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D’ Art 27: Support for major performing arts organi sations

Introduction

This report summarises the outcome of IFACCA’ s twenty-seventh D’ Art question,
which was initiated jointly by IFACCA and the Major Performing Arts Board of the
Australia Council for the Arts (www.o0zco.gov.au/boards/major_performing_arts).
The question, which was distributed on 30 August 2006, is reproduced in appendix
3.27.

The aim of the D’ Art was to find senior executives in national arts councils and
ministries of culture who are responsible for the coordination of policies, programs
and initiatives that support major performing arts organisations in order to invite them
to take part in a mini-summit in Australiain 2008 and to enlist their help in
developing information resources for the mini-summit.

Twenty people responded to the D’ Art request (listed in Appendix 1.27). Questions
were completed by 15 respondents from 14 countries:
. Canada: Canada Council for the Arts and Council of Arts and Letters of Quebec
Colombia: Ministry of Culture
Cuba: National Council of the Arts and Sciences
Finland: Department for Culture, Sport and Y outh Policy
France: Ministry of Culture and Communications
Greece: Hellenic Culture Organisation
Mexico: National Council for Culture and the Arts
Namibia: Ministry of Y outh, National Service, Sport and Culture
New Zealand: Creative New Zealand
Singapore: National Arts Council
South Korea: Arts Council Korea
Switzerland: Pro Helvetia (Arts Council of Switzerland)
USA: National Endowment for the Arts
Wales: Arts Council Wales

In addition to supplying contact details for the relevant senior executive, respondents
were asked to provide the definition (if there was one) of major performing arts
organisations used by their agency. Respondents were also asked to rank by order of
importance a list of issues relating to the support of major performing arts
organisations, and to identify any additional issues that they perceived to also be
important. This report summarises the responses.

Defining ‘major’ performing arts organisations
Respondents were first asked whether their agency had a formal definition of ‘ major’
performing arts company. Figure 1.27 summarises the responses.

Figure 1.27: Does your arts council or ministry differentiate between ‘major’ performing
arts companies and other companies that it supports?

Answer No. of responses  Countries
Australia, Canada (National), Canada (Quebec),
Yes 10 Greece, Finland, South Korea, Singapore, Mexico,
Cuba, Namibia
No 5 USA, New Zealand, Wales, France, Colombia
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Respondents were also asked to provide any definitions used. Most definitions
adopted anumber of different types of defining factors. Figure 2.27 provides a
summary of the various factors sorted into broad categories (Ssome categories are

closely related or may overlap). A full list of responses by country is reproduced in
appendix 2.27.

Figure 2.27: Factors used to define a ‘major’ performing arts institution

Category Factors Defining variable Country
Financially viable Audtralia
Financial Preponderance of private and earned revenues Canada (nat)*
indicators Increasing levels of financia support from the broader community  Australia
Organisational Annual income/turnover/budget gﬁii‘::’a’ USA
factors Number of hired artists Sth Korea
Housed in a permanent building/physical structure, inthat it implies Switzerland,
Size large size Colombia
Audience/public attendances Australia, Greece
Number of performances per year Greece
Artists of national/international significance Canada (nat)
Significance  Programming makes a significant contribution to arts practice Canada (nat)
Global nature of the actions of the large companies Canada (nat)
Ongoing commitment to the development of the artform and artists é:r?aﬁle: ?;1 )
Activitiesand Ongoing commitment to the development of artists Augtralia
outputs Range and type Ongoing year-long programming of work Canada (nat)
Sustained commitment to infrastructure devel opment Canada (nat)
Continuity and commitment Greece
Quality Demonstrate the highest artistic standardsin performances Audgtralia
Artistic value Greece
Company board reflects national/international communities Canada (nat)
Act of parliament/Parliamentary mandate Finland, Namibia
i FIESSIC(?: National, state and university organisations Mexico
ingtitutional Determined at city and local government level Switzerland
Sth Korea, Wales,
History/precedence Singapore,
Colombia

! Note that the definition applied to organizationsin all artistic disciplines only for the allocation of new fundsin 2006-08 and is
not used in the Canada Council’ s ongoing programs.
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Policy issues

To help identify important topics for the agenda of the mini-summit, and to guide
preparatory research for the mini-summit, respondents were asked to rank a selection
of issues by order of importance. Some of the topics overlapped or were closely
related. However, three topics clearly ranked as being of the most perceived
importance: financial viability and sustainability (including earned income);
governance and leadership of major organisations; and measuring the impacts and/or
value of major organisations.

