
ArtReach March 2004

14

REGIONAL ARTS NSW IS A VERY STRANGE ORGANISATION. 
To start with, we’re not entirely sure if it’s one organisation  
or many. We have thirteen Regional Arts Boards (RABs) running 
arts programs across the state, each employing a Regional Arts
Development Officer (RADO) and, in many cases, project staff. 
Then there’s the Regional Arts NSW Board, which is made up 
of representatives from each of those Boards, and the Regional 
Arts NSW Secretariat. Where, you might ask, does ‘Regional 
Arts NSW’ begin and end?  

The fact is, the Regional Arts NSW

Secretariat is a separate entity from the

Regional Arts Boards and their RADOs,

but there are many ways in which we 

are all part of the same ‘organisation’. 

One way of thinking about us is as 

a decentralised organisation made 

up of diverse components, each 

with their own distinctive needs and

characteristics. But we are also a group

which must at times speak with a

singular voice, a network which needs

some coordinated, state-wide activity,

and an association which requires

effective representation as a whole.  

Last year Regional Arts NSW held

strategic planning workshops. 

Together the Board, Secretariat and

RADOs outlined a new mission

statement, re-examined our underlying

values and identified some strategic

priorities for the ‘organisation’ as a

whole for the coming three years. 

One of the things that became clear

during this process was the need to

clarify — and make more effective —

the relationships between the Regional

Arts Boards and RADOs and Regional Arts NSW (Board and 

Secretariat).  For us to achieve our shared mission requires us to

think of ourselves more as a team — a dispersed, state-wide team,

but a team nonetheless, which can only be effective if it finds

ways to cooperate and work together on shared goals. 

How, then, to achieve this greater cohesion across Regional Arts

NSW the ‘organisation’ when we have such diverse elements,

and such a decentralised structure? Each RAB has its own tailored

approach to servicing its region’s arts and cultural needs. Each has

its own constitution and strategic plan. 

The RADOs, who work ‘on the ground’ to deliver those programs,

form a discrete collegiate of professional arts workers, collaborating

and support each other in their work. In some ways, they work as

a group, but their formal input into state-wide policy is through

their individual Board’s representative on the RANSW Board. 

RANSW is there to provide services that

support the Boards and RADOs in their

development and work, as well as addressing

unique relevant issues at a state level, but 

it was felt at the meetings last year that 

there is a need for more engagement with,

and a stronger sense of ‘identification’ 

with RANSW by the RABs and RADOs. 

One idea that came out of the strategic

planning process was to consider Regional

Arts NSW as a professional association for

this ‘many organisations in one’. The beauty

of this idea is that it retains the autonomy 

of the RABs and honours the collegiate

nature of the RADO network but effectively

captures the group’s shared needs and

objectives. It also brings an important

additional element to the network through

the state-wide perspective it offers, a kind 

of ‘gestalt’ benefit, delivering a sum which 

is greater than its parts.  

The professional association has the

advantage of resisting hierarchical

conceptualisations of the organisation, 

with the grass-roots ‘down t/here’ and the

State Office ‘up t/here’.  Everyone is equal.  

Professional associations represent the needs of their constituents,

provide a range of services for them and operate responsively 

to their requirements. 

It’s an excellent framework for Regional Arts NSW as service

provider and advocate for the RABs and RADOs, assisting them 

to achieve their goals and aspirations and effectively representing

their interests at State and Federal levels.

Finding the voice of many in one
Regional Arts NSW — decentralisation at work

by RACHAEL VINCENT

The professional
association model
has the advantage of
resisting hierarchical
conceptualisations
of the organisation,
with the grass–roots
‘down here’ and 
the State office 
‘up there.’ 

Everyone is equal.

‘

’

/cont’d ...
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The Regional Arts NSW Strategic Plan
Our mission

To foster and enhance the capacity of regional communities for sustainable, self-determined
cultural development, by providing advocacy, programs and services in response to identified
needs, in collaboration with individuals, community organisations, government and other
agencies at the local, regional, state and federal levels.

Self-determination
The rights of Regional Arts Boards to determine and self-direct their own cultural development.

Sustainability 
A commitment to developing the capacity of Regional Arts Boards for sustainable self-development

Access 
Equity of access to community cultural development opportunities and resources for Regional 
Arts Boards. 

Diversity 
Recognition of and support for community diversity that distinguishes the varying needs of different
groups of people. 

Recognition 
Recognition and support for linguistic diversity and, in particular, Indigenous cultural practices.

Our values

Building capacity
To build the capacity of Regional Arts Boards to lead local cultural development. 

Promotion 
To expand awareness and raise the profile of Regional Arts NSW and its activities and to promote
regional arts and cultural events and activities at state and national levels.

Advocacy 
To increase the resources, knowledge, credibility and influence of the Regional Arts NSW network.

Communication
To enhance our internal and external relationships; to share our vision and language and to gather 
and share knowledge.

Support 
To support Regional Arts Boards and Regional Arts Development Officers to achieve the Regional Arts
NSW mission; to enhance the cost effectiveness and efficiency of Regional Arts Boards through the
provision of services appropriate to their developing and changing needs;  and to maximise product
delivery through the provision of administrative suppport.

Our strategic priorities 2004 — 2007
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Regional Arts NSW (RANSW) is a Company Limited by Guarantee with a Memorandum of Association outlining 
the Objects of the Company and Articles of Association outlining membership, Board structure and meeting
requirements. To clarify the roles and relationships within Regional Arts NSW and to facilitate the operation 
of the organisation along the lines of a professional association, amendments have been made to the
Constitution, to be adopted in May. Under the new Constitution:

Members
The Members are the Board and the ‘life members’ (appointments made by the Arts Council of NSW) 

Board
The Board is made up of one representative from each Regional Arts Board plus up to 5 co-opted members 
to fulfil the need for the representation of organisation alliances (such as CCD NSW, currently represented);
Indigenous representation; the co-opting of financial and/or other specialist skills. 

