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ABSTRACT

China’s film industry is moving toward industrialization. Small-budget films, which account for the
largest proportion of Chinese film production, face the most problems in production management, partic-
ularly quality loss. This study explores key factors that affect quality of film production so as to provide
solutions that effectively reduce the loss of quality in the production stage. The analysis utilizes information
from in-depth interviews with nine veterans in the industry and observations of six small-budget film
crews. For the first time, quality control issues in the filming process of small-budget films are explained
from the perspective of project quality factor. Among the six factors affecting film quality during film pro-
duction management - costumes, makeups, props and set-ups, scenes, production, and actors - actors play
the key role.
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INTRODUCTION

Chinese film industry was born as early as 1905. Yet, the concept of commodities or
market economies was not present in the industry throughout the entire 20th century
(Lei, 2011). Film production in the conventional planned economy period was unable to
meet the increased demand for culture and entertainment that accompanied the coun-
try’s economic reforms and opening up to the world. It was not until February 1, 2002,
that the new “Management Regulations on Administration of Films” became effective. The
new regulations were established to support and improve the development of the cul-
tural industry. They helped modernize the Chinese film industry. (Liu, 2012).

Since then, the market of small-budget films in China has continued to expand and the
production of such films has continued to soar (Nie & Du, 2017). But at the same time,
there has remained confusion in the production management of these small-budget films,
which has directly resulted in deterioration in the artistic and commercial values of the
films, reduced profits or increased costs, and wastes of resources. More importantly, sev-
eral films ceased production because of chaotic management of their crew. Therefore,
small-budget films constitute a high-risk industry. There has been no effective manage-
ment model in the field thus far. Everyone involved in the management process of small-
budget films is led by their intuition. Furthermore, prior work has yet to conduct a sys-
tematic exploration into the production management issues of small-budget film projects.

The quality of a film determines its commercial value and artistic value. Films are an
important spiritual and cultural consumer product. The judgment on the quality of films
is generally abstract and implicit, which is mainly based on that whether the film content
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is genuine and appealing to the audience, moves the audience, makes the audience aes-
thetically pleased in the process of viewing, and has a certain reflection on the philosophy
of life after seeing, and subtly affects the way of thinking and behavioral patterns of the
audience.

The quality of the film should be viewed from several aspects. First and foremost, the
national policies and regulations have to be taken into consideration. The State Admin-
istration of Radio and Television has clear regulations on the basic quality conditions of
the films that are displayed in the cinema, for example, the size of the picture frame, the
sound quality and color modulation. There are another series of related basic require-
ments for online release. The requirements for such release are lower than those for cin-
ema films. The fundamental quality of films is mainly determined by the conditions of
equipment. The production of large-budget, medium-budget and small-budget films need
to follow these rules.

The script is also instrumental in the quality of films. To some extent, the quality of
the script is the most critical factor in determining the quality of a film and the success or
failure of the film. The script illustrates the storyline, which is considered the innate con-
dition of the film. A film is relatively easy to succeed if it has a innate script of high quality.
The production process of small-budget films is relatively simple in, let alone the use of
high-tech or big-budget production. The uppermost concern of small-budget films is to
tell stories, especially to achieve excellent storytelling. Thus, the role of the script is prom-
inent.

Between the two factors, the macro regulations depict the basic standard that every
film and its production must meet. The script is typically determined during the project
financing development. The quality control of small-budget films is relatively simple and
it has a great impact on the overall quality of the film industry. The quality management
of such films thus is the focus of this article. The main quality control of production man-
agement is mainly concerned with setting up the crew, making plans, and controlling the
quality of the filming process (Zhou, 2010).

In the film production process, the quality control of films can be divided into two
levels. One is the artistic expression level. For example, various applications of the lens
and presentations of the scenes in a play can bring different visual feelings to the audi-
ence. Moreover, different expression forms of the dialogue in lines result in different per-
formances. For example, if the dialogue needs to be expressed in a sad form, then the
degree of sadness depends on the actors and directors’ understanding and interpretation
of the artistic work. The application, expression and selection of light in the scene are also
important. The brightness of light affects the tune and tone of the environment and at-
mosphere in the scene. These issues are influenced by artistic creation thinking. Its qual-
ity judgment is abstract and perceptual. There remains no unified quality standard, but
the final artistic quality still exists objectively. Whether the audience accepts and ap-
proves is the main reference and evaluation criterion. However, this can only be a refer-
ence criterion, because the artistic quality cannot be completely determined by the audi-
ence. The other level comes to be the responsibility of each component in the production
process. The problems at this level are visual and obvious and also are what the crew
managers are mainly concerned with. In this article, these problems are the main re-
search object concerning quality management in small-budget films (see Figure 1).

