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music, supported increased autonomy within
the proposed faculty’.

e ‘It was also accepted that the Schools of Art,
Film and TV, and Performing Arts, on the one
hand, and the School of Music, on the other,
are at different stages of curriculum review and
development and possess academic missions
that differ markedly in their current diversity.
They presently face separate budgetary
challenges and opportunities. It followed
that greater autonomy for the two discipline
groupings would allow each to address their
specific challenges more effectively'.

5.3 Faculty of the VCA and
Music Review Committee
recommendations

The Faculty of the VCA and Music Review
Committee report finds that the University should
establish two divisions within a single Faculty

of the VCA and Music. It makes several specific
recommendations pertaining to this structure for
the Faculty.

Recommendation 1. ‘The combination of the
former VCA and Faculty of Music to continue
as a faculty within the University of Melbourne'.

Recommendation 2. 'Recognising the distinctive
curriculum and funding challenges for Art,
Performing Arts, and Film and TV on the one
hand, and Music on the other, establishment
of two divisions within the (renamed?) Faculty:
the Melbourne Institute for The Arts (MIFTA, or
other possibilities such as Melbourne Institute
for the Contemporary Arts, MICA, or even the
VCA - all hereinafter referred to simply as MA),
and the Melbourne Conservatorium of Music,
each with a Director and continuing to offer
degrees and diplomas as determined by various
curricula’.

Recommendation 3. ‘The faculty organisational
construct would see the two division Directors
reporting to a Head who leads a small faculty
administration performing certain support
functions and coordinating with the University
as required’.

Recommendation 4. '[VCA] would include as
recognised individual Schools the current
disciplines of Art, Performing Arts, and Film and
Television and continue to be Southbank based.
The Conservatorium would be headquartered
at Parkville until such time as a new building

makes a move compelling. Its academic courses
would be primarily Parkville-based while elite
performance training would be shared between
the Southbank and Parkville campuses as is
currently the case’.

Recommendation 5. ‘Music would include
contemporary music performance (improvisation)’.

Recommendation 6. '[VCA] and the Conservatorium
should have separate budget and balance sheets,
and curriculum committees that would undertake
the urgent task of curriculum review and
development, and identify the basis of any funding
shortfalls. Each director would have responsibility
for budgetary, staffing and curriculum decisions.
School-specific undergraduate and graduate
degree-based and non-award curricula should be
designed which reflect the respective teaching
mission, proposed structure and its budget. It
is expected that the centrality of studio practice
and the talent-based entry principle would be
reinforced in such a review'.

Recommendation 7. ‘While the distinctive
multidisciplinary character of the former VCA is
acknowledged and interdisciplinary collaboration
would continue to be strongly encouraged, such
cooperation need not be structural as students
and staff are likely to collaborate if it is in their
interests’.

Recommendation 8. ‘The Faculty name has some
brand value but also carries some legacy burdens
and should be reconsidered for the naming of the
overarching faculty’.

5.4 Response of the University

The University of Melbourne welcomes the
recommendation to continue with a single Faculty.
The University believes that significant progress has
already been made in establishing a relatively new
faculty and that this work can be built upon to achieve
a more dynamic, innovative and sustainable model for
the Faculty’s visual and performing arts disciplines.

In addition, the University accepts the
recommendation to establish two discrete academic
units within the Faculty of the VCA and Music. In
the short term, these academic units [in this paper
termed ‘divisions’® in order to be congruent with
terminology used in the Report] will be named
according to their historical origins as the VCA
(encompassing Art, Performing Arts, Film and
Television) and the Melbourne Conservatorium of
Music (encompassing Music from both Parkville and
Southbank campuses). Over the longer term, the VCA

6 Both the report of the Faculty of the VCA and Music Review Committee and this document refer to the VCA and the Melbourne Conservatorium of Music as
‘divisions’. This term is only used here for clarity, and it is envisioned that in the future these two parts will only be referred to by each proper title — VCA, and
the Melbourne Conservatorium of Music (MCM). The term Division has a different meaning in the University's internal structure than the one intended in the

Switkowski Review. The appropriate term is academic unit.
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and Melbourne Conservatorium of Music should
reconsider their names in the context of their
future missions and the potential local, national
and global impact of any name change.

