The Future of National Touring in Australia
1. Preamble

Why is performing arts touring important?

A creative nation – it is universally acknowledged that the arts have a significant role in encouraging creative thinking and an engagement with    learning.  Through the media of theatre, dance and music we invent new ways to tell our stories and define our culture.

Access and Equity – the distribution of quality performing arts programs to metropolitan, regional and remote communities provides all Australians with equal access to an enriched cultural life.

Job creation – Expanded tour circuits create employment for artists, arts workers and managers.  Ancillary services such as set builders, transport, accommodation, restaurant providers are also beneficiaries of an active performing arts touring sector.

Education – The arts have a significant role in education.  Substantial research including the 1998 US study Champions of Change provides evidence that young people exposed to an arts-rich education show significant improvement in their achievement levels across the curriculum.

In 2007, the Cultural Ministers Council released the National Education and the Arts Statement which acknowledged a growing body of international and Australian research which clearly demonstrates the multiple benefits of an arts-rich education from an early age.  The benefits cited in the statement include, “individual creativity, self-expression, enhanced school-based participation, increased learners’ confidence and motivation, improving school attendance rates, academic outcomes and the wellbeing and life skills of children and young people.” 

Young people throughout Australia should have access to the best live arts programs available.

 







2. Supporting a National Performing Arts Touring Framework

Playing Australia, the National Performing Arts Touring Program, gives all Australians, wherever they live, better access to some of the country’s best performing arts. From ballet to Indigenous dance, jazz to classical music and Shakespeare to bilingual theatre—Playing Australia has assisted the touring of performing arts across Australia since 1992.
(about Playing Australia)

Among the stated aims of the Playing Australia program are :

* to distribute Australia’s performing arts more equitably and assist the Australia-wide delivery of high quality performances;

* to expand audiences for quality, innovative and uniquely Australian productions by increasing the diversity and frequency of performing arts experiences available to Australians;

 * to promote more viable touring circuits …

* to increase opportunities for productions from regional areas to tour across State and Territory boundaries   

There is plenty of evidence to demonstrate that funding for producer touring costs provided through Playing Australia has gone a long way to achieve the aims of the program, but as touring activity grows, so do the costs and complexities associated with the co-ordination and delivery of tours.

A network formed by state-based tour coordinators (referred to as the Blue Heeler Network) provide the primary delivery mechanism for national tours supported by Playing Australia funding.  While their first responsibility is to their own state for intra-state tour development, members of this network collaborate to deliver tours beyond their own borders.

Aside from modest contributions from Playing Australia to the Blue Heeler Network for tour co-ordination (calculated as a weekly tour co-ordination fee), a significant percentage of the costs of national tour co-ordination are being met by each state through their funding of their state’s regional arts organisation that employs a Blue Heeler (this is also true for Arts on Tour NSW)..  Any change (reduction) in state funding policy for these organisations would make national tour co-ordination more vulnerable.

With the responsibility for national tour development distributed among state-based touring co-ordinators, Playing Australia (the Federal Government) has no accountable national tour co-ordination, policy and strategic advisory body to ensure the objectives of the program are being met and are responsive to the needs of an expanding and diverse sector. 


      
3. Background

Touring professional performing arts across Australia – 
setting the scene…..

The professional performing arts touring landscape has changed dramatically over the past 10 years.  From an adhoc, state-based, loosely coordinated system in the mid 1990s, in 2007 we have a stronger, professionally managed set of networks supporting the distribution of performances throughout Australia.  The resulting growth in activity however is now challenging the current model which is that of national cooperation based on goodwill provided by all stakeholders:

Government
Federal: Playing Australia,  The Australia Council for the Arts
State & Territories: state-based funding programs 
Local:  provision of professionally managed performing arts centres

Producers
Major Performing Arts Companies: eg…State Theatre Companies, Bell Shakespeare Co, Sydney Dance Co, Chunky Move, Australian Dance Theatre, Australian Chamber Orchestra etc..
  