The aim of this article is twofold. First, it enables the film production management
team or the small-budget film practitioners to have a better understanding of the factors
affecting the film quality during the production stage and comprehend the attributes of
each factor so as to make the production managers’ behaviors, methods, choices, and



others gradually improved in the process of practice, and thus effectively reduce the dam-
age of quality that occurs during the production stage. Moreover, this article can also be
applied into the production management of television shows and online videos to a cer-
tain extent. (Note that unless specified, the small-budget films mentioned in this article
refer to those in China, and the currency mentioned in the paper is the Chinese yuan, typ-
ically abbreviated “CNY.”)
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Study Objects of Project Quality Management

LITERATURE REVIEW

Project quality management plays a key role in the survival of a project in today’s
competitive social environment (Gvozdenovic, Miljanovic, Jegdic & Crnogorcic, 2008).
The standards for project quality management are not the same internationally, but the
ultimate goal, that is meeting or exceeding consumer expectations, is shared (Drob,
2013). The quality management of any project includes the quality policy, objectives and
responsibilities so as to enable the project to meet the predetermined standards (Project
Management Institute, 2013). Organizations are often unable to accurately define quality,
because quality mostly depends on the subjective psychological feelings of users. The
standard criterium, ISO 9000, defines quality as “a collection of characteristics of the
products or services that can meet the regulations or potential needs” (Kerzner, 2013).
The production quality management of film projects is to ensure film projects to meet the
needs under the conditions of scope, time and cost, and achieve the goals of these projects
(Gong, 2007). The balance between artistic quality and commercial quality should be paid
more attention to in the quality control of film projects in order to achieve desirable op-
eration of the projects (Cao, 2011).

As one of the non-verbal communication means of films, costumes play a great role. It
can not only locate the identity background of the characters, but also highlight the dis-
position of the characters, create a unique atmosphere of the time, control the rhythm of



the whole film and promote the development of the film plot. The management of the
costumes must be strictly controlled to ensure the relevance of the character image and
the suitability of the occasion, etc. The final film under rational costume management can
help the audience trigger emotion resonance and develop real rich aesthetic taste (Huang,
2011). Film costumes is an important part of fashion design. Different from general cloth-
ing, the design of film costumes should be subject to the specific time, environment, and
plot and role identity of the drama. Film costume management is an indispensable part
in film production. Rational costume management is closely correlated to the quality of
the entire film (Liu, 1992).

Film makeup modeling, which can also be called character modeling, is a kind of ar-
tistic makeup modeling. Film makeup modeling is to shape the film characters according
to the needs of the plot, and logical and appropriate makeup can greatly improve the qual-
ity of the film (Wang, 2017). Makeup artists are responsible for shaping the facial images
of the characters. It should be said that the work of the makeup artist is also to create the
film language, which is one of the main performances of the film art. Accurate makeup is
a realistic consideration for makeup management. The failure in makeup management
will directly lead to a decline in the quality of the film (Lin, 2010).

Performing art is inseparable from props and this requires the management and de-
sign of props to both strive to be accurate in geography and location, and correct in the
background of the era. Based on the storyline, characters, environment and the actors’
movements, the props of a film should help the actors to portray the image and psycho-
logical personalities, and create a specific atmosphere (Ouyang, 2008). The control over
the setting-ups in the film is very important. Inappropriate setting-ups will lead to fake
effects of the film. Sometimes, the setting-up does not match the current environment.
Therefore, the setting-up in the film is a heavy and complicated task (Wu, 2002). Props
and setting-ups are the cornerstone of film and television work and the basis of forming
unique styles and modeling of the film (Zhang, 2013).

The scene is an indispensable part of film artistic creation. Its status and role are irre-
placeable. As one of the essential elements of film art, it also relates to the artistic quality
of film work. Although the advancement of science and technology is accelerating, the
scene as the basic element is still a necessary element of film and a guarantee of quality
(Wu, 2017). Putting up scenes is affected by many factors. The problems in putting up
scenes are related to each aspect of the crew. Therefore, the control over the scenes is
also an integral part in the film production management (Dai, 2010).

