
Subtitle

Transforming Arts organisations Worldwide

The Compelling Employment Offer 

August 2024



| ADVISORY BOARD FOR THE ARTS – Confidential for ABA members only 2

Almost 500 respondents from 64 organisations
N=472 staff

Adelaide Festival Centre

Albury Entertainment Centre

ARTRAGE

Arts & Culture Trust

Arts Margaret River

Auspicious Arts Projects

Australian Chamber Orchestra

Australian Dance Theatre

Bangarra Dance Theatre

Barking Gecko Theatre

Belco Arts

Belvoir Street Theatre

Black Swan State Theatre Company

Branch Nebula

Brisbane Festival

Bunbury Regional Entertainment Centre

Canberra Symphony Orchestra

Canberra Theatre Centre

CircuitWest

Co3 Contemporary Dance

Darwin Entertainment Centre

Dubbo Regional Theatre and Convention 
Centre

Empire Theatre
Ensemble Theatre
Entertainment Venues Tamworth
Gladstone Entertainment & Convention 
Centre

Glasshouse Port Macquarie

Glen Street Theatre

Griffith Regional Theatre

HOTA - Home of the Arts

Ipswich Civic Centre

Kalamunda Performing Arts Centre and 
Gallery

Melbourne Fringe

Melbourne Recital Centre

Merrigong Theatre Company

Metro Arts

Millmaine

Moora Performing Arts Centre

Musica Viva Australia

Penrith Performing & Visual Arts

Performing Lines

Perth Institute of Contemporary Arts

Pinchgut Opera

Queens Park Theatre

Queensland Symphony Orchestra
Queensland Theatre
Riverside Theatres Parramatta

Seymour Centre

Spare Parts Puppet Theatre

Sydney Dance Company

Sydney Fringe

Sydney Opera House

The Cube Wodonga

The Events Centre Caloundra

The Pavilion Performing Arts Centre 
Sutherland

Theatre Royal Sydney

Tuggeranong Arts Centre

Vitalstatistix

Wagga Wagga Civic Theatre

West Australian Opera

69%

22%

9%

Inner metropolitan/capital
city

Regional or remote

Outer metropolitan

38%

16%
15%

9%

9%

14%

Performing Arts
Centre/Presenting Institution

Theatre

Orchestra/Symphony/Chamb
er/Opera

Multi Artform

Dance

Museum/Gallery, Festival, &
Other

By location

By genre
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“The ‘The show 
must go on’ 
mentality is dead. 
Our budgets in the 
arts are predicated 
on people willing to 
throw themselves 
into this work and 
don’t mind being 
underpaid, and 
that’s not working 
anymore.”

What Got Us Here Won’t Get Us There

“In my short time here, I’ve noticed what 
I initially referred to as an inordinate 
level of love for our mission and the 
experiences we offer. I’ve also 
recognized that the love for our 
institution is increasingly secondary to 
the love for self-care and family. As such, 
we are being a lot more intentional about 
looking inwardly and putting practices in 
place for our employees to have their 
personal needs better coexist with the 
needs of the institution.”

Quotes from global interviews

“There’s a real sense, that in 
some cases, [arts organisations] 
have ‘weaponized the mission’ to 
keep us working at full tilt. “You 
can’t work tonight? What about
the children?”

“Staff are starting to draw lines 
about what they’re willing to do 
in a way that’s much more 
protective of their lives outside of 
work.”
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Attributes for the Survey

Organisational
1. Artistic reputation: the extent to which the organisation and leadership 

are known as highest-calibre or innovative artists
2. Organisational commitment to DEI: the extent to which the organisation 

is committed to improving diversity, equity, inclusion, and accessibility
3. Organisational communication: the extent to which the organisation 

communicates priorities and activities, and encourages input in major 
decisions

4. Organisational diversity: the extent to which the organisation’s staff are 
diverse in demographics and background

5. Organisational recognition: the extent to which performance is regularly 
recognized inside the organisation

6. Values-led culture: the extent to which the organisation has core values 
they abide by and these values are supported by staff and leadership 
actions

