and 

28 years. The research is based on the interpretative paradigm and focuses on qualitative aspects. 

A semi-structured interview was used, which was conducted individually. The string questions 

were used and the answers were recorded by a voice recorder for further processing. The research 

was conducted during February and March 2018. Research participation was voluntary and 

confidential with the intention of using the answers solely for scientific purposes. 

 Based on the set objectives and tasks, the following research questions were posed: 

 

• Which tasks are done by the art ensembles’ leads? 

• What problems do they encounter while conducting the ensemble? 

• What competences are needed to successfully lead the ensemble? 

• Are the competences acquired during studies sufficient for the challenges faced by the 

art ensembles’ leads? 

• What knowledge and skills do art ensembles’ leads feel inadequately competent about 

after completing their studies? 

• Which programs of professional development are they involved in order to acquire 

additional competences? 

• Which future competences would they like strengthen in order to respond more 

effectively to the challenges they face when conducting the ensemble? 



• Which contents, within the framework of professional development programme, would 

be most useful for their further work and progress? 

 

5. RESEARCH RESULTS 

In the qualitative data analysis, interpretable categories were obtained through the coding 

procedure, which were then interpreted in accordance with the research tasks. 

In the data analysis data, the reduction was used through the “cut and paste” method applied to 

similar statements (Krueger, 1994). Due to contextual significance, certain comments were quoted 

in their entirety. 

It should be noted that all the leads commented openly on all the set topics and thus made it possible 

for the researchers to note the true status of the profession. 

In order to obtain a complete picture on the requirements of the ensembles’ leads’ job, the interview 

began with specific tasks performed by the art ensemble leads. Based on their answers, it is clear 

that the leads are responsible for the overall work of the ensemble and that the job of the art 

ensemble lead is extremely demanding because it involves numerous tasks. Namely, creating and 

selecting the repertoire, meeting the work requirements (from the rehearsal space and instruments 

to musical scores for each performer, folders, clothes, etc.), organizing and conducting rehearsals, 

arranging and conducting public performances, annual financial planning of the overall work of 

the ensemble, organizing all the required elements for concerts, collecting the necessary financial 

means for performances and competitions, organizing transport and promo materials, 

communicating with the media, publically promoting performances, conducting the ensemble 

profile on social networks and so on. 

Since the art ensembles’ leads have stated an extremely large range of work, the next question 

meant to identify the problems that they encounter while working with the ensemble. The most 

frequent answers are related to financial problems. The leads point out that by means of the 

membership income it is difficult to secure the funds needed for the ensemble’s planned guest 

performances. The second are administrative problems, followed by issues related to inadequate 

technical conditions, problems in organizing rehearsals due a challenging combination of school 

and work obligations of the ensemble members, communication problems that lead to 

disagreements among the ensemble members, and issues related to motivating the ensemble 

members. 

 

Connected to the aforementioned tasks that the leads have successfully done for a number of years, 

as well as to difficulties they encounter in leading the ensemble, is the question of identifying those 

competences that the leads consider important for the successful leading of the ensemble. The 

respondents divided the competences in several categories. As the first and most important, the 

leads cite professional competences: professional knowledge, achieving a recognizable artistic 

expression, and the ability to choose an appropriate repertoire. They point to the necessary, 

permanent development of their professional competences through monitoring world-renowned 

ensembles and art trends and incorporating new ideas in order to maintain interest and freshness. 



Next to the professional competences, the leads point out the importance of didactic-methodical 

competences, which relate to abilities in planning, organizing, and conducting quality rehearsals, 

and shaping a working but at the same time friendly atmosphere. As extremely important, leads 

emphasize the need for well-developed communication skills that help them in encouraging the 

ensemble members and creating good interpersonal relationships, as well as in arranging 

performances and the overall popularization of the ensemble’s work. They point to the importance 

of personal competences such as calmness, patience, flexibility, tolerance, willingness to 

cooperate, consistency in decision-making, speed in decision-making, and good self-organization. 

The leads also refer to those competences they need to successfully address different administrative 

tasks, therefore they emphasize the importance of knowledge related to management and financial 

management, and consider various practical knowledge required from marketing. 

Given the above-mentioned number of competences, the researchers were interested in whether the 

leads felt that they acquired sufficient competence at the faculty to meet the challenges in leading 

an art ensemble. All the interviewed leads agree that they were only partly ready for the activities 

performed by the ensemble lead. They point out that academic programmes are directed towards 

music and pedagogical-methodical-didactic competences. They state that during their studies, they 

acquired certain competences required for successful leading of the ensemble and almost 

exclusively those that concern the narrow professional / artistic part of the lead’s job. 