The object of film production management is to monitor the whole process of film
production. The internal and external environment of film production should be taken
into account and the work of various departments should be coordinated in order to
achieve the purpose of improving the efficiency and quality of film production. Film pro-
duction management includes life issues, outreach issues, on-site issues, co-ordination
issues, finance issues, and vehicle issues, etc. Film production management plays a plan-
ning, commanding, and controlling role in the whole process of film production. The spe-
cialization degree of film production management personnel determines the quality of
the entire film (Nie, 2013).

When it comes to the management of the actors and their performance ability, namely,
whether they have received professional education, etc., should be specifically differenti-
ated. The personality and characteristics of the actors and roles must be matched. In the
management of the actors, the actors’ shaping and grasping of the characters is the em-
bodiment of their acting skills, also the demonstration of their profession training. The
image and the morality and artistic cultivation of the actor are crucial to the management



in film creation (Xiao, 2001). Not all actors can succeed in performing. Excellent actors
are likely well self-cultivated. Each successful actor must have his or her own character-
istics and own charm to attract the audience. Excellent actors should develop their own
understanding of the roles and should repeatedly simulate the psychological activities of
the roles to perform according to the situation and strive to be the most natural, appro-
priate so as to ensure the quality of the film. This requires the management and selection
of actors to be professional and rational (Gao, 2014).

DATA AND METHODOLOGY

In this study, practical observations and in-depth interviews, as shown in Table 1, are
applied to collect data for a qualitative research analysis.

Practical Observations. One of the authors (henceforth the observer) worked along
with the film crews in six small-budget films and carried out careful observations of the
quality issues of the crews to form a multi-case study based on replication logic. Multi-
case studies are developed by exploring iterations of phenomenon in different environ-
ments to make conclusions more robust, rational, reliable and general (Eisenhardt &
Graebner, 2007).

The use of an observational method is more appropriate for studies into the interper-
sonal factors in management and artistic creation, as well as the existence of disputes and
issues that are not easily understood by people (Waddington, 1994). When observing and
collecting data, the researcher usually has three roles: (1) as an observer participating;
(2) as a participant observing; and (3) as a non-participating observer (Marshall &
Rossman, 2011). The roles of the observer in observing and researching process are thus
as a participant observing and as a non-participating observer.

The observation by participants is not widely applied in the field of management sci-
ence, while is more common in the field of art research. As a kind of action research meth-
ods, it refers to that the researcher personally goes to the specific practice unit with his
own research questions, and personally engages in the management of relevant aspects,
so as to obtain corresponding empirical data or field notes, and convert it into the text
form. The observer thus served as the casting director in one of the six small-budget films,
Youth Hey Up (2016). He was responsible for the recruitment of actors during the pre-
paratory stage and the management of the actors during the filming. He also worked as
the assistant production manager in the film, Crazy Chef (2016) and was responsible for
the management of the entire crew from the preparation to the end of the entire process.

On the other hand, observations conducted by non-participants are not uncommon in
qualitative research in management science and art. It refers to that the researcher per-
sonally goes deep into the specific institution with his own research questions, and expe-
riences the whole process of management and artistic creation of others, with an aim to
obtain corresponding empirical data or field notes and convert them into the text form.
The observing author also worked as an actor in the following small-budget films Kiss
KissDa (2017), Mama's Taste (2017), [ am a Good Therapist for Love (2016), The Goddess
Encountered the Paparazzi (2016). He personally observed and experienced the opera-
tion and performance of various management and artistic creation personnel in the crews
of these films, as well as various inevitable implicit and explicit industry rules.

In-depth Interviews. The observer additionally conducted one-on-one in-depth in-
terviews with veterans of the production management teams of the nine small-budget
films. The quality of the film crews exhibited hidden features, and the experienced crew
members had an intuitive and visual feeling about such hidden features.