Job
1. Ability to work from home: number of days per week (if any) that you can 

work from home or outside the office
2. Job clarity and accountability for outcomes: the extent to which the job 

description or job responsibilities are clear and staff are held accountable
3. Job schedule flexibility & hours: the total number of hours, predictability 

of schedule or ability to adjust work hours
4. Job security: the extent to which the job is likely to endure and provide a 

reliable income

Job, continued:
1. Manager quality: the skills and coaching of your manager
2. Opportunity to manage others: ability to delegate tasks and support the 

career development of others as part of your job responsibilities 
3. Room for growth: the opportunity to take on additional responsibilities in 

this organisation and increase skills and/or salary

Benefits
1. Caregiving leave: the extent to which the company goes beyond legally-

required parental and family caregiving leave
2. Onsite benefits: Access to fitness centres, coffee/snacks, or free event 

tickets or memberships
3. Office environment: the extent to which the office environment is 

spacious or offers privacy
4. Professional development: the extent to which training, conferences, and 

other development activities are provided or paid for
5. Workplace investment in technology: the extent to which the organisation 

provides technology to make your job easier

Critical Comparison Point
Base Salary: Total annual compensation provided by the job
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Attribute/Feature Job Offer #1 Job Offer #2

Base Pay 20% increase in pay No increase in pay

Health Benefits Company offers no benefits Company offers full benefits

Manager Quality Work for an average manager Work for “best” manager

Work Challenge Less challenging work Same challenge as now

Vacation Two weeks per year Four weeks per year

Work from Home 2-3 days per week No work from home

Attribute/Feature Job Offer #1 Job Offer #2

Base Pay 20% increase in pay No increase in pay

Health Benefits Company offers no benefits Company offers full benefits

Manager Quality Work for an average manager Work for “best” manager

Work Challenge Less challenging work Same challenge as now

Vacation Two weeks per year Four weeks per year

Work from Home 2-3 days per week No work from home

Attribute/Feature Job Offer #1 Job Offer #2

Base Pay 20% increase in pay No increase in pay

Health Benefits Company offers no benefits Company offers full benefits

Manager Quality Work for an average manager Work for “best” manager

Work Challenge Less challenging work Same challenge as now

Vacation Two weeks per year Four weeks per year

Work from Home 2-3 days per week No work from home

Forcing Choices Gives a Window into Staff Preferences 

Example of Conjoint Analysis Applied to the Job Offer

Attribute/Feature Job Offer #1 Job Offer #2

Base Pay 10% increase in pay No increase in pay

Org recognition Contributions are valued Contributions go unnoticed

Manager Quality Work for an average manager Work for “best” manager

Org DEI effort Mostly performative True commitment

Artistic Reputation Known for artistic quality Known for artistic innovation

Work from Home 1-2 days per week No work from home

For several ‘rounds,’ 
employees choose 
between 3 job offers 
to reveal most 
valued elements in a 
job offer.

Conjoint 
Analysis 
Outputs

Importance Scores

How important are changes 
in base pay compared to 
organisation recognition?

Utility Scores

How much more (or less) utility does an individual 
receive from an offer 10% above market 
compensation versus a market-level offer?
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Key Takeaways

1. Start investing in manager quality to retain staff: working for a good manager matters a lot to 
people.

2. Don’t over-invest in workplace technology, organisational recognition or providing 
opportunities to manager others: these are not as important to most staff as you might think. 

3. Don’t use your own opinions as managers to gauge what young people value: there are 
significant differences in outlook and satisfaction between Gen Z and everyone else.

4. Continue to develop the culture of the organisation but don't think that being mission-driven 
is going to be entirely enough.
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Pay is single the most important attribute for staff

N=472

Base salary was the most important of the 
19 attributes in terms of importance to 
administrative staff, across all 
demographics and segmentations.

However, there is a lot that matters 
besides base salary– and which collectively 
matters more than twice as much as pay.