Small to Medium Organisations:  Flying Fruit Fly Circus, Force Majeure, Acrobat, Monkey Baa Theatre for Young People, Patch Theatre Co, Back to Back Theatre Co, among others.

Presenters
Professionally-managed performing arts centres primarily supported by local governments. 
Volunteer & community presenters: active in intrastate touring but little participation in national touring.

Touring Networks
The Blue Heeler network* (State-based tour coordinators employed by regional arts organisations who are members of Regional Arts Australia).
Arts on Tour*, NSW
Performing Lines (national production and tour support)
Critical Stages (tour facilitation for the independent theatre sector)
Mobile States (tour facilitation for contemporary performing arts)
Kultour (tour support for multi-cultural performance programs)
  
Peak Bodies
APACA – Australian Performing Arts Centres Association 
INAPAC – Incorporation of NSW & ACT Performing Arts Centres  
VAPAC -  Victorian Assn. of Performing Arts Centres (supports Tasmania)
NARPACA – Northern Australian Regional Performing Arts Centres Assn (servicing Queensland and Northern Territory)  
AMPAG – Australian Major Performing Arts Group
RAA – Regional Arts Australia
Circuitwest – WA Performing Arts Centres
* supported by State Governments

The expanding network …
There are a number of factors contributing to the development of touring activity across the country:

1.  The expansion of the presenter network.  Local governments are continuing to invest significantly in the development of performing arts centres in metropolitan and regional centres.  

APACA membership has increased from 78 in 2003 to 121 in 2007 (more than 50 % increase) with approximately two new centres established each year.

2. State Governments are continuing to invest in cultural infrastructure in the form of new and improved venues in cities, outer-suburbs and regional centres.

3. The Federal Government through the Australia Council for the Arts and State Governments through arts funding agencies is investing in the development of performing arts companies large and small.  The result is a more stable and sophisticated producer sector with greater capacity to deliver diverse performing arts programs across the country.

4. The private sector through sponsorships to performing arts companies and        venues also has a stake in the successes associated with a vigorous performing arts touring industry.

There is an opportunity to capitalize on and add value to these investments through the extension of performance seasons via a well co-ordinated touring framework.  

The beneficiaries
1. Audiences – with the support of peak bodies representing presenters and producers, audience development strategies have improved significantly and the growth in attendances is testament to those efforts.  There is room for improvement however and there remain communities who have minimal access to quality performing arts programs.  Greater co-ordination within tour delivery structures and audience development strategies will provide improved access for those living in outer-metropolitan, regional and remote areas.

2. Artists, arts-workers, travel, freight, accommodation providers will benefit through extended employment opportunities as seasons are expanded.

3. Education - As a consequence of the expanded network and improved access to performing arts programs school students living in regional and remote centres have improved learning opportunities.  English, Drama, Music and Dance syllabuses nationally require students to attend and critique live performance and for many this has been difficult to achieve, putting them at a distinct disadvantage to their city counterparts.  

Most touring companies appreciate the important role they have in education and in addition to performances, many provide comprehensive syllabus-related resource materials, professional development workshops for teachers and performance workshops for students. 

A multi-faceted network
Illustrated by the wide-ranging list of stakeholders (referred to in Background, Clause 3), currently participating in tour development and delivery, the touring landscape is characterised by a complex web of relationships between a number of organisations each representing individual industry sectors.  

An important milestone in a more co-ordinated Australian touring industry was the establishment of the State-based Blue Heeler network in 1995, along with the Long Paddock and Cyber Paddock mechanisms.  Touring activity has strengthened and expanded and a more co-ordinated relationship with Playing Australia, producers and presenters has been established.   

While a substantial part of the touring industry is catered for within the “presenter-driven” model of tour development, assisted by the Blue Heeler Network, there is a portion of national touring activities that are developed through other mechanisms.  These mechanisms operate in tandem to the Blue Heeler Network and address touring activities that cannot be supported within the Blue Heeler Network’s current resources, or require more tailored and detailed co-ordination (due to genre issues, venue circuit needs etc). The following organisations are responsible for the alternative tour development structures. 