In-depth interviews encourage interviewees to share relevant events, their experi-
ence of successes and failures, and enable both interviewees and researchers to interact
with each other and to better inquire into the researched questions (Crabtree & Miller,
1999). In-depth interviews in management science and art are widely used for qualitative
studies. The observer conducted face-to-face, in-depth interviews with those who have
years of experience in film production management and artistic creation in the produc-
tion of small-budget films. Among the interviewees were a few authorities in the industry.
The voice recorder was openly seen by the interviewees to record the entire interviews.
The interviews were centered around the research questions based on semi-structured
and open-ended questioning methods. In addition to recording the text content of the
interviews, the observer carefully observed what and how the interviewees were acting
and saying during the interview process, and performed on-the-spot recording or brain
memory on the tone, facial expression, expressions through their eyes, and speech
rhythm of the interviewees, so as to summarize deeper and more implicit implications
with combining the text content.

TABLE 1
Data Collection Methods

Object Practical observation In-depth interview

) Mr. Zhou Yi (scene filmmaker, producer)
A Film << Youth Hey Up >> . .
Interview length: 69 minutes

. Mrs. Zhou Yulan (producer)
B Film << Crazy Chef >>

Interview length: 69 minutes

Mr. Wu Weidong (coordination filmmaker, unit
C Film << Kiss Kiss Da >> production manager)
Interview length: 42 minutes

. Mr. Lei Qing (life scene filmmaker)
D Film << Mama’s Taste >> ] )
Interview length: 61 minutes

) : Mr. Jin Shuang (scene filmmaker)
E Film <<1am a Good Therapist for Love >> ) )
Interview length: 43 minutes

Film << The Goddess Encountered the Pa- | Mr. Ma Yong (director)

¥ parazzi >> Interview length: 61 minutes

G NA. Mr. Ma Yi (unit production manager)
Interview length: 61 minutes

H NA. Mr. Zhou Dayan (unit production manager)
Interview length: 90 minutes

I NA Mr. Yuan Ailin (planner)

Interview length: 45 minutes




RESULTS AND DISCUSSION

We explore quality control issues in the filming process of small-budget films in six
perspectives: costumes, makeups, props and set-ups, scenes, production, and actors.

The Narrative Analysis

Costumes

When viewing the film, what the audience first notices is the costumes of the actors,
and the suitability of the costumes has an impact on the quality of the film. The costumes
of any film is often in the total control of the film’s costume designers. Major costume
issues are: improper size, unsuitable style, inconsistency with the script, inadequate hy-
giene management of the costumes, and poor quality of costumes.

Improper Size. Except modern urban plays in which the costumes can be replaced
by the actors’ own clothing, other film genres need the costume designers to purchase the
costumes or design the necessary clothing themselves. The purchase of costumes in-
volves many actors. In addition to the leading and supporting roles, sometimes special
actors and even extras are also involved. The costume crew in small-budget films is usu-
ally composed of only two or three people. They collect clothing size information first,
which can be obtained through measuring the actors on the spot or from the prepared
sizes reported previously by the actors. The costume crew then purchases or makes cos-
tumes according to the size information. The costume designers have to be careful. When
purchasing costumes, the actors’ peers are the best choice. The costume designers of
most small-budget film crew are college students or less experienced designers. Tailor-
made costumes inevitably lead to mistakes caused by lack of skills. It is difficult for some
special costumes to achieve the expected standard of clothing styles, and the costume
designers do make some finished costumes that fail to reach the expectation.

Unsuitable Style. The style problems mostly occur in the communication between
the director and the costumer. The style is expressive, and each person has his or her own
different understanding of the same style or role. Hence, there are inevitable differences
of opinions in the process of communication. In addition, similar to the size issue, the
costumer must be careful about the styles when purchasing costumes, and it is not pleas-
ing when dealing with the costume style that requires more special requirements.

Inconsistency with the Filming. The costume designers should clean or adjust the
state of costumes based on the filming schedule and completely mastering the script. For
example, the cleanliness of the same set of costume is different on the scene of the coal
kiln on the previous day and on the scene of a banquet on the next day. If the costume
designer is inattentive in the process or lacks understanding of the script, it is very likely
to cause differences in the former and latter frames.

Poor Sanitation and Hygiene. During the filming process, the costumes go through
the same filming process with the actors, such as being splashed, falling, etc. If a set of
costumes is used frequently in the film and is not cleaned due to limited time, then the
costume will emit an odor, which will affect the beauty of the frame as well as the perfor-
mance state of the actors. Therefore, as far as this case happens, the ability of the cos-
tumer to meet and handle the emergency is presented.

