GIC PLAN
026




PAC Avustralia, and our members,
have a role in creating workplaces,
opportunities and communities that

value, support, and uphold the
rights of Aboriginal and Torres Strait

Islander peoples.

We acknowledge the Traditional
Owners of Country throughout
Australia and recognise their
continuing connection to land,

waters, and community. We pay our
respects to them and their culture;
and to Elders both past and present.



PRESIDENT & EXECUTIVE DIRECTOR
FOREWORD

PAC Australia’s 2023-2026 Strategic Plan presents a clear, proactive agenda after
three largely reactive years, for both the organisation and our members.

At its heart, this plan is optimistic and future-focussed. With the recent delivery of the
Australian Government’s national cultural policy REVIVE, the sector has a framework and
context for our evolution, largely missing from the federal government discourse of the
previous decade. PAC Australia’s members traverse and intersect across the five pillars
outlined in the National Cultural Policy, with tangible pathways to improve presenting
practice and systems, funding and infrastructure, and sector connectivity across each pillar.
This Strategic Plan creates the settings for PAC Australia to advance our members’ priorities
within this new context, across the three tiers of government.

As a small organisation with a responsibility to be a trusted voice, an enabler and a
fearless champion for our members, this plan adopts an “essentialist approach” — that
is, PAC Australia will be focussing on critical and meaningful outcomes, based on a firm,
ambitious and deeply strategic agenda. We will create lasting value and impact by doing
worthwhile things well and by strengthening our connections within the sector to support
and collaborate with those doing the same.

This plan allows the organisation to build on its strengths and successes of recent years
and look to the critical strategic shifts required in the presenting eco-system in the coming
years.

Live performance spaces are anchor institutions in their communities — they are places of
gathering, storytelling, artists and dreaming. PAC Australia is the national voice for these
spaces, as critical nodes in the cultural ecosystem of their communities; as presenters, their
health and capacity to support and create space (physically and strategically) in the market
is critical to the longevity of the entire ecosystem.

PAC Australia has a long history as the trusted voice for performing arts centres and has
been at the forefront of the evolution of this presenting context in Australia. This Strategic
Plan continues to deliver and expand upon this critical remit, to create the conditions for
our membership to thrive, and through them, the entire presenting eco-system.

Criena Gerhke Katherine Connor
President Executive Director

PAC Australia

PAC Australia Strategic Plan 2023-2026



PRESENTING IN AUSTRALIA

The performing arts are presented in venues, festivals

and other spaces for audiences across Australia.

PAC Australia is the national voice for performing
arts presenting.

Presenter enable audiences and communities to access and share diverse stories
that reflect their lives, and the lives of others. They facilitate the exchange
between artists and audiences, and presenting venues are one of the few types
of organisations in the live performance sector that regularly operate at the
intersections of community, subsidised and commercial work.

If artists provide the food (the nourishment),

presenters provide the pot and the heat.

PAC Australia’s Strategic Plan views the act of presenting as the full program of
performing arts activity delivered by presenting organisations, from community
through to professional, venue hire to programmed performances, and other
cultural engagement activity. Further, the ‘business of presenting’ extends beyond
the program — including venue operations, curation, research, marketing,
outreach, and engagement. PAC Australia advocates for, and leads best practice
development, based on this holistic approach to presenting.

Additionally, the role of the producer and presenter in the eco-system can be

both discrete and overlapping; therefore, where this Strategic Plan refers to the
‘presenting eco-system’ we recognise the whole process from creation of a work to
connection with an audience.

PAC Australia’s membership represents organisations operating in both subsidised
and commercial presenting contexts, including performing arts centres, small and
major festivals, producers, artists, alongside other organisations and institutions
who have an interest in the success of the presenting eco-system (e.g. government
agencies, consultants and other affiliates).

Presenting organisations are central to reactivating the performing arts sector
in the post-pandemic world. Not only are they fundamental to the delivery of
performance work, the investment these organisations make in arts programs
stimulate the employment of arts workers across all sizes, scales and artforms
and deliver on the promise of the power of the performing arts for artists and
audiences everywhere.
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VISION, PURPOSE AND VALUES

Vison

Vibrant and connected communities through the shared experience
of the performing arts.

Purpose

Our purpose is to connect and unlock the potential of performing
arts presenters and creators, to transform and expand opportunities
for artists and audiences across Australia.

Values
We are accessible and inclusive, courageous and tenacious, relevant

and transparent, in everything we do.

Firm in our role as advocates for our members, we form our
positions collaboratively.