#1: Base Salary

All other 
Attributes

69%

Base Salary
31%
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After pay, manager quality, culture and job security are the most 
important attributes

N=472

Importance Scores

7.82%
7.38%

6.24% 6.09% 6.01%

1.99% 1.96% 1.88%

0.92%
0.40%

Manager quality Values-led
culture

Job security Office
environment

Artistic
reputation

OrgDEIA Workplace
investment in

technology

Organisational
recognition

Organisational
diversity

Opportunity to
manage others

5 Most Important Attributes 5 Least Important Attributes

Org 
commitm

ent to 
DEI&A
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Simulation: Artistic Reputation

Simulation: Sacrificing 
Artistic Reputation for Pay

organisation with no 
artistic reputation but 

10% more pay

organisation with 
high artistic 
reputation

A B A B

49% of staff will stay for the high artistic 
reputation over a 10% salary increase elsewhere 

with no artistic reputation

Share of First Choice

No artistic 
reputation 
+ 10% pay 
increase

51%

High 
artistic 
reputation

49%
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Simulation: Office Environment

Simulation: Sacrificing Office 
Environment for Pay

organisation with bad 
office environment 

and no onsite 
benefits but 10% 

more pay

organisation with 
great office 

environment and 
great onsite 

benefits

A B A

51% of staff will stay for the great office 
environment over a 10% salary increase 

elsewhere with a bad office environment

Share of First Choice

Low 
manager 
quality + 
10% pay 
increase

59%

Bad Office 
Environment 
+ 10% pay 
increase
49%

Great Office 
Environment
51%

A B
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Simulation: Values-Led

Simulation: Sacrificing 
Values-Led Culture for Pay

organisation with 
poor values but 10% 

more pay

organisation with 
great values

A B A B

59% of staff will stay for the great values over a 
10% salary increase elsewhere with poor values

Share of First Choice

Poor values
+ 10% pay 
increase

41%

Values-led 
organisation

59%
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Simulation: Management

Simulation: Sacrificing 
Management for Pay

organisation with bad 
manager quality, no 

professional 
development, poor 
job clarity and bad  

communications, but 
10% more pay

organisation with 
“great” on all of 

these

A B

79% of staff will stay for the great management 
over a 10% salary increase elsewhere with bad 

management

Share of First Choice

Bad
Management 
+ 10% pay 
increase
21%

Great
Management
79%

A B
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Implications for where we might focus

Where we may not need to 

invest as much to attract and 

retain staff

1) Workplace technology

2) Organisational recognition 

3) Opportunities to manage 

others

Where we need to start 

investing

1) Manager quality

2) Workplace culture

3) Office environment
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The overall satisfaction of employees with their job is good… 
… but not spectacular

25% 38% 37%

NPS
+12

How likely are you to recommend your current organisation as a place to work?

N=413

Detractors
(1-6)

Passives
(7-8)

Promoters
(9-10)

NPS is a widely accepted 
measure of customer 
satisfaction.

It is calculated by taking 
the percent of ‘Promoters’ 
(people who give a 9 or 10) 
and subtracting the 
percent of ‘Detractors’ 
(people who give a score of 
1-6)For employee NPS (also known as eNPS), a score…

… between 10 and 30 is good

… above 30 is excellent
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Staff seem fairly– but not deeply– connected to their organisations

I intend to stay with my current organisation as long as possible

My organisation motivates me to go beyond what I would in a similar role elsewhere

I feel confident that I can balance the demands of my job with my personal life

My institution succeeds at staying culturally relevant

55%

49%

59%

62%

6% 12% 15% 29% 26%

4% 11% 23% 31% 18%

7% 13% 9% 31% 28%

3% 8% 16% 36% 26%

Strongly disagree Somewhat  disagree Neither agree nor disagree Somewhat agree Strongly agree

% who 
Somewhat or 
Strongly Agree
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Staff appears values- and team- driven but are not defined by their 
work and are not risk takers

75%

54%

46%

24%

23%

15%

0% 10% 20% 30% 40% 50% 60% 70% 80%

For me, making a positive change is important

I believe work is a team effort

I like to be in control of my work

I care about appearing successful

Work defines me

I am a risk taker

% of respondents agreeing or strongly agreeing
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Attitudes towards risk appear to be quite similar across different 
types of organisations…

