Strategic
Plan
A hidden gem

Introduction
Wexford Festival Opera was created by a group of local
opera lovers in 1951. Dr Tom Walsh became our first
Artistic Director and guided the festival to international
success, with the backing of dedicated local volunteers
and supporters.
From the beginning the festival distinguished itself by
introducing audiences to unjustly neglected works.
Wexford established a reputation for productions of high
quality and attracted and launched major stars. Wexford
has been blessed with a succession of talented and
passionate artistic directors, all of whom balanced
tradition with bold innovation.
Now in its 69th year the festival is better placed than ever
before to champion neglected operas. It has a new world
class venue capable of staging even more ambitious and
spectacular productions and has a professional company
of over 200 artistes at its disposal.

Three full-scale operas are produced every year
as the centre pieces of a diverse artistic
programme which also includes short works,
concerts, recitals and lectures.
Visitors to Wexford Festival experience a unique
and intimate festival. This is made possible by
the support of nearly 300 local volunteers, who
provide a warm and genuine welcome and help
to give the Festival a distinctive personality
which has distinguished Wexford from other
festivals.
The reputation of Wexford continues to grow. It
receives favourable critical acclaim each year
from the international press. Wexford
productions are broadcast and screened
throughout the world each year on a variety of
platforms. In 2017, Wexford Festival Opera was
voted Best International Opera Festival in the
World at the International Opera Awards.

Our
Mission
Wexford Festival Opera exists to
breathe new life into overlooked
gems in the opera repertoire.

Our
Vision
We want to build and enhance
Wexford’s welcoming reputation and
its renown for producing rare operatic
gems by attracting new audiences and
by making Wexford Festival and its
productions accessible in ways they
never were before.

Our Ethos
At Wexford we are proud of our heritage and history. We will stay true to the values
which have given Wexford Festival Opera a special position with opera lovers around
the world. Wexford will continue to stage unjustly neglected operas to the highest
professional standards. But we are also determined to share the magic of Wexford
with a much broader audience. We want to open the door to new and diverse
audiences through collaborations with other opera companies by touring and
exploiting the possibilities created by modern communication such as live streaming.
We will seek to attract gifted artistes of the highest calibre with special emphasis on
emerging talent from Ireland and around the world.
We depend on a variety of organisations, individuals and groups to reach our full
potential. We will engage positively with this community of supporters to
acknowledge their value to the festival and to deepen their enjoyment of it.

Our
Values
Four key values underpin Wexford Festival Opera.

1. WORLD CLASS STANDARDS
We aspire to the highest international artistic standards.

2. PARTNERSHIP
We develop and maintain deep partnerships with our community
of supporters and stakeholders based on mutual respect.

3. AMBITION
We are creatively daring and open to new ideas.

4. INVITING
We work hard to ensure that everyone feels welcome at our
performances and valued as part of our community.

Development
of the plan
In 2018/9, the board worked closely with the Executive
and the creative team to define a strategic direction for
Wexford Festival Opera for the period 2021 to 2023.
This document is the output of that work and is intended
to provide focus and clarity to everyone involved with
Wexford Festival Opera. However, we live in an everchanging environment and our intention is to keep our
strategy under constant review and to up-date our
strategic approach on an annual basis.
As part of the development of the plan, a comprehensive
policy review and SWOT analysis of Wexford Festival
Opera were conducted. The process included a number of
strategy workshops in which the board, the executives, the
creative team, members of our National Development
Council and contributors from other parts of the Irish
artistic community participated. We also consulted
extensively with our stakeholders.

Out of this process, we have identified six key
strands on which our strategy will focus:

1. Opera
2. Audience
3. Talent
4. Stakeholders
5. Funding
6. Organisation
Regrettably, with the impact of Covid 19, it has not
been possible to proceed with our twelve-day
opera festival in Wexford as planned in 2020.
However, our new Artistic Director has created an
exciting new programme to ensure that the show
goes on and that the indomitable spirit of Wexford
prevails in a new online offering just for this year.

Our strategic goals
in each strand
1. OPERA

2. AUDIENCE

3. TALENT

Continue to stage rarely
performed operas to the
highest international
standards.

Attract new audiences to
Wexford productions and
improve access to our
productions at home and
abroad.

Access world class
talent with special
emphasis on the
development of emerging
stars.

4. STAKEHOLDERS

5. FUNDING

6. ORGANISATION

Support and re-energise the
unique mix of stakeholders
who make Wexford Festival
possible and who give it
such a distinctive
personality and approach.