We listen and act based on these values and engage with those who
share them.
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PRINCIPLES

The principles guiding our Strategic Plan, and the standards to which we hold ourselves accountable, are:

Respect for
First Nations
arts & culture

First Nations people
are the custodians of
their culture, stories,
and knowledge and
their authority must
be acknowledged and
respected.

Accountability

Being accountable
for commitments as
agreed, responsible
for our actions

and decisions, and
being clear about
expectations and
capacity.

Respect

We recognise and value
the unique knowledge,
skills and backgrounds
of our members, and the
broader performing arts
sector. As advocates for
our membership, and

a representative for the
industry, respect is based
on timely communication,
sensitivity, safety,
representation and
delivering what we
promise.

Sustainability &
opportunities to thrive

This relates to the impact

of our decision-making

on the sustainability of

the organisation, the
environment, or the sector.
Sustainability is also directly
connected to a commitment
to wellbeing, connectedness
and security. Further, the
sector can only thrive

when there are equitable
opportunities to do so, and
relies on a commitment

to diversity, access, and
inclusion.

Transparency

Being explicit about
the drivers behind
decision-making, and
who is making those
decisions.

Safety

We are responsible
for considering and
accounting for the
cultural, physical and
psychological safety
of our workplaces and
engagement practices.

These principles also set an expectation of our membership and a framework for their own accountability

through our Members Code of Conduct, the National Touring Charter and other standards set by

PAC Australia.

PAC Australia
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GOALS & ROLES

GOAL 1

CONNECTION

A connected

presenting eco-system.

ROLE

PAC Australia enables and
supports the connection
between art and audience,
creator to presenter,
presenter to presenter,
and the performing arts
sector and (three tiers of)
government.

GOAL 2
BETTERMENT OF
PRACTICE?

An informed &
accountable

presenting eco-system.

ROLE

PAC Australia enables
members to build their
own capacity, and to
build compelling cases for
support and development
through research, advocacy
and training.

We develop standards and

GOAL 3

LEADERSHIP

An evolving &
sustainable
presenting eco-system.

ROLE

PAC Australia’s creates
and enables the conditions
for presenters, artists, and

audiences to thrive.

support the conditions for
their implementation.

GOAL 4

SUSTAINABILITY

An ambitious, strong and sustainable organisation.

2 Betterment, not best practice. Presenters are active organisations representing a wide range of communities,
management models, practice, and scale — notions of best practice become compromised and impossible to achieve
when creating conditions that are ‘one size fits all’. Betterment of practice recognises the evolution of people, conditions,
practice and procedure.
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WHERE WE WANT TO BE:

A CONNECTED SECTOR

BETTERMENT OF PRACTICE

LEADERSHIP

SUSTAINABLE

CORE BUSINESS & OUR MEMBERSHIP

FROM

| WHERE WE WANT TO BE

| GOAL

See also Appendix One: APAX - WHERE WE WANT TO BE

Isolated and/or hyper-localisation of membership

Hyper-local AND nationally connected

Connection

Presenters are perceived as gatekeepers

Presenters are enablers.
Presenters represent their community.

Connection

First Nations work is important

First Nations work is important, prioritised, embedded and first.

Connection
Betterment of Practice

Diversity, equity and inclusion are important

practices.

Diversity, equity and inclusion are important, prioritised, and embedded in all

Connection
Betterment of Practice
Leadership

Presenters present.

eco-system.

for artists in presenting organisations.

Presenters present, produce and enable artists. Fluidity of roles within the

Centrality of the artist — expanding opportunities across a range of platforms

Connection
Betterment of Practice
Leadership

Limited definitions of presenter

Live performance venues and presenters across form and scale.

Connection

Identifiable scale, capacity and priorities of individual presenting organisations

Betterment of Practice

Presenting is learned on the job.

Presenters are recognised as skilled arts administrators.

(Venue-based) presenting is venue management with
programming attached (perception)

Presenting is recognised as a vital and valued part of the creative workforce.

Betterment of Practice

Live performance venues provide hard infrastructure
(perception)

Presenter’s hard and soft infrastructure are hubs for artistic and creative activity. REEE XM el iTeS

own right (acknowledged)

Presenters and live performance venues are valued arts organisations in their

Leadership
(Membership)

Social and cultural outcomes

Social, cultural and economic value

Leadership
(Membership)

Intermediary

Definitive resource and authority

Leadership (PAC)

Responsive/reactive

Data informed and strategic advocacy

Leadership (PAC)

Quiet achiever

Visible and vocal

Leadership (PAC)

Service organisation core output is duplicated and
contributes to resource stretch.