Risk-Taking
1=“I am a risk taker,” 7=“I am NOT a risk taker”

3.91 3.82 3.81
3.99 3.87

Turnover
4.91

3.91
3.70

3.89 3.94
3.60

Commercial
Company
Limited by
Guarantee

Company
Limited by

Guarantee &
Pty Ltd

Incorporated
Association

Local
Government

State Trusts &
Corporations

University

Ownership

3.92 3.84 3.88

Federal State Local

Funding
Turnover Ownership Funding
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… including genre
Risk-Taking

1=“I am a risk taker,” 7=“I am NOT a risk taker”

4.22 
3.97 3.94 3.89 

3.67 
3.42 

Theatre Orchestra/ 
Symphony/ 

Chamber/ Opera

Dance Multi 
Artform

Performing 
Arts Centre/ 

Presenter

Museum/ 
Festival
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Similar themes emerged in answer to the free-response question 
about how to make jobs more attractive

1. Workplace Culture and Employee Well-Being (30%):  Suggestions include creating a positive work environment, 
fostering inclusivity, addressing mental health issues, and avoiding a blame-based culture.

2. Clear Communication and Strategic Alignment (20%):  Responses emphasise the importance of clear 
communication as well as better onboarding, clear role definitions, and transparent communication from 
management.

3. Compensation and Benefits (20%): There are multiple mentions of increasing pay, ensuring fair compensation 
across roles, offering benefits, and recognizing employee contributions with tangible rewards.

4. Flexibility and Work-Life Balance (15%): Suggestions include offering remote work options, creating flexible 
work policies, and ensuring a balance between work and personal life, especially during peak periods.

5. Professional Development and Growth Opportunities (10%): The need for professional development 
opportunities, training, and career advancement is highlighted as a way to retain and attract employees.

6. Diversity and Inclusion (5%): There's a call to diversify the workforce, include different perspectives, but also 
some mention of avoiding hiring based solely on diversity quotas.

Note: AI analysis of 330 responses in answer to question about how to make jobs more attractive (estimated frequency shown in parentheses)



| ADVISORY BOARD FOR THE ARTS – Confidential for ABA members only 23

Today’s Presentation

01
Context and 
Methodology 02

Overall 
findings 03

Employee 
Satisfaction 04

Key Subgroup
Differences 05

Wrap-up



| ADVISORY BOARD FOR THE ARTS – Confidential for ABA members only 24

We Examined the Data Through Eight Lenses

Generation Role Identity

RegionOwnership Structure Funding Model Turnover

Genre
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Where we expected differences… but there were few

Genre: Festivals and PACs/presenters value artistic reputation slightly less.

Ownership Structure: Employees at Commercial Companies Limited by Guarantee 
value the ability to work from home very highly and are by far the most satisfied; 
employees at State Trusts and Corporations are the least satisfied.

Funding Model: Employees at Local Government-funded organisations value artistic 
reputation less than those at State and Federally funded organisations, but are 
significantly more satisfied with their jobs.

Budget Size: Employees at smaller organisations are more concerned about job 
security; employees at the largest organisations are the least satisfied.
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0

1

2

3

4

5

6

7

8

9

10

Office environment Manager quality Values-led culture Organisational
communication

Room for growth Job security Job schedule
flexibility & hours

DEI Professional
development

Onsite benefits Ability to work
from home

Artistic reputation

Gen Z (under 25 y/o) - 45 respondents Millennials (26-41 y/o) - 184 respondents Gen X (42-57 y/o) - 148 respondents Baby Boomers (58-76 y/o) - 44 respondents

However, there are significant differences in what is important to Gen Z

Importance Scores by Generation

Generation
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Older staff members are significantly more satisfied than Gen Z

+26

+18

+10

-13

NPS by Generation

40%

24%

24%

18%

33%

42%

35%

38%

27%

34%

41%

44%

Gen Z

Millennials

Gen X

Baby Boomers

Detractors (0-6) Passives (7-8) Promotors (9-10)

Generation
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Gen Z are less likely to want to make a career at their current 
organisation