The full list of topics by ranked importance is:

agrwNPE

N o

8.

0.

Financial viability and sustainability (including earned income)
Measuring the impacts and/or value of major organisations

Major organisations' relationships with audiences and the general public
Governance & leadership of major organisations

Alternative funding sources and mechanisms such as corporate sponsorship and
philanthropy

Evaluation & reporting of achievements and quality

Developing, managing & reviewing of contractual arrangements between
funders and organisations

Programmatic and artistic freedom

Employment conditions and human resource management

10. Costs of venues and capital expenditures

Respondents were asked to provide up to two additional issues they perceived as
important, or that the mini-summit could address. Additional topics suggested were:

The relationship between major organisations and small-to-medium
organisations (Australia)

Capability development programs (Australia)

Achieving an appropriate balance between funding to established or major arts
organisations, mid-sized and emerging organisations (Canada)

Repertoire and creation of new works (Canada Quebec)

Artistic direction and 'donators (Canada Quebec)

Projects leading to Audiences Development: new audiences’ inclusion, critic
audiences (Colombia)

Capacity to innovate artistic creation and programmatic skills (Colombia)
Participation of companies in international festivals and international
performance possibilities (Cuba)

International exchange possibilities for directors, actors and other creatives,
including relevant international conferences (Cuba)

Promotion of innovation and the diversity of the creativity (France)
Promotion/export in the international market for performing arts (Mexico)
Strategies and mechanisms of promotion and dissemination (Mexico)
Motivation/advocacy for artsto improve national budget allocation (Namibia)
Emerging leadership and demographic changes in audiences (USA)

The role of nurturing and developing talent (Singapore)

The role of developing repertoire and content for the country (Singapore)
Public arts and city rebuilding through arts and culture (South Korea)

Shifts in audience participation and access to the arts via changing technologies
(USA)
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Appendix 1.27: Respondents

Responses to this D’ Art question were received from:
. Guillermo Cortés, Ingtituto Nacional de Cultura, Pert
Nicole Doucet, Conseil des arts et des letters du Quebec, Canada
Mario Garcia Durham, National Endowment for the Arts, USA
Michael Eakin, Arts Council England
Retha Louise Hofmeyr, Ministry of Y outh, National Service, Sport and Culture,
Namibia
Jinsoo Hwang , Arts Council Korea
Georgia lliopoulou, Hellenic Culture Organisation, Greece
Monica Kanarek Mellado, Conaculta, Mexico
Pius Knusel, Pro Helvetia/ The Swiss Arts Council, Switzerland
Jarmo Malkavaara, Arts Council of Finalnd
Elaine Ng, National Arts Council, Singapore
Benoit Paumier, Ministry of Culture and Communications, France
Bérbara Elva Rivero Sanchez, Consegjo Nacional de las Artes Escénicas, Cuba
Clarisa Ruiz Correal, Ministry of Culture, Colombia
Katri Santtila, Department for Culture, Sport and Y outh Policy, Ministry of
Education, Finland
Brent Thawley, Creative New Zealand Toi Aotearoa
Elena Theodoulou — Charalambous, Ministry of Education and Culture, Cyprus
Peter Tyndall, Arts Council of Wales
Kelly Wilhelm, Canada Council for the Arts
Jeremy Winter, Ministry for Culture and Heritage, New Zealand

Thanks to everyone who contributed!
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Appendix 2.27: Definitions

The table below provides the full answersto Question 1(b): If [your arts council or
ministry does differentiate between ‘major’ performing arts companies and other
companies that it supports], what definition does it use?