Strategic partnerships

Leadership (PAC)
Sustainable

Project and budget focussed

Strategic and entrepreneurial allocation of resources

Sustainable

Short term, one-off memberships

Long term engagement and partnerships. “Indispensability”

Sustainable

Membership as dominant revenue dependency

Increased and diverse revenue streams

Sustainable

Marginal viability

Sustainability (and above)

Sustainable




Colac Otway Performing Arts & Cultural Centre Civic Hall, International Women's Day Celebrations 2022

STRATEGIC PRIORITIES

PAC Australia’s identified strategic priorities that will deliver catalytic outcomes for
the organisation and our members across this plan are:

1. Work with sector collaborators and government to develop a new model for
touring with multiple entry points and ways of working, that reflects and leads
the evolution of performing arts mobility and presenting.

2. Build capacity, and support staff retention and succession planning within the
membership through a range of training and skills development programs.

3. Achieve long-term financial sustainability for PAC Australia: attain multi-
year funding of our essential services, deliver relevant and well-subscribed
programs, and expand unearned income streams through Deductible Gift
Recipient status.

4. Extend the reach and impact of the Australian Performing Arts Exchange
through the delivery of year-round opportunities with critical in-person
connection points and maintaining those connections through digital
platforms.
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A CONNECTED

GOAL 1: CONNECTION PRESENTING
ECO-SYSTEM

Connection between artists, presenters and audiences are central to delivering the
vision of vibrant and creative communities.

The success of live performance presenting and national market development is
underpinned by meaningful and robust connections, which we regard as living
systems, constantly expanding, and evolving over time.

A truly connected sector also relies on equitable opportunities to connect, and
pro-active commitments to diversity, access, and inclusion to ensure traditionally
underrepresented communities become our engaged partners, and an authenticity
of voices across all activities and programs.

Target / Success Measure:
1. Members are resourced with multiple pathways to connect and understand
each other.

2. The value of connections are reflected in PAC Australia’s membership and
participation in our programs (not the metrics of touring outcomes).

3. Membership to PAC Australia (and PAC Australia’s members themselves)
increasingly reflects the diversity of the performing arts sector and the
communities we represent.

4. APAX first time attendances represent minimum 30% of the delegation each
year®

Strategic Actions
1. Develop a year-round program of content delivery and exchange through in-
person and digital events.

2. Continue to deliver and develop APAX as the pre-eminent national performing
arts market.

3. Deliver the APAX Action Plan, outlining DEI priorities and targets.

Conduct sector call out for PAC Australia panels, advisory groups, peer
reviewers and speaking engagements.

Also refer Appendix One — Where we want to be (APAX).

3 Increase in attendance is a financial imperative, however expanding the reach and opportunity of APAX contributes to a
the goal of a better-connected and evolving presenting eco-system.
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AN INFORMED &
ACCOUNTABLE

GOAL 2: BETTERMENT PRESENTING
OF PRACTICE ECO-SYSTEM

PAC Australia provides the information, resources and structures that enable the
“betterment of practice” of all individuals and organisations in our membership.

Target / Success Measure:

1. Presenting organisations report increased employment of First Nations
programmers and delivery of self-determined First Nations programs.

2. First Nations programming and presentation opportunities have increased
through government support of cultural protocols (as a touring cost, or
otherwise).

3. National Touring Charter is implemented and broadly adopted across the
presenting ecosystem.

4. Demand for the Presenter Training Program results in multiple cohorts each
year (from 2024).

5. Presenter Development Program is established and demand results in multiple
cohorts each year (from 2025).

6. Members report increased internal and external (venue owner/subsidy
provider) understanding of the demands and outputs of presenting
organisations. (Members are empowered to advocate for their own practice
e.g. fo Local Government, as much as we advocate on their behalf).

7. Members and APAX participants report improved processes and outcomes
across the life of a work, from creative development to its final presentation.

8. Measurable improvement on the number of presenting organisations with
access and equity plans and targets.

9. Measurable increase in artist-centered or led projects and programs delivered
in/with presenting organisations.
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AN INFORMED &
ACCOUNTABLE

GOAL 2: BETTERMENT PRESENTING
OF PRACTICE ECO-SYSTEM

Strategic Actions
1. Employ a First Nations Programs Manager to develop a self-determined
framework for First Nations presenting.

2. Collaborate with First Nations stakeholders to develop the case for federal
funding of cultural protocols to be included as a touring cost.

3. Provide essential service priorities to Creative Australia that articulate the gaps
in service delivery across training and skills development.

4. Continue to develop and expand the Presenter Training Program, roll out the
Presenter Development Program and Presenter Leadership Circle.