Poor Quality. Costumes of poor quality will affect the effects on the mirror and have
a shorter lifespan. Sometimes it is difficult to find the same if the costume is damaged.
Sometimes the costume designers cannot find high-quality costumes, and such circum-
stances are inevitable. However, it should not be overlooked whether the costume de-
signer has the possibility of encroaching on funds in the process.



Makeups

In the quality management process of small-budget film production, makeup is rela-
tively simple compared to costumes. In many cases, these two departments are combined
to work together. In terms of quality control, the problems existing in these two depart-
ments share similarities.

Poor Quality Cosmetics. Poor quality of the cosmetics will cause the actors’ skin
color to unappealing, as well as harm the actor’s skin, causing allergies and itching, which
interfere with the performance of the actors. The makeup artists know about the quality
of the cosmetics better. There are only two possible causes of bad cosmetics. First, the
crew approves the use of an inferior cosmetic in order to save money. However, the pos-
sibility of this is small because the cost of cosmetics is not that large. Secondly, the
makeup artist wants to keep the remaining payment for him or herself by reducing the
costs of cosmetics. All members in the crew are not an expert on cosmetics except the
makeup artists.

Unsuitable for the Role. The makeup does not match the style of the role. There is a
gap between the makeup and the director’s positioning of the role. Such a situation re-
sults from the makeup artist’s incompetence. When the makeup artist and the director
have different understanding of the role, the makeup artist should communicate with the
director.

Too Rough Makeup. The makeup is too rough, which directly affects the beauty of
the frames, resulting in unaesthetic pictures. There are two sources of rough makeup,
namely, the makeup artist’s incompetence and ill attitude toward work.

Inconsistency with the Filming. There are differences in makeup before and after
filming. This causes inconsistencies in the status of the characters, which is also equiva-
lent to wearing a gang. For example, the makeup of a role just getting up in the room in
the morning is obviously distinct from that of the role coming out of the forest. That the
makeup in two frames is opposite or the makeup is unacceptable can be explained as the
occurrence of previous costume problems. Carelessness, ill attitude toward work and in-
adequate understanding of the script and the production plan by the makeup artist give
rise to such results.

Props and set-ups

Props and set-ups in small-budget films are usually provided by one department.
Props are items used by the actors during their performance, while set-ups are the ar-
rangement of the whole filming location. The props and the set-ups are all designed to
bring the audience into a real story situation. If these two aspects are not in place, the
audience cannot be brought into the story. The following problems may occur in the pro-
cess.

Mismatches. First, props or set-ups are not suitable to meet the director’s require-
ments of the style and gradation. This can be caused by the ill work attitude of the prop-
erty manager and the art director, as well as insufficient communication between them-
selves and with the director.

Look Too Fake. Fake-looking props or set-ups also can be a result of ill work attitude.
Mostly, the professional competence of the art director affects such a situation. Many
props, especially the set-ups need the property manager and the art director to custom
make them, which requires competitive craftsmanship and skills. Sometimes, it is impos-
sible to find perfectly suitable props and set-ups as they are difficult to be made. Under



such conditions, close-up of the props will expose them to be too artificial to the audience
at a glance.

Poor Quality. Poor quality of props or set-ups are unaesthetic in the frame and also
easy to be damaged during the shooting process. It is very troublesome to restore them
after the damage. This poses a big threat to the quality of the film. The property manager
and the art director know about the quality of the props and set-ups better. Such concerns
are brought about by insufficient funding of the crew and difficulties in finding the props
or set-ups. However, the biggest factor leading to these concerns is that the property
manager and the art director want to keep the unused budget for themselves with re-
duced costs on props and set-ups.

Inconsistency with the Filming. Inconsistent props or set-ups in two frames can re-
sult from the property manager’s and the art director’s ill attitude toward the work and
their inadequate understanding of the script, similar to the cases of costumes and
makeups. In addition to the property manager and the art director, there are script girls
in charge of checking and storing the props and set-ups and recording the relevant issues.
These girls’ negligence may contribute to the errors.

Scenes

Usually, the scenes in small-budget films are relatively concentrated, rarely involved
with large and frequent transitions. It is due to this scene constraint that the quality of
small-budget films is limited to a certain extent. Effective quality control on the scenes
under such constraint can also keep the quality of the films from becoming worse, which
is also an important part of the overall quality control. The following problems should be
avoided in the process.