Approaches to defining ‘major’ organisations by country

Country

Definition

Australia

In Australia, the ‘major performing arts organisations’ have a clear definition semming
from the Major Performing Arts Inquiry Final Report Securing the Future (December
1999), whichis:
‘Recommendation 5.1.1: A company that meets all of the following criteria should be
designated asamajor performing arts company:

be a dance, music, opera or theatre company or a hybrid thereof;

demonstrate the highest artigtic standardsin performances;

show an ongoing commitment to the devel opment of the artform;

demonstrate an ongoing commitment to the development of artists within the

artform;

show evidence of a sizeable and increasing audience base;

have a minimum average annual total income of $1.6 million over the previous

three year time period; and
demonstrate an ongoing ahility to be financially viable, including increasing levels of
financial support from the broader community.’

Canada
(national)

A Key Indtitution : an organisation directed by an artistic director and/or a general
manager selected by a board reflecting local/national/international communities, with
ongoing year-long programming of work of many artists, of national/international
significance. The main programming must make a significant and sustained
contribution to a practice supported by the Canada Council. The organization must
have a sustained commitment to infrastructure, and have a preponderance of private and
earned revenues. Thisdefinition applies to organisationsin al artigtic disciplines. This
definition applied to organizations in al artistic disciplines for the alocation of new
funds in 2006-08 and is not used in the Council’ s ongoing programs.

Canada
(Quebex)

We set up aworking group in 2002-2003 (council of arts and theatres) on the definition,
characteristics and duties of an indtitution. This exercise enabled usto better determine
the global nature of the actions of the large companies and to intervene differently with
part of this group by drawing up contracts of objectives over 4 years, the submission of
the more important financia accounts, and annual meetingswith the directors of these
large companies.

In 2007 we wish to start this work around the symphony orchestras and opera houses.

In 2005 we created a mechanism to watch over organisationsin difficulty due to
patronage, governance problems or chronic deficits and to work with them to find
solutions to those problems.

Colombia

The Ministry of Cultura of Colombia doesn’t have aformal differentiation between
‘major’ performing arts organisations and other companiesit supports. However, the
Ministry gives permanent support to organisations that could be considered like “major”
performing companies as Festival | beroamericano de Teatro (Iberoamerican Theatre
Festival), which develops one of the most important thestre festival's around the world
and has arepresentative support from others official ingtitutions and private
organisations. The Ministry has a so a Programme for private artistic organisations that
have physical infrastructure suitable to present to audience its artistic work and these
from others companies. The criteriato access to the Programme are related directly to
running a physical space and less with the artistic company for itself.
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Approaches to defining ‘major’ organisations by country

Country

Definition

Colombia
contd.

Recently, the Ministry works to generate a permanent tool to eval uate the devel opment
of these organisations and alow, consequently, a classification that helps policy makers
to bridge the programme. It also aims to improve support to artistic creation.

Isimportant to note, the Ministry supports special projects of al kinds of performing
companies such as: nationa tours, local and national festivals and creation and
production projects.

Cuba

The National Council of the Performing Arts, through the Artistic Vice-presidency and
specialistsin the Direction of Artistic Devel opment, oversees al the many performing
arts companies across the country. Specialists make periodic visits to these companies,
which allows us to assess the state of development of them and to rank by the
importance of their artistic results

Finland

In Finland we could call our nationa institutions as "major" performing arts companies.
They are Finnish National Operaand Ballet, Finnish Nationa Gallery.

We also have 56 theatres, 27 orchestras and 137 galleries which are subsidized by the
state due to act for theatres and orchestras and due to act for galleries. | wrote down act
for theatres for an example so Y ou could see what kind of system we have. And almost
all of them too fulfill those criteria

Act for theatres

In Finland all theatres are independent. Only one of them, National Thestre, is
completely subsidized by the State. At the moment 56 theatres are subsidized by the
state due to act for theatres. This meansthat approximately 1/3 of those theatres budget
comes from the State, 1/3 from the municipality and 1/3 from ticket selling. State
funding is based on number of person years. There isa certain amount of person years,
Full-time equivalent (FTE) person years, in a state budget, that ministry can divide for
theatres. At the moment, one person year (FTE) isin a state budget 31 567€ and theatre
will have 37% of that. Y ear 2006 total sum is 33 000 000 €.

So the budget of the theatre is based on the work they do. Theatres do count number of
person years by the following way:

The number of person yearsis given for the calendar year preceding the reporting date,
e.g. the data given in autumn 2006 concern person yearsin 2005.