Develop our funding model
to achieve better long-term
sustainability and increase
our income by €1,000,000

Develop a motivated
and dynamic organisation
that is governed and
managed in line with best
practice.

over the three years of the
plan.

Strategic Goal One - Opera
Continue to stage rarely performed operas to the highest international opera standards.

GOALS
We want to continue to
stage rare operas and
present them to the public
in an authentic yet fresh
way that will resonate
with modern audiences.

We are intent on preserving
and developing Wexford’s
hard-won reputation in the
world of international opera.

We will seek to innovate, develop and
reinvigorate our offering without
compromising on our core values.

We will seek to expand and develop
our relationships with theatres and
opera companies to strengthen our
presence in the mainstream of
international opera and to explore new
and creative ways to achieve our
objectives and maximise our resources.

We will uphold an
uncompromising commitment
to world class artistic standards
and artistic leadership.

A distinct ‘festival theme’ will be chosen
to unify and present the festival repertoire
each year. Shakespeare – 2021, Music and
Magic – 2022, Women and War 2023.

Three rediscovered works will
be presented on the main stage
every year as the centrepiece of
Wexford Festival Opera.

We will expand the festival repertoire
from 2021 to include, ‘pocket-operas',
cabarets, pop-up performances, flash
mobs as well as concerts, recitals and
lectures. In all our audience will be able
to enjoy at least 70 events in 13 days.

We will continue to develop coproductions with international opera
companies and optimally stage
Wexford Festival Opera productions in
international opera houses as we have
done in the past.

ACTIONS
We will search rare operas
through Wexford Festival
Opera’s international
relationship with
musicologists, libraries
and others to rediscover
rare opera gems.

We will expand our partnerships with
other Irish artistic institutions to
explore new and innovative avenues of
artistic development.

Strategic Goal Two - Audience
Attract new audiences to our productions and make our work more accessible to them.

GOALS
Wexford Festival Opera
wants to develop and expand
its audience to achieve long
term sustainability.

Our audience is divided into three
groups of similar size: locals (from the
Wexford area), national (Irish people
from outside Wexford), and
international (primarily UK). We will
target growth in all three sectors.

We need to address the challenges presented by the location of
the festival by making it as easy and convenient as possible for
patrons to visit us and by bringing our performances to
audiences elsewhere.

We will intensify our marketing activity
over the next three years to increase
attendance at the festival by increasing
the audience from Wexford by 10% and
grow the audiences from the rest of the
country and from abroad by 20%.

Tour at least one of our productions every year, starting in 2021 with one
of the 'pocket-operas', with the objective of reaching at least 4 towns
in Ireland in the last quarter of each year.

ACTIONS
Increase brand awareness
among the opera going public
with increased emphasis on
marketing, by streaming more
of our work both at home and
abroad and by building on our
successful partnership with
broadcasters.

Present either an opera or a concert in Dublin in the second quarter
of each year to a scale that is commercially viable.
Develop our partnerships with international opera companies to stage
more WFO productions abroad.
Partnerships with local hospitality providers and travel companies to
promote attendance at mid-week performances which are
traditionally hardest to fill.
Reinstate the Opera train from Dublin to overcome shortage of
accommodation in the town.

Strategic Goal Two - Audience (Cont’d)
Attract new audiences to our productions and make our work more accessible to them.

GOALS
In common with opera companies all over the world we need to attract a younger audience to our performances, and we will build on a series of
initiatives to achieve this objective.

ACTIONS
We will build on ‘Festival Themes’ and pocket operas to target younger audiences.
The WFO programme will be enriched by numerous events across Wexford aimed at young people, involving singers, actors and dancers.
Our marketing will be developed to appeal to a younger cohort and to make our festival feel more welcoming and accessible to them.
We will build on the work of INO, The National Concert Hall and others to target audiences, who are attracted to opera and classical music, to engage
with the Wexford experience.
The festival will also intensify its education activities, both at secondary school level and among third level institutions.
We will organise exhibitions of the amazing costumes, props and sets created by our artistic department in order to allow our audience to explore
behind the scenes of our past productions and to generate interest in, and enthusiasm for Wexford Festival Opera.

Strategic Goal Three - Talent
Access world-class talent with special emphasis on the development of emerging artistes.

GOALS
As an international opera we must
continue to attract artists of the
highest with smaller budgets than
international calibre even though
we are operating other
international opera companies.