Unsuitable Scenes. Having an unsuitable scene for the film means that the scene that
the artist finds does not meet the requirements of the play. In this case, the artist is re-
quired to study the script again, or communicate with the director again. In addition to
these two cases, that the artist is not suitable for this position can account for the unsuit-
able scene.

Ineffective Scenes. The scene may meet the requirements of the script and the plot,
and may also conform to the logic of the story development. Nonetheless, it cannot bring
a stunning visual experience to the audience. In other words, the film cannot yield a high
degree of viewing evaluation by the audience. This is very common in all kinds of small-
budget films, and it is the core difference between small-budget films and blockbusters.
Such ineffective scenes are likely a result of the artists’ work competence and work atti-
tude. A competent artist has enough work experience to be able to offer better quality
scenes. Artists with a good work attitude and an attentive trait will have a strong sense
of responsibility and will repeatedly research and compare until he or she is satisfied with
the scenes.

In addition to the competency and work attitude of the artist, ineffective scenes are
often a result of limited time and budget. Some scenes can be recommended by an ac-
quaintance, and hence are practically free. Some individuals or units also provide their
scenes for the film crew to promote themselves, and thereby the film crew can reduce the
costs of the scenes, or even get an advertising revenue. However, in most cases, time and
budget remain one of the biggest problems in small-budget films. The crew of small-
budget films cannot spend a lot of time and a large amount of money on changing the
scenes like that of a blockbuster. For example, in the film Red Cliff, it took three days to
complete the empty shot with the length of only 5 seconds. The empty shot was about
grassland, on which the crew had stayed for three days with the camera propped on the



grassland to wait for the optimal skylight in that moment. With such a skylight, the whole
scene was perfect for the director.

Limited Filming Time. The scene owner sometimes limits the filming time of the
crew, or intervenes in the daily filming time, which may mess up the whole crew’s filming
rhythm. As a result, the best artistic effect cannot be guaranteed. This problem could have
been ameliorated if the outreach producer was adequately competence to work out a de-
sirable agreement with the scene owner. Furthermore, the rigid schedule of the crew can
be a result of the poor overall arrangement of the crew.

Limited Filming Conditions. The scene owner may impose certain restrictions dur-
ing the filming process. For example, some areas of the scene cannot be photographed.
Perhaps, a large number of people or equipment cannot enter some areas; and laud
sounds or strong lights cannot appear in some areas. All of these put restrictions on the
filming, thus affecting the final frame quality. In addition to the objective factors of the
“limited filming time” and the negotiation skills of the outreach producer, the coordina-
tion between the crew and the scene owner on the filming site also plays an important
role, which depends on the coordination competence of the production director and the
producer on the scene.

Production

Among the many factors affecting the production management quality of small-
budget films, the influence of production is the most indirect. The problems and short-
comings in production will decrease the enthusiasm of the overall team. That most people
are in a negative state must deeply affect the quality of production. The negative state is
aresult of the following.

Poor Living Conditions. The most basic requirement about accommodation is clean-
ness and the bathing is convenient. On this basis, pleasing hotel services and environment
can increase the comfort. It shall be ensured that everyone has enough food to eat and
the food quality also reaches the corresponding standard. The standard price of each
meal ranges from CNY15 to 20 per meal, and the standard price of breakfast shall range
from CNY10 to 15. Rich dishes increase the comfort. In short, the accommodation is fun-
damental, and the producer should try to be considerate in this regard, because thought-
lessness will affect the fundamentals of the filming work. In addition, the producer should
pay more attention to the crew and give “humanistic care” to the members, such as
providing everyone an additional meal if the filming continues to enter into the late night.
If the weather is too cold or too hot, the crew should consider measures to protect the
members from the cold or the heat, and pay more attention to those who are sick or in-
jured. Otherwise, if someone develops negative emotions toward the work, this negative
emotion spreads into the team, because life issues involve the interests of all.

External Communication Problems. Outreach negotiations of scenes are aimed to
reach the agreement fast with a high success rate. This will make the overall shooting
plan more proactive, because a large number of comprehensive factors should be taken
into the consideration of developing daily shooting plans. Efficiency in the setting up of
the scenes will help make a more rational shooting plan.