The VCA and Melbourne Conservatorium of Music
will each be led by a director, a new position that
will sit below, and report to, the Dean. In the case
of the VCA, the Director's position will initially be
filled by one of the existing VCA school heads. The
Provost will make this appointment, in a manner
consistent with normal University practice, after
consulting with the school heads. At least to begin
with, this Director will be titled the Director of the
VCA. In the case of Music, the existing Head of
School will serve as Director and Music will cease
to have a separate head of school. It is proposed
that this position be titled the Director of the
Melbourne Conservatorium of Music.

All professional staff aligned with a specific
division will report through to the director of

that division. The Faculty General Manager and
other professional staff responsible for central
programs will report through to the Dean.

Central program staff will supply support to the
divisions commensurate with the needs of those
divisions and the University's responsible division
management philosophy for devolved decision-
making and accountability. The Dean, the two
directors and the Faculty General Manager will

sit on the Faculty Executive that oversees the
Faculty’s overall operations. While a matter for the
Faculty, the University expects there will continue
to be a single advisory board to provide valuable
input and guidance to the Dean and directors on
strategic issues.

As provided for in the University Statutes, a Dean
is the academic leader for each of the University's
faculties, and exercises broad accountabilities in
relation to the performance of that role. Consistent
with the recommendations of the report, the
University intends that one of the key roles of

the Faculty and the Dean will be to support the
divisions under the leadership and management
of the two directors, and to discharge the other
functions allocated to the Dean as indicated in
this response.

Consistent with University practice, the Faculty
will determine its administrative structure. This

will be decided by the Dean and the directors after
consultation with heads of schools. The Dean will
be responsible for oversight of the whole-of-faculty
academic programs, including the Centre for Ideas,
the Centre for Cultural Partnerships and the

Wilin Centre.

The VCA and the Melbourne Conservatorium
of Music

The VCA and the Melbourne Conservatorium of
Music will be established in a way that allows them to
operate with separate budgets and financial reporting,
subject to accountability to the Dean. Within usual
University delegations, operating budget practices and
Academic Board policy the directors of each division
will have control over staffing, budget and curriculum.

Within these devolved arrangements, the two
divisions will need to assess the music requirements
of the VCA and plan for appropriate staffing and
funding to achieve these goals. This should not

lead to a return to the duplication of classical

music courses as experienced in the past, but will
necessitate extensive collaboration between the two
divisions to meet educational goals.

The University endorses and strongly encourages the
ongoing interdisciplinary collaboration that formed
part of the character of the former VCA. Although
specific structural changes are not planned to further
enhance these interactions, it is expected that the
new directors of the divisions, in partnership with the
Dean, will actively pursue greater collaboration both
within divisions and between them.

Upon completion of the structural changes as
described and the curriculum review, the University
will consider recommendations for a change to the
Faculty name if the Faculty deems it appropriate. Any
change will require the support of both divisions.

The University will put processes in place to enable
these structural changes and support the staff of the
Faculty as changes are implemented.
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While under the University's
devolved approach to budget
management and accountability,
faculties have primary
responsibility for proper financial
stewardship of their various
activities, the University will
support efforts taken by the
Faculty to move to a sustainable

financial position in the near future.

6.1 Current financial position and
projections

In 2010, the Faculty of the VCA and Music budget
had a total projected income of approximately
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6. Finances

$33 million and projected total direct operating
expenditure of $39 million. The Faculty has been in
deficit since its formation in 2009, and will remain in
deficit in 2010.

Current tuition costs

The School of Art currently has an Equivalent Full
Time Student Load (EFTSL) of 374 students (22
percent of the total). The School of Music currently
has an EFTSL of 928 students (53 percent of the
total). The School of Performing Arts currently has an
EFTSL of 266 students (15 percent of the total). The
Film and Television program currently has an EFTSL of
104 students (6 percent of the total).