While reflecting on the knowledge and skills in which they feel under-qualified, the leads point out 

financial management, knowledge on solving administrative affairs, communicating with the 

public, managerial competences, and marketing skills. 

The leads further explained the answers: 

 After completing my studies, I felt a lack of knowledge and skills in the field of organization 

of the global activity of the ensemble, recording of audio material and its placement on the 

market, the selection of repertoire (in accordance with copyright), the overall production 

of concerts, management, acquisition of material and immaterial work resources, 

marketing, and production. 

 Through this job, I entered a completely different, unknown world. Next to the artistic, 
professional part, and the spell that is happening during rehearsals, it is necessary to 

perform a whole range of administrative tasks related to renting of a location, procurement 

of material and immaterial working resources, PR, managerial tasks, writing project 

applications to competent bodies and many, many other seemingly simple things that are 

not negligible when done by a single person. 

 

The highlighted knowledge and skills, indicated by the respondents, opened up opportunities to 

discuss their participation in lifelong learning programmes. Since all of them are employed as 

teachers in elementary, secondary, or tertiary education system, they have access to information on 

the development programmes available in the country as well as around the world. The respondents 

are actively participating in professional and artistic development programmes from national 

programmes for music teachers and teachers of music art to international conferences across 

Europe, Australia, Asia, and the United States. 

 



Based on the need to further strengthen their competences, which the leads consider essential and 

necessary in further work and progress of their ensemble, they point out the contents they would 

like to participate in in the future. They emphasize marketing and management programmes in 

culture and art, organizational and self-organization programmes, writing and applying to cultural 

projects, and workshops for learning different leadership skills for motivation and successful 

leadership. 

 

 It would be useful to get more acquainted with the contents related to modern music and 

stage trends, coupled with modern technology. 

 I think it would be good to approach contents related to the area of audio-visual recording 

and production, scenes, dramaturgy and directorship, specific areas of psychology, modern 

techniques of the stage and musical expression... 

 

Based on these answers, a clear interest is notable concerning a wide range of different contents 

that the lifelong learning programme offers. 

 

 Each form of additional development is useful and applicable in future work with the 

ensemble. This refers to the acquisition of new knowledge and skills related to pedagogical-

psychological-didactic-methodical competences, as well as to those that are not closely 

related to the work of the choir in the vocal-artistic sense, but concerning the organization 

of public performances and concerts, participation at festivals, competitions, or in music 

production. 

 

The leads face and accept all the demands put before them with great enthusiasm and courage, and 

continue to find ways to overcome them successfully. Regardless of the length of work experience 

in leading the ensemble, their age, or the number of awards, the art ensemble leads agree that their 

job is an extremely challenging one since it requires a variety of different knowledge and skills. 

However, these new situations and challenges as well as indispensable optimism are precisely that 

which motivates them on a daily basis to be even better. 

 

CONCLUSION 

The relationship between education, knowledge, and learning outcomes and acquired 

competences is a current theoretical and practical problem of educational systems. The importance 

of lifelong learning, flexibility, and adaptability in the modern, globalized world and the 

information society is the main topic of re-examining competences of the existing occupations and 

educational programmes. Today’s educated individual has to fulfil different roles throughout life, 

participate in different contexts, and meet the job challenges at different levels. 

 Based on the results of this research, it is obvious that the art ensembles’ leads are aware of 

the changes present in the modern society and that they clearly recognize the competences needed 

for a successful response to these new demands. The leads point out that they are fulfilling all their 

tasks, from selecting and practicing art programmes, to arranging and organizing performances, to 

the promotion of the ensemble and providing financial resources. In line with such extensive 

requirements, they conclude that the required competences exceed the strictly professional 



knowledge and skills and the didactic-methodical competences, through which the acquired expert 

knowledge becomes user-friendly and effective, and that they expand in the direction of knowledge 

and skills that enable successful leadership and management of the “organization.” Planning, 

organizing, and fulfilling daily activities of the ensemble as well as leading the ensemble toward 

high-set goals, managing the budget, and solving administrative tasks are just some among the new 

competences that the art ensembles’ leads have to possess.  

 Guided by new situations and needs, we point to the need for an interdisciplinary expansion 

of competences, acquisition of knowledge, and skills development in the field of management. We 

also point to the possibilities of enhancing the curricula and lifelong learning programmes through 

additional contents focused on the competences of managers and contemporary leaders. 
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