* Major Performing Arts companies (in receipt of 3 year in principle Playing Australia funding ) – Bell Shakespeare Co, Circus Oz, Sydney Dance Co, The Australian Ballet’s The Dancers Co and Opera Australia’s Oz Opera.

* Performing Lines – a national organisation, funded by the Australia Council to produce and tour Australian theatre, music and dance performance.

* Critical Stages – a tour facilitation organisation supporting the independent theatre sector, supported by the Australia Council and Arts NSW.

* Mobile States – tour facilitation and funding for the contemporary performing arts sector, supported by the Australia Council.

* Arts on Tour – tour development for NSW presenters and producers, supported by Arts NSW.

* Kultour – national tour development for multi-cultural performance.

* Commercial production companies such as: HIT Productions, Christine Dunstan Productions, Garry Ginivan Productions.  Non-funded producers develop and manage tours for the independent performing arts sector.


Given the complex environment in which the performing arts touring sector operates with three tiers of government, differing economies, geographies and political landscapes, large and small venues and performing arts companies (subsidised and commercial) it is generally agreed that a number of tour delivery mechanisms is required to service a growing and complex performing arts industry.


4. A call for cohesion and accountability

The Australian Performing Arts Centres Association (APACA) identified the need for a more consolidated national touring model at its annual conference in 2004 and this matter has remained a key agenda item since that time.  Consultation with all stakeholders over the past three years has achieved general consensus within all networks that growth over the range of indicators provokes the need for the coordinated development of policy and advocacy to ensure continued growth is managed sustainably for all producers, presenters and tour co-ordination agencies involved in national touring.  Regional Arts Australia has conducted research at the same time that reveals a quadrupling of tours, audiences and economic activity for their four Blue Heeler organisations.  In addition, this research reveals growing complexities in the sophistication of product, the needs of producers to assist them to be tour ready and an unsustainable divergence in tour co-ordination fees these agencies can recoup from successful Playing Australia funded tours and the volume of work now required.  Indeed the absence of central co-ordination, policy analysis and advocacy may jeopardise the continued growth and economies of scale achievable within the performing arts touring sector.  

On 7-8 November, 2007, APACA, Regional Arts Australia and Arts on Tour NSW hosted a two day forum on the future of national touring in Australia.  The aim of the forum was to reach industry wide agreement on an ideal structure for touring of professional performing arts to professionally managed performing arts centres throughout Australia.  Forum participants included representatives from the major stakeholder groups including producers with national touring experience, organisations with national touring program/activities and national and state-based performing arts centre associations.
The key outcome from the forum identified the need to set up a National Touring Organisation and the requirement for provision of support for the Blue Heeler Network to maintain and develop the key mechanisms for tour development, such as Cyber Paddock and Long Paddock. 

The challenge and aim of a new national peak body for the performing arts touring industry is to provide a coherent, collective and representative voice for the sector to government and policy makers on the one hand, and on the other, support a range of established tour development mechanisms.

On a strategic level a national coordinating body would have the capacity to identify the “gaps” in tour delivery ensuring greater regional access and touring efficiencies.

5. Identifying the way forward

A National Touring Organisation  (NTO)
A National Touring  peak body (a company limited by guarantee) attachment A  would be the primary place for benchmarking, resourcing, research and advocacy for a national performing arts touring industry.  It will provide a clear and articulate voice for all stakeholders within the sector.  

National policies will be developed and along with a code of conduct will set new benchmarks and support reliable product delivery and cohesion across industry sectors 

Within this newly resourced sector, producers will be able to develop new work with the confidence that a range of support mechanisms to help them move forward to national touring, is in place.  Tour development agencies, both not-for-profit and commercial, will have a clear set of industry benchmarks that govern their relationships with producers.  The roles and responsibilities of presenters will be clearly articulated and understood.  Audiences, whether metropolitan, suburban, regional or remote, will benefit from a greater range of product on offer and greater access to the diversity that metropolitan audiences take for granted. 