Average salaries of permanent full-time personnel:

The number of permanent full-time personnel (1) is calculated for each month. The
monthly figures are added up and divided by 12. Unfilled vacancies and unpaid |eaves
of absence are not counted in the number of personnd.

For salary expenditure (2), the salaries of permanent full-time personnel, excluding
social insurance payments, are added up; for theatres and orchestras, salary costs
exclude real estate personnel. The sum isthen divided by the number of permanent
full-time personnel, which yields the average salary of permanent full-time personnel

3).

The number of person yearsin the institution

The indtitution's other salary expenditure, persons hired by freglance contracts, (4) - all
excluding social insurance payments and for theatres and orchestras also excluding real
estate personnel - is divided by the average salary of permanent full-time personnd (3);
theresult figure isthen added to the number of permanent full-time personnd (1). The
figureisrounded off to the nearest number.

Above and beyond theatres subsidized by the State due to act for theatres, we do havein
Finland professional theatres outside of act. We do call them free groups and those are
financed discretionary by the Arts Council of Finland.
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Approaches to defining ‘major’ organisations by country

Country

Definition

Greece

Artistic value, continuity and commitment, number of performances per year, public
attendance, financial perspectives.

Mexico

National Dance, Theatre and Opera Companies; State and University Companies.

Namibia

The major performing arts company is the Nationa Theatre of Namibia which hasthe
mandate from government to promote the performing arts on regional and national
basis. It aso occupies state-owned buildings and uses state assets as required.

Singapore

The NAC Singapore has a grant scheme that supports the mgjor arts companies. Under
this scheme groups are funded on atwo-year basis, maximum cap of funding is 30% of
operating budget. | suppose these are the companies we consider as major. For your
information, we also fund companies on an annua basis, which tend to be the mid-
range type of arts organisations. In addition to this, there are a so two orchestras that
are currently funded by the Minigry; funding level ishigher which is capped at 60%.

Sth Korea

We initiated in 2006 a specia grant program, called “specia grant program for
professional performing arts organisations’ for major professional performing arts
organisation. We categorise it based on the size, credit, history, budget, hired artist.

Switzerland

Pro Helvetia distinguishes magjor performing arts organi sations by a simple physical
element: they own an immobile infrastructure for producing and performing - an
infrastructure they can afford only thanks to generous public funding. All organisations
without such an infrastructure are called independent. The presence of a physical
structure implies arelevant size of the organisation.

Pro Helvetia supports independent performing arts organisations only - for afew
exceptions which concern invitations for major performing arts organisations abroad. If
the product is considered of high quality and specific enough, Pro Helvetia contributes a
percentage to the costs of the guest performance.

From a systematic point of view, major performing art organisations fall into the
responsibility of local (communal) bodies. if they areto weak, the cantonstake over.
and that'sit. superiority in cultural matters belongsto the cantons.

Except for special projects (i.e. tours abroad, as mentioned in the preceding mail, or
projects of nationwide importance), the Swiss confederation does not support major art
organisations. We have a pyramidical system: cities provide most of the support (for all
ingtitutionalized organisations plus the large part of the independent organisations), the
cantons attempt at counterbalancing the cultura life of big and small cities, the
confederation has only very limited competencies.
Y ou can conclude this from the level-specific financial contributionsto cultural
production in Switzerland:
- citiestogether about 900 mio chf p.a
- cantons together about 800 mio chf p.a.
- confederation about 200 mio ch p.a. (the lion's part of this goes into the national
library and the national museum of history).

None of the Swiss thestres or ballet companies or orchestras gets any money from
Berne!

USA

We have no forma designation athough we recognize the distinction and design our
programsto address small, medium and large organisations. Budget is determinant.

Wales

The Arts Council of Wales doesn’t differentiate between ‘ major’

performing arts organisations and other companies it supports. Last October the
Minister for Culture, Welsh Language and Sport announced that he would be taking
over the funding of six national organisations. These six were not selected on any
particular criteria. This proposal was rejected by the Welsh Assembly and consequently
areview has been established to look at the funding of the Artsin Wales (due to be
published in December 2006).
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Appendix 3.27: D’ Art Question

30 August 2006
D’Art 27

Support for Major Performing Arts Organisations:
Issues, policies and trends

From: Australia Council for the Artsand IFACCA

Contact: Christopher Madden, Research Analyst, IFACCA
Email: info@ifacca.org

URL: http://www.0zco.gov.au/boards/major_performing_arts

The Australia Council for the Arts and the International Federation of Arts Councils
and Culture Agencies (IFACCA) will be co-hosting a mini-summit in early 2008 on
issues relating to the support of major performing arts organisations.? In preparation,
we are looking to identify policy issues and to locate key personnel to inform and
focus debate at the mini-summit.