Site Problems. The on-the-scene producer should grasp the rhythm of dining and
transition according to the shooting plan of the day. Unlike the regular enterprises or
project teams that always determine the meal time in advance, the meal time of the film
crew is based on the shooting progress. In addition, reasonable rhythm arrangement can
save time and expenses, but also effectively mobilize everyone’s enthusiasm, so that all
can devote themselves into the shooting with the best state. Mobilization of staff is also
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very important, which is especially significant for the actors. Keeping the actors waiting
with wearing makeup in the studio, but not entering the filming will lead to a poor state
of the actors after long-term physical exertion. When the crew arrives at the shooting
scene, the on-the-scene producer must control the rhythm from the preparation of all
departments to the shooting so as to avoid being overwhelmed by emergency. Emergency
on the scene mainly occurs in the intense shooting. Unpredictable people or events sud-
denly getting involved in the shooting will force the filming to pause or postpone. The on-
the-scene producer should coordinate the two aspects of work at the same time. On one
hand, the on-the-scene producer should try their utmost to ensure the filming to con-
tinue. If the filming stops, losses in all aspects can be hard to estimated. On the other hand,
the parties involved in the emergency should be kept out of the shooting scene to facili-
tate communication and coordination. At this time, the outreach producers should also
carry out their duties, because the outreach producers are mostly locals and their com-
munication shall be more convenient and encouraging. All departments should make
every effort to ensure the shooting not to be interrupted.

Coordination Problems. Reasonable and integrated arrangement can make the
overall shooting smoother and more convenient. The daily integrated planning can be
made as soon as possible so as to enable all departments to prepare for the next day’s
work and rest early to ensure adequate energy for the next day’s work.

Financial Problems. The monetary compensation of the crew members is usually
paid in phases, which is common in most films. Overdue salary causes all staff to feel de-
pressed, which is the same as submitting an expense account without getting speedy re-
imbursement. When the process of submitting an expense account is completed, the ac-
tual reimbursement can also be dragged. The former affects everyone’s feeling, while the
latter influences the one who paid in advance. The actual work is affected by the emo-
tional atmospheres, because some departments are not able to carry out the work due to
no financial support. Therefore, the financial staff should be cautious on these two issues.

Motorcade Problems. The drivers serving the crew usually have numerous social
habits, and they are unlike professional performers or managers who have their own ide-
als, careers, beliefs and other factors to support their work, and possess a certain amount
of education. In contrast, most drivers are less-educated and do not have permanent jobs.
They have neither vision nor belief in the film industry. What they want is to spend the
least amount of time to complete daily work with the least amount of energy. When the
work that can be done at one time is divided into multiple pieces, the drivers are dissat-
isfied and have ill emotion. Sometimes when they drive the crew, some of the crew mem-
bers will request to stop at places in the name of having no prior agreement. When the
shooting time of the crew lasts too long, the drivers will be discontent if they have no
assignment but require to wait on the scene. Of course, not all drivers of the crews act like
this, but there were such drivers in the six small-budget films in this study. Interviews
with the film crew members has illustrated that such people are common.

Actors

Contrary to the production, the actor has the most direct influence in the quality con-
trol of small-budget film projects. The audience first comes into contact with the actors
in the play. Most viewers even choose to see a film based on the main or the only one
actor of the cast. Usually, A-listers or big names rarely participate in small-budget films.
Putting the actor’s popularity factor set aside, the actor’s influence on production quality
is relatively straightforward in terms of management.
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Poor Performance. The actors may have poor performance because they lack suffi-
cient acting skills in creating or portraying characters. Usually, this results from that the
actors have no professional learning experience in colleges or universities, and lack the-
ory or practice. It is difficult for them to create a true and natural character image. There
is also a big difference between the performance styles of the actors and the styles of the
characters in the play. For example, if Arnold Schwarzenegger were invited to play the
role of Jack in Titanic, the character he performed in the film would not be believable by
the audience although his professional competence is unquestionable. Some actors may
have excellent professional competence and are able to play many types of roles, but if
their understanding of the characters is different from that of the directors and the writ-
ers, it is also impossible to interpret the characters perfectly.

Unsuitable Physical Appearance. The images of the actors may not be suitable for
the characters. That is, there is a gap between the appearances and the physiques of the
actors and those of the characters in the play, which is not a result of unfit performance
style. For example, if Chow Yun-fat was invited to act as the former Chinese president
Deng Xiaoping, the desired effect on the screen would not be achieved because of the
great difference in their appearances.