The School average expenditure per EFTSL is
currently $24,000, comprised of direct staffing costs
of $9,000, with non-staff, property and Faculty central
costs of $15,000. The average for the whole Faculty,
including students attached to the Faculty's programs,
Schools, and other Centres is $30,000 per EFTSL.
This is comprised of direct staffing costs of $13,000,
with non-staff and property costs of $17,000. In 2010,
the government and student contribution for each
Commonwealth-supported student place in the visual
and performing arts is $15,972.

The impact of curriculum and teaching
delivery methods

One important element affecting the Faculty's
finances is the high salary costs relative to number
of enrolled students. The Faculty has the lowest
staff to student ratio in the University. During 2009,
the Faculty had an average student to staff ratio of
9.7 to 1, and the current student to staff ratio
approximately 10.6 to 1. The next lowest in the
University is Land and Environment with 11.7 to 1
(based on 2007 enrolments).

The nature of elite arts training requires a low student
to staff ratio, as it is important for successful tuition
and training. However, all the disciplines (with the
exception of the School of Music) appear to have a
lower student to staff ratio than similar Australian

and international higher education arts institutions.
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The School of Art has a ratio 16 to 1, the Sydney
College of the Arts 20 to 1, the College of Fine
Arts at the University of NSW has 19.2 to 1, and
the Edinburgh College of Art has 17.1to 1.7

The Faculty's School of Performing Arts currently
has a ratio of 12 to 1. Internationally, the
Dartington College of the Arts in the UK has 13.8
to 1. In 2009, the Guildhall School of Music and
Drama had a ratio of 18.75 to 1, and the Royal
Scottish Academy of Music and Drama had a ratio
of 15t0 1.8

The different leading arts higher education
institution staff to student ratios compiled here
indicate a variety of successful teaching methods.

Staff profile

At the beginning of 2010, the total projected
permanent workforce for the Faculty of VCA and
Music was 167 equivalent full time employees.
This included 87 academic staff in total (52 percent
of the total) based at both the Southbank and
Parkville campuses. The Faculty had the equivalent
of 80 full-time professional staff (48 percent of

the total).

Given the often fluid nature of casual
appointments in the Faculty, only an estimate of
2009 equivalent casual workforce is available.
During 2009 it is estimated that there were the
equivalent of 77 full time academic staff (90
percent of the total casual employees engaged
by the Faculty), and 7 professional/technical staff
(10 percent). Two-thirds of the Music academic
workforce is casual.
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7 These statistics are based on data published in Sydney University Statistics
2008, UNSW Statistics 2003 (Table 7.2), and the UK Higher Education
Statistics Agency Student Staff Records 2005/2006

8 UK Higher Education Statistics Agency Student Staff Records 2008/2009

¢ The University's property charges model applies to all divisions and
encompasses charges to fund the University’s infrastructure requirements

Current University financial support

In 2010, the government per-student funding rate
for Commonwealth-supported students in the visual
and performing arts was $15,972 per year. About
two-thirds of this is Commonwealth subsidy, and
the remaining one-third is the student contribution.
This is the main source of government funding for
the Faculty, and is provided on the same basis as to
other degree-awarding arts institutions, including the
Sydney Conservatorium, the UNSW College of Fine
Arts and the Queensland College of Art.

The University currently provides a cross-subsidy for
the Faculty to cover the current difference between
expenditure and income above the normal allocation
of funds between faculties in the University.

In 2010 the Faculty budgeted a total income of
approximately $33 million, this included both income
from students, research block grants (for research
specific purposes), and some other sources of income
such as donations and revenue from non-award courses.

The Faculty had a total projected direct operating
expenditure of $39 million. This expenditure
comprised of $30 million direct expenditure on both
salary and non-salary costs, as well as $9 million on
property costs. The property charge?® is a contribution
to the maintenance and upgrade costs associated
with the Faculty’'s accommmodation.

This produced a deficit of $6 million before the
Faculty contributed to central University overheads
and administration, as all faculties in the University
do. These University overheads go towards

funding the common services for the University

and include student recruitment and admissions

IT, staff recruitment and other HR services, finance
and accounting, commercialisation, maintenance

and improvements, parking, amenities and other
student services, and strategic initiatives. The current
required contribution of the Faculty to these common
overheads is $13 million, leaving a projected deficit
of $18 million (after accounting for trust transfers

and other ‘earned’ income of $1