Asafirst step, we are looking to find senior executives in national arts councils and
ministries of culture responsible for the coordination of policies, programs and
initiatives that support major performing arts organisations. Once we have identified
these people, we will ask them to help develop mini-summit background materials
and invite them to take part in the mini-summit. Context about the topic, including
what we mean by ‘major performing arts organisations’, is set out in the ‘ context’
section directly following the questions below.

WHAT TO DO:

* |f you can assist with the questions below, please return your answersto IFACCA at
info@ifacca.org or by fax to +612 9215 9111 by Friday 15 September, 2006.

* |f you have read the section on ‘context’, but require more information, please do
not hesitate to email us.

* |f you think someone else should respond, please forward this query to them.

QUESTIONS

1) Definition of major performing arts organisation

Asdiscussed in the ‘ context’ for this D’ Art (on page 3), there are many ways to approach the
definition of major performing arts organisations. Please answer the following questions:

(a) Does your arts council or ministry differentiate between ‘major’ performing arts
companies and other companies that it supports? ""Yes ""No
(b) If yes, what definition does it use to make this distinction?

2 Mini-summits bring together a small group of managers (10 to 20) from arts councils and ministries of culture over two to three
daysto explore key policy concerns, develop joint initiatives and forge ongoing networks. More information, including reports
from previous mini-summits, is at the IFACCA website: http://wwuw.ifacca.org/ifacca?/en/organi sation/page04 _mini.asp.

10
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2) Contact person
Is there someone in your organisation or department with responsibility for overseeing or
managing the relationships with the major performing arts organisations that your agency
supports? If so, we would like to invite them to provide information and to take part in a
global mini-summit on the issues, policies and trends affecting the support of major
performing arts organisations. Please provide us with the following details on them, or
forward this D’ Art question to them so that they can provide the details themselves:
- Title(Mr, Ms, Dr, Professor, &c.):

First name:

Last name:

Title (eg. job position):

Organisation name;

Country:

Email address:

Phone number (including country code):

3) Palicy issues

To help us identify important topics for the agenda of the mini-summit, and to guide
preparatory research for the mini-summit, we would appreciate the person listed in
question 2 to rank the selected issues in the table below by order of importance.
Further context on theseissuesis provided in the ‘ context’ section over the page.

Importance
Insert numbers 1 to 10, where
Issue 1 is the most important and
10 is least important

Developing, managing and reviewing of contractual arrangements
between funders and organisations

Evaluation and reporting of achievements and quality

Measuring the impacts and/or value of major organisations

Governance and leadership of major organisations

Costs of venues and capital expenditures

Major organisations’ relationships with audiences and the general public

Alternative funding sources and mechanisms such as corporate
sponsorship and philanthropy

Financial viability and sustainability (including earned income)

Employment conditions and human resource management

Programmatic and artistic freedom.

Other issues of importance

Please provide up to two other issues you think are important, or that you think the mini-summit
could address:

11
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CONTEXT

Statistics from the IFACCA Directory indicate that the majority (88 percent) of
national arts support agencies provide financial support to arts and cultural
organisations. Many of these organisations will be ‘major’ or large performing arts
organisations (more on definitions below).

Our definition of *‘major performing arts organisation’
This D’ Art question adopts the term ‘major performing arts' to denote large and
culturally significant performing arts companies. In Australia, the ‘major performing
artsorganisations' have a clear definition stemming from the Major Performing Arts
Inquiry Final Report Securing the Future (December 1999), which is:
‘Recommendation 5.1.1: A company that meets all of the following criteria
should be designated as a major performing arts company:
. be adance, music, opera or theatre company or a hybrid thereof;
. demonstrate the highest artistic standards in performances;
. show an ongoing commitment to the development of the artform;
. demonstrate an ongoing commitment to the development of artists within
the artform;
. show evidence of a sizeable and increasing audience base;
- have a minimum average annual total income of $1.6 million over the
previous three year time period; and
. demonstrate an ongoing ability to be financially viable, including increasing
levels of financial support from the broader community.’