5. Develop First Nations presenter training streams:
a. First Nations presenters
b. Presenting First Nations work

6. Development of an authoritative guide to presenting and performing arts
centre management models.

7. Development of a non-hierarchical presenter identification system that defines
the minimum standards and outputs of presenting organisations.

8. Deliver multiple channels of online and in-person professional development

throughout the year.

9. Develop Training Strategy to expand professional development offering to
include multiple streams for presenters, tour coordination training and other
priority areas.

10. Undertake research and deliver relevant and valued information about
member activity to members, government, and other sector stakeholders.
a. Continue the bi-annual benchmarking survey.
Collaborate with Creative Australia to introduce short burst attendance
and sales reporting (see also Leadership).
c. Undertake academic and sector-led research partnerships that directly
involve, or benefit, PAC Australia members.

11. Lead and contribute to sector-wide initiatives and, as appropriate, translate
these into practical professional development for members and to inform our
standards of practice.

12. Implementation of the APAX Action Plan to prioritise relevant and diverse
performance experiences and participation (leading by example).
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AN EVOLVING
& SUSTAINABLE

GOAL 3: LEADERSHIP PRESENTING
ECO-SYSTEM

PAC Australia promotes the value and advocates for the needs of people and
organisations working in the field of performing arts presenting. We actively, and
visibly, champion performing arts presenting by our members for audiences and
communities across Australia and beyond.

Target / Success Measure:

1. Progress is achieved on the co-development of a First Nations Touring Code of
Practice / Charter.

2. Federal government delivers a Market Development Strategy including
national, international and First Nations market development.

3. The issues and priorities of performing arts presenting is reflected on the
agenda of the re-formed MCM.

4. Presenting activity is accurately reflected in the triennial State of Australian
Culture report.

5. Delivery of a renewed national funding mechanism for presenting and touring,
reinforced by a sector-led Touring Policy.

6. Establishment of a national office that is responsible and accountable for
touring policy and systems.

Strategic Actions

1. Extend our advisory groups and attached reporting mechanisms to
government.

2. Formalise annual, strategic advocacy priorities with outcomes attached, with
the board’s Policy Working Group.

3. Implement a formal reporting framework with ALGA to articulate the issues,
priorities and current data relating to the presenting eco-system.

4. Formalise a reporting protocol with Creative Australia (Australia Council)
including design of a short-burst reporting mechanism.

5. Develop formalised partnerships with First Nations colleagues to seek funding
and co-develop of a First Nations Touring Code of Practice / Charter.

6. Co-design a renewed national funding mechanism with key partners with
support from three levels of government and their creative agencies.

7. Provide essential service priorities to Creative Australia that articulate the gaps
in service delivery across touring and market development.

8. Continue partnerships with other peak organisations and our state
counterparts to support shared advocacy priorities and promote, or lend voice
to, each other’s work.

PAC Australia Strategic Plan 2023-2026
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AN AMBITIOUS,
STRONG AND

GOAL 4: SUSTAINABILITY SUSTAINABLE
ORGANISATION

PAC Australia needs to be a strong and sustainable organisation to build upon
and maximise the value provided to our members, and the whole presenting
eco-system. Our ambitions for the organisation and our membership are realised
through an “essentialist” approach that enables us to provide internal and
external role-clarity and allows us to drive a clear and identifiable agenda.

PAC Australia will prioritise activities which provide value to members and are
properly resourced.

Target / Success Measure:

1. Multi-year funding is secured for a range of essential services through Delivery
Partner status (Creative Australia).

2. The value of PAC Australia’s services to the sector and members are evident
through a minimum 95% annual membership retention.

3. The value of PAC Australia’s services to the sector and members are evident
through 5% p.a. growth in membership (membership numbers, not revenue).

4. PAC Australia is visible and relied upon as a trusted advocate and source of

information.

5. PAC Australia’s staff report improved capacity to deliver services.

Strategic Actions

1. Implement membership diversification/growth plan to include a broader
definition of presenting and live performance spaces.

2. Transition the organisation’s legal structure from Incorporated Association
to Company Limited by Guarantee. Register with the ACNC and secure DGR
status.

3. Develop a revenue diversification plan including philanthropic support,
delivery partner status, project funding and monetisation of PAC Australia
services.

4. Invest in people, skills and systems to improve capacity and service delivery,
and maintain staff retention rates.

5. Prioritise activities in the Implementation Plan that are resourced or can be
delivered with strategic partners.

6. Formalise ethical frameworks for the management of PAC Australia’s
investment portfolio.
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