Unattractive Appearance. The actors may have unattractive appearances. Good-
looking actors better fulfill the aesthetic needs of the audience, which is determined by
the characteristics of people’s aesthetic emotion tendency. Generally, appearance in-
cludes facial appearance, figure and temperament. But here the appearance here mainly
refers to facial appearance. The actor’s so-called “score in appearance” depends on how
good-looking the actor is and his or her charisma. The main measure of the female actor
is whether she is beautiful and the main measure of the male actor is whether he has
charisma. Stars like Tom Cruise and Sun Honglei are all outstanding actors with charisma.
Although Sun Honglei is not the best-looking actor, he is widely called “yan wang” (mean-
ing having the highest score in appearance) by the audience because of his charisma. Of
course, some of the actors are considered “handsome young boys” for their good-look
appearances

Poor Work Ethics. An actor’s work ethics is an important criterion when selecting an
actor. An actor with ethical issues may bring great trouble to the filming work of the crew,
causing some challenges and loss to the quality of the film due to the negative effects on
the shooting work and the performance of the actors themselves. These actors usually
have some experience in shooting performances, but do not reach a certain level. Usually
they are self-righteous and consider themselves to be superior. They are eager to get
some distinctive respect and treatment in the crew. Naturally, they always look down
upon others. To satisfy their desire and vanity, the crew has to pay more manpower and
material resources to accommodate them. When the crew is dissatisfied with a shot, the
crew cannot arbitrarily give critiques. If the discipline problems are serious, such actors
are often late for shooting and let the whole crew wait. Sometimes, they go out of the
shooting without asking for leave. Drinking, playing cards, and others lead to dark circles
and poor performance on the next day, which results in poor shooting effects or unusable
shots. The private life of the actors may also cause interference to the overall shooting of
the crew, and even seriously hinder the shooting. Such incidents happen occasionally,
which results in bad performance in shooting.
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The Fishbone Diagram

From the narrative analysis of the production quality control in small-budget films, a
fishbone diagram (Figure 2) is used to systematically summarize the causes influencing
the quality. The diagram can help any managerial personnel think and reflect on the qual-
ity issues so as to develop corresponding measures to more effectively control on the
quality as follows.

The film quality management factors that influence the quality of small-budget film
production are in six main aspects (primary level): costumes, makeups, props and set-
ting-ups, scenes, production and actors. The impact of actors on the film quality is divided
into four aspects (secondary level): poor performance, unsuitable physical appearance,
unattractive appearance, and poor work ethics. The impact caused by poor work ethics
is divided into three aspects (tertiary level): unjustifiable man and woman relationship,
fussiness, indiscipline. Therefore, the root causes of the film quality problems can be pre-
sented. Conversely, when the kickback of purchasers (tertiary level) occurs to the cos-
tumes in the film crew, there may be poor quality of actors’ clothing (secondary level).
Accordingly, the quality of the film may be influenced by the costumes (primary level).

This study can thus help small-budget film producers to promptly resolve the film
quality problems so as to avoid the quality loss and to prevent similar situations. The
production management team can also take corresponding measures in advance to en-
sure the quality of the film.

CONCLUSION

The quality control of the production process of small-budget films is divided into the
control on the means of artistic expression and the control on management. The control
on management is the focus in this study. In terms of quality, management control is
mainly concentrated in six aspects: costumes, makeup, props and set-ups, scenes, pro-
duction and actors. Among them, costumes, makeup, props and set-ups are specifically
presented in the movie frames. Their quality directly affects the sense of reality of the
plot and the perfection of the movies. Moreover, the quality of these three aspects is arti-
ficially controllable. Although the scenes are also presented in the frame, the evaluation
criteria of them are abstract, and sometimes the quality of the scenes is inconsistent and
uncontrollable given available manpower. The work of the production department is not
directly reflected in the frame, but the quality of the production directly influencing the
emotions of each individual and the production conditions of the crew, and indirectly af-
fects the quality of the film. The influence of the actors on the quality of the film is the
greatest, because the main focus of the film is the performance of the actors. The control
over production quality is more about the work attitude and moral quality of the staff. If
everyone only thinks about dredging for money or work negatively, the quality of the film
is bound to come down. As for the actors, the control of production quality involves many
complicated factors which include the actors’ own behavior, the managers’ choice and
improper implementation. However, the performance of the actors is much important
and is the most direct one among the involved factors.
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