Other terms and definitions may be used in other countries. Comparative companies
might be termed ‘ flagship’, ‘national’ and ‘royal’ performing arts companies. The
significance of major companies might therefore be determined across a number of
characteristics, including:
. Size (of turnover, gaff, sometimes as a proportion of the performing arts

sector),

Significance of activities (national, cultural, artistic)

Quality of products and services (artistic standards and national and

international recognition)

Political, legal or institutional considerations (national, royal, state, municipal

companies)

Range and type of activities undertaken.

Due to their size and significance, the relationship between major performing arts
organisations and governmentsis a special one. In an enquiry in Australiain 1999, for
example, it was estimated that 31 major performing arts companies made ‘a
disproportionate artistic, access and financial contribution to Australian life.” The
enquiry found that, though major companies represented just 17 percent of the total
number of subsidised companies and received 49 percent of the government funding
to the sector, they provided 86 percent of the employment, brought in 79 percent of
the total self-generated income and reached 71 percent of the total paying audience.

Major performing arts organisations are therefore highly visible and key to the

success and sustainability of performing arts sectors in most countries, their health
often being seen as a barometer for the health of the broader performing arts sector.

12
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Their significance has made them subject to much analysis and research. Indeed, it
was an economic analysis of major performing arts organisations, published in 1966
by Williams Baumol and Bowen, that is commonly recoagnlsed asthe founding of the
academic subject known today as ‘ Cultural Economics'.

Despite this attention, there has been little comprehensive international data
comparisons on major performing arts organisations, and nearly no documentation of
the variety of support mechanisms, evaluation requirements, and relationship
management issues that exist between funders and major performing arts
organisations.

Policy issues

Different countries have different approaches to how such companies are funded and
monitored by government: whether they are overseen by a ministry, an arm’s length
agency, or directly by parliament, the type of funding they receive (direct, indirect,
matching), the policy framework and reporting requirements, all differ significantly
from country to country.

Y et, despite these differences, recent reports, analyses and policy reviews indicate that
there are common issues being faced around the world by policymakers and
supporters of major performing arts companies. A selection of these issuesislisted in
the table on page 2. Below isalist of selected resources for further information and
context.

Selected references and resources
Arts Council England, 2006, A statistical survey of regularly funded organisations 2003/04 -
Satistical report 8,
http://www.artscouncil.org.uk/publications/publications for_subject.php?sid=23.
Australia Council for the Arts, Major Performing Arts Board,
http://www.0zco.gov.awboards'/major_performing_arts/
Department of Communications, Information Technology and the Arts, 1999, Securing the
Future - Inquiry into the Major Performing Arts, Commonwealth of Australia,
http://www.dcita.gov.au/ _data/assets/pdf file/10700/Securing_the Future -

Inquiry_into the Major_Performing Arts.pdf.

McCarthy, Brooks, Lowell and Zakaras, 2001, The Performing Artsin a New Era, RAND
Corporation, http://www.rand.org/pubs/monograph_reportsMR1367/
Performing Arts Research Coalition (PARC), USA
http://www.operaamerica.org/about/parc/parc.html
CPANDA, Artsand Cultural Organizations: Overview of Available Data,
http://www.cpanda.org/research-guides/artsorgs.html
Mission, Money, Models, UK,
http://www.missionmodelsmoney.org.uk/render.aspx?sitel D=1& naviDs=712,724,726
Arts Council of Wales, 2004, Pilot Programme for Sustainable Arts Organisations.
Encouraging a climate of supported change and innovation,
http://www.artswal es.org.uk/publicati ons/ Stability%20Pi| 0t%20Programme%20Gui delines.pd
f.
John Holden, 2006, Cultural Value and the Crisis of Legitimacy: Why Culture Needs a
Democratic Mandate, Demos, http://www.demos.co.uk/publications/culturallegitimacy

3 And now with over 250 citations at Google Scholar alone
(http://scholar.google.com/scholar?hl=en& Ir=& cites=4827302254843471576)
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