Executive (new)
Provision has been made for an Executive comprised of at least 3 members (Chair, Deputy Chair and Treasurer) 
to transact urgent business matters and implement Board policy. Reports back to the Board. 

Committees (new)
Provision has also been made for the appointment by the Executive of Committees, as required, 
from the Members and elsewhere, to research policy issues and report back to the Executive.

Meetings
A minimum of 3 Board meetings per annum including the Annual General Meeting, with at least two of these
being face-to-face meetings. The quorum has been changed from 50% to 30% of the total Board to enable formal
decision making amongst a geographically dispersed Board at short notice if required.

Objects of the Company  
Changes to the wording of the Objects ensure it is consistent with strategic directions and accurately describes
Regional Arts NSW and its membership’s responsibilities and reciprocal obligations. 

Changes to the Regional Arts NSW Constitution

Regional meetings — Board Rep, Regional Arts Board (RAB) Chair + RADO — x 4
To canvass Regional Arts Board members and others for policy issues and positions to bring to policy
incubators(joint meetings, see below).  In the regions.

Executive meetings — Executive — as required
To meet governance requirements and implement Board policy. 

Association network meetings — RADOs + Secretariat — x 4 
To conduct RADO business, input into policy development and focus on operational issues. 

Joint meetings (policy incubators) — Board, Secretariat, RADOs — x 2 
To develop policy and, prior to the Annual General Meeting, to review policy put forward, to make
recommendations prior to Board adoption of new policy.

Board Meetings  — Board + CEO — x 3
Two standard Board meetings + an Annual General Meeting to adopt policy, elect the Board and elect the
Executive Committee. 

Association Congress — Board, RAB Directors, Secretariat, RADOs + invited guests — x 1
(Concurrent with AGM) To present, discuss, debate and make recommendation on policy before the Board.
Presentations and workshops on issues of interest and need for the network. 

Annual Meetings — A proposed schedule
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(continued from page 14) 

Importantly, the professional association model also introduces

greater reciprocity into the organisation, placing a strong

emphasis on the responsibility of its constituents to participate 

in the creation of policy and strategic direction. 

For that to happen, of course, the organisation must provide

effective processes that allow that contribution to be made. It is

vital for Regional Arts NSW as a whole that the RABs’ and RADOs’

needs be addressed and accommodated in policy development

and that their issues be on the agenda.  It’s challenging, given the

diversity and size of the organisation, the significant financial

limitations and geographical constraints it faces, the workloads

of its employees and the voluntary nature of its Directorships …

but it’s certainly not impossible. 

We started that process with the strategic planning workshops 

last year, with the result that the Regional Arts NSW Mission

Statement and 2004-2007 Strategic Plan both reflect the

priorities of the entire network. 

We continued the process by renewing and updating the 

RANSW Board structure and organisational meeting requirements

with some amendments to the Constitution (see opposite page). 

There are some details to attend to — there is work to be done to

address how the Regional Arts Boards can reciprocally reflect the

new organisational model in their own strategic plans, and

standard procedures are to be implemented for RABs and RADOs

to nominate agenda items for the RANSW Board Meetings — but

improved methods for input into RANSW policy are in place. 

Twice a year the RANSW Board, staff and RADOs will get 

together for joint meetings – ‘policy incubators’ – and these 

will be preceded by meetings of each region’s RANSW Board

representative, RAB Chair and RADO to canvas issues for input

into those meetings. This is a way of casting the net, so that the

priorities and concerns that the RABs bring to Regional Arts NSW

can truly reflect the interests of their respective constituent

groups, just as the issues the Regional Arts NSW takes to State and

Federal Governments can be said to truly reflect regional interests.  

As Victoria Keighery, CEO of Regional Arts NSW said, “Regional

determinism is not rhetoric, it’s about operative policies and

procedures. And that means taking control and taking

responsibility.”

The new structure gets its first trial run in the next few weeks

when there will be an Association network meeting (RADOs +

Secretariat), a Joint Meeting (policy incubator — Board, Secretariat

+ RADOs) and a general Board Meeting on Friday 30th April. 

That day the first of the new RANSW policies will be presented

and discussed by the entire Association. These include policies

regarding the values and the strategic objectives/priorities

outlined in the Strategic Plan as well as policies regarding network

relationships — amongst RANSW, RABs and RADOs — and strategic

alliances with other organisations. 

There will also be a range of internal policies to be adopted

including the Regional Arts NSW Funding Guidelines and Risk

Management Plan and policies on employment, occupational

health and safety, financial management. 

This will be followed by the Regional Arts NSW AGM and Annual

Association Congress — all 150 Regional Arts Board Directors, 

13 RADOs and 7 RANSW staff  invited to attend — on Saturday 

1 May at which the new constitution, 2004-2007 Strategic Plan 

and new policies will be presented and adopted. There will also

be presentations on Public Liability insurance and philanthropy 

opportunities by invited speakers as well as workshops 

on governance and risk management. 

We have come a long way since the Arts Council of NSW 

was established by Dorothy Helmrich in 1946, when the

organisation was effectively a centralised touring agency, 

led by individuals who prided themselves on knowing best 

what country people should see and hear. Now, 58 years later,

that’s been turned on its head. Regional Arts NSW is a truly

decentralised organisation with policy being driven from 

the regions ... and cultural product from the country is now 

on show in the city. 

(Did you hear the kids from Brewarrina were doing their circus 

act at the Adelaide Festival recently?) ■
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