We need to embark on a
more long-term planning
approach to ensure talent
of the highest calibre is
available to us.

We are committed to the
maintenance of the Wexford
Festival Orchestra and
Chorus which were
established in 2006.

We want to help to develop the best
exciting young talent here in Ireland to
augment our annual festival programme
and to provide them with a springboard for
their careers in opera.

Operating with our new
seasonal themes we will
plan our operas three
years in advance. With this
multi-annual planning
horizon we will undertake
a broad and
comprehensive national
and international auditions
programme in order to
book and retain the talent
we need.

We will develop our
orchestra and chorus to
serve as the musical
backbone of Wexford with
auditions each year at home
and abroad to ensure
consistently high musical
standards can be achieved.

Wexford Factory, an academy for young
Irish singers inaugurated in 2020, will be an
annual component of our festival season.
The academy will collaborate with major
Irish artistic institutions together with
international organisations such as the
Bolshoi Young Artist Programme and the
Rossini Opera Festival and give our Irish
singers the opportunity to learn from great
masters such as Claire Byrne, Juan DiegoFlorez, Ernest Palacio, and Dimitry Vdovin.

ACTIONS
We will build on Wexford’s
international reputation, history
and goodwill to attract world
renowned contributors.
We will continue with our proven
strategy of attracting emerging
opera stars who view Wexford as a
tremendous platform for their
careers.

Strategic Goal Four - Stakeholders
Engage, inform and enthuse the unique mix of stakeholders who make Wexford Festival Opera possible and whose support is vital to
our success, government bodies, the arts community, benefactors, sponsors, friends, the media and the local Wexford community.

GOALS
We want to deepen the relationship between
local Wexford people and the festival and to
engender greater support for the festival
locally.

We need to build partnerships with
appropriate local organisations who can help
us to improve the festival experience and to
enhance the value of the festival to the town.

A group of over 700 Friends are vital to
the continued good health of Wexford
Festival Opera and this critical community
needs to be nourished and developed.

We will seek to engage at board level with
important local organisations such as
Wexford County Council, The Chamber of
Commerce and others including business
leaders to share our vision and our plans
for the festival and to build towards shared
objectives.

A new customer relationship management
campaign and recruitment drive are required
to consolidate and reinvigorate the very
successful ‘Friends of Wexford Loyalty
Programme’. Through this programme we will
seek to inspire and reward our most loyal
audience base. This will necessitate updating
our database management system and the
aim is to increase the number of friends to
1,000 over three years.

ACTIONS
A programme of activities will be initiated
within the local community including, family
days, local charity concert, ‘My Opera
Festival’ podcasts, school visits and fringe
events.
From 2021, it is intended to bring Wexford
Festival Opera events into the community in
a surprising and innovative way. Pop-up
performances and a flash mob are among
the plans to integrate the festival further into
the local community.

Strategic Goal Four – Stakeholders (cont’d)
Engage, inform and enthuse the unique mix of stakeholders who make Wexford Festival Opera possible and whose support is vital to
our success, government bodies, the arts community, benefactors, sponsors, friends, the media and the local Wexford community.

GOALS
Wexford is at a geographic remove from the
mainstream of artistic and business influence
in Ireland, so we will seek to improve both
our profile and our reputation with the arts
and business community and with important
influencers in the media.

We want to strengthen and deepen our
relationship with the Arts Council and
other public funders to achieve the mutual
objective of Making Great Art Work.

Wexford is lucky to have a significant
major donor programme built up over 69
years. We will recognise our donors
appropriately and seek to expand our
donor base.

We will interact at Board and organisation
levels to demonstrate that Wexford
Festival Opera is well governed and
managed and is providing real value for
money for their investment by producing
great opera to international standards in a
provincial location.

We will expand and enhance our
stewardship programme benchmarking
against best practice while retaining the
personal Wexford touch.

ACTIONS
We are planning to maintain an acceptable
flow of positive communication, via email,
social media and PR to the business and
artistic communities to keep them abreast of
Wexford developments and the importance
of the festival in Ireland's cultural landscape.

Strategic Goal Five Funding
Develop our funding model to achieve better long-term sustainability. This will require us to diversify our funding sources
and increase income by €1,000,000 if we are to fund our productions at the international standard to which we aspire.

GOALS
Wexford is funded from three
broad sources: 1. Grants from
State institutions, primarily The
Arts Council, 2. Box office sales
and 3. Development funding from
benefactors and sponsors.
To achieve our long-term
sustainability goal we will need to
obtain growth from all three
areas over the next three years.