This proposal addresses the current challenges faced by all stakeholders who play a role in delivering tours across state borders.  These include:

*  identifying, benchmarking and enshrining best practice in tour co-ordination, touring delivery and production presentation

*  ensuring proper and sustainable support for all who operate across state borders to deliver national performing arts touring.

Support Existing Delivery Mechanisms
Cyber Paddock and Long Paddock are currently key mechanisms for national   tour development. They have been developed and managed through collaboration between Arts on Tour and the Blue Heeler Network.   All stakeholders identify the need to better resource the management of these mechanisms and the associated tour development processes, complementing the policy, compliance and advocacy role of a National Touring Organisation.

NTO Vision Statement
The National Touring Organisation is Australia’s peak body for the performing arts touring sector and is regarded nationally by Governments and all stakeholders as the industry leader responsible for nurturing a vibrant, coordinated, secure and accountable performing arts touring operation.

The NTO is inclusive and representative and draws on expertise from across the field of performing arts in Australia and internationally.

The NTO is a cohesive and objective voice to Government and key stakeholders providing quality and informed policy advice. 

The NTO is responsible for ensuring that audiences throughout Australia have access to the best and most cost-effective performing arts programs the country offers.

Key Objectives
* To provide leadership for the Australian performing arts touring sector, establishing industry agreements and a Code of Conduct to ensure the highest standards of service delivery are maintained.

* To build on the success of previous practice and programs to deliver national touring of professional performing arts and to respond to the new opportunities this success has created.

* To ensure sustainable, consistent, reliable, and accountable delivery of professional performing arts product across Australia.

* To allow all stakeholders to participate in the development of policies and strategic direction for national touring. 


* To build on and expand the potential for synergy between presenters and producers/artists to improve outcomes for Australian audiences and the industry as a whole.

* To provide objective and effective advocacy on behalf of the industry in respect of national touring and to provide authoritative and representative advice to government to assist in their policy development and funding prioritisation and delivery.
Proposed Structure: An overview
The NTO would provide a cohesive framework in which a diverse network of stakeholders can be properly supported.  It will provide a forum for producers, presenters and touring co-ordinators large and small to participate in sector development, from reviewing and refining instruments such as contracts to influencing government in relation to funding policy.  In turn it will direct information, advice and policy changes from governments to all stakeholders. 

An objective peak body will also provide a secure, central repository for nationally agreed procedures, definitions, benchmarks and standards, statistics and other relevant data required for research and reporting.

The NTO will be structured as a company limited by guarantee.  

It will be managed by a board of 9 comprising 3 members each from Presenters (APACA rep, Metro and regional venues), Producer (AMPAG, small and medium company reps) and Touring coordinators (Blue Heelers/RAA, Performing Lines, Critical Stages).

The Executive Officer reports to the Board

The NTO develops a “Code of Conduct” which it will encourage all those operating in the sector to sign up to.  All parties accepting commonly agreed management practices and benchmarks will ensure any shortcomings in the sector can be quickly resolved.

6. What is needed now?

* Within this framework suggested for national touring, the Minister approves a submission from Regional Arts Australia for support of the tour co-ordination services provided by the Blue Heeler network.

* The Minister notes this proposal for the establishment of a National Touring Organisation and agrees to meet with the working party early in 2008 to receive an extensive paper outlining strategy, operational parameters and full costings.



7. Timeline

	DATE
	ACTION
	WHO

	2007

December
	Submit policy overview to   Minister


	Steering committee

	2008

February
	Submit detailed proposal for NTO establishment & funding 


	Steering committee

	May
	Establish company, recruit board and EO  


	Steering committee

	November


	Interim report


	EO - NTO

	2009

May
	Review/report on year 1 operation

Prepare and submit triennial funding proposal


	EO - NTO
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