Opinions of Work by Generation
(1=strongly disagree, 5=strongly agree)

2.18

2.58 2.58
2.712.63 2.55 2.62

2.812.68
2.44

2.69
2.85

3.26

2.82
3.12 3.15

I intend to stay with my current
organisation as long as possible

My organisation motivates me to go
beyond what I would in a similar role

elsewhere

I feel confident that I can balance the
demands of my job with my personal life

My institution suceeds at staying
culturally relevant

Gen Z Millennials Gen X Baby Boomers

Generation
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What managers think is important is not necessarily what their 
team members think is important

3.83

4.63

3.63

4.30

6.07

6.54

6.08

4.68

7.87

6.42

3.07

3.70

4.22

4.55

4.63

5.05

6.23

7.88

8.04

8.65

Ability to work from home

Organisational communication

Room for growth

Professional development

Job schedule flexibility &
hours

Office environment

Job security

Artistic reputation

Manager quality

Values-led culture

Manager, Head of
Department, or Executive

Team Member or
Individual Contributor

In assessing this data:

• A difference of 1.0 
is significant

• A difference of 2.0 
is very significant

Role
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Managers are more satisfied with their role than their team members

+3

+23

NPS by Role

19%

30%

39%

38%

42%

32%

Manager, Head of Department, or Executive

Team Member or Individual Contributor

Detractors (0-6) Passives (7-8) Promotors (9-10)

Role
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0

1

2

3

4

5

6

7

8

9

Manager quality Job schedule
flexibility & hours

Values-led culture Job security Ability to work from
home

Artistic reputation Commitment to DEI Organisational
communication

Organisational
DEI&A

Job clarity and
accountability for

outcomes

Organisational
recognition

Workplace
investment in

technology

Importance by Identity

Identifies with one or more of the Marginalised Communities "None of the Above"

People from marginalised groups care more about DEI-- and more about 
job flexibility and the ability to work from home 

Identity

Q: Do you identify as any of the following? (select all that apply)
- First Nations/Indigenous (9 respondents)
- Culturally and Linguistically Diverse (36 respondents)
- d/Deaf or Disabled (17 respondents)
- None of the Above (348 respondents)

While every single marginalised community is different, the 
sample size of each of the three marginalised communities 
was too small to draw conclusions for each. Grouping them 
together as “Marginalised Communities” for this analysis (15% 
of the respondents) can help us think about additional areas to 
invest in to attract and retain them.   
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Staff at outer metropolitan organisations care a lot more about job security; 
those in regional or remote organisations care a lot more about job clarity

Importance Scores by Region

Region

0

1

2

3

4

5

6

7

8

9

Manager quality Values-led culture Artistic reputation Job security Job schedule
flexibility &amp;

hours

Organisational
communication

Ability to work
from home

Job clarity and
accountability for

outcomes

Onsite benefits

Regional or remote Outer metropolitan Inner metropolitan/capital city
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Staff at regional institutions appear happier and more committed to 
their organisations than their metropolitan counterparts

Region

21%

19%

27%

35%

53%

38%

45%

28%

35%

Regional or remote

Outer metropolitan

Inner metropolitan/capital city

Detractors (0-6) Passives (7-8) Promotors (9-10)

+8

+8

+24

NPS by Region Opinions of Work by Region

2.99

2.61
2.87

2.50 2.53 2.582.55 2.51
2.63

Regional or remote Outer metropolitan

Inner metropolitan/capital city
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Newest Members to join ABA

Canada USA Australia UK

UK Ireland Switzerland
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Five Questions to Ask Your Staff

1. What do you value about working here?

2. How would you describe the culture of the organisation?

3. What would make you (even) happier on the job?

4. What would help you be (even more) successful as a 
manager? 

5. What values should we emphasise about our organisation 
when we are trying to recruit new employees?



For more information about this research or about joining ABA’s 

growing global network, contact:

Nico Daswani

Executive Director, Business Development

nico.daswani@advisoryarts.com

www.advisoryarts.com

mailto:nico.daswani@advisoryarts.com
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