We must work to
build brand
visibility for
Wexford Festival
Opera to underpin
its value to all
potential
supporters.

In real terms, our grant
support has declined in
recent years at a time
when opera production
costs have escalated so
we need to try to
address this albeit in the
context of Covid 19 and
immense pressure on
Government resources.

We are targeting to grow box office revenue by 20% over
the next three years.

We will build strong
consistent brand
imagery for WFO
through a focused
marketing campaign
so that the value of
Wexford to the nation,
the community and to
the opera world is
more widely
understood and
appreciated.

State / Public Funding:
We will present a strong
case to all our public
funding partners for
increased support on
the basis of the artistic
imperative, cultural
impact, value for money
and the economic
impact to Wexford.

This will be achieved primarily through the audience growth
initiatives articulated in the “Audience” section of this
document.

ACTIONS
We are embarking on a
substantial review of all
funding sources to determine
the potential for growth under
each heading.

It is also envisaged that we can increase revenue through the
more diverse programme of events we plan to stage each
year.
There is very small scope to increase revenue from ticket
prices, but this will only be possible after we have succeeded
in building greater demand for tickets.
We are budgeting for some box office revenue from plans to
bring some of our productions to venues outside of Wexford.

Strategic Goal Five Funding (Cont’d)
Develop our funding model to achieve better long-term sustainability. This will require us to diversify our funding sources
and increase income by €1,000,000 if we are to fund our productions at the international standard to which we aspire.

GOALS
Wexford historically has had an exemplary record in attracting development funding
but in recent years revenue from this source has declined so we need to redouble
our efforts in this area.

In order to achieve financial
sustainability without
compromising our production
standards we have to get to a
much more long-term approach
than has been practicable in
recent years.

We need to target
revenue growth
from new areas.

We will endeavour to move to a
multi-annual development
funding model to bring greater
certainty to our planning.

We are reviewing
a series of new
avenues for
revenue, including
revenue from
streaming and
cinema
broadcasts, and
selling Wexford
productions to
other companies.

ACTIONS
We have embarked on a radical review of our development approach with a view to
achieving funding growth.
Corporate: We need to understand better what corporate clients want and to provide them
with a better package from Wexford in terms of brand exposure, facilities, involvement and
value for money.
Hand in hand with this we are working to fine tune our prospect lists with a view to making
a series of compelling pitches underpinned by a strong brand story and with support as
necessary from senior members of The Wexford Festival Opera executive and board.
Friends: New CRM approach as outlined earlier in this document.
Donors and benefactors: We are working to build a fresh pipeline of potential donors in
Ireland, UK and USA. In particular the 70th anniversary in 2021 presents an ideal opportunity
to cultivate new potential donors and to excite them about all that Wexford Festival Opera
brings to the cultural life of Ireland.

Strategic Goal Six - Organisation
Develop a motivated and dynamic organisation that is governed and managed in line with best practice.

GOALS
Wexford Festival Opera has operated with a small full time Executive which leans
significantly on management support from its Board and other voluntary
committees. The demands of modern business practice are weighing heavily on
the organisation and we need to be sure our current approach is optimal.

We want to make
Wexford Festival Opera
a great place to work.

We are reliant on our
volunteer core for the
delivery of a successful
festival and to help give it a
unique welcoming persona.

Work to maintain an
inclusive and collaborative
culture between all
artistes and staff.

We will work to inform,
motivate and inspire this
key group of festival
supporters so as to
enhance their engagement
with us.

ACTIONS
Develop our organisational structures and processes to improve our operations and
to enable us to meet all the objectives set out in our strategic plan.
We will continue to review our operating procedures based on best practice in similar
artistic institutions around the world.
Explore the feasibility and cost of an Enterprise Resource Management system which
is in use and available from other European Opera companies.
Refine our data base to improve our customer relationship marketing.
The board has carried out an extensive corporate governance review and
management and HR policies have been up-dated and are subject to annual review.

Maintain a strong
commitment to diversity
and equality supported by
appropriate HR policies.

Contact Us
The National Opera House
High Street
Wexford, Y35 FEP3
Ireland
Main office:

+353 53 912 2400

Email:

info@wexfordopera.com

Box office:

+353 53 912 2144

Email:

boxoffice@wexfordopera.com

Callsave:

1850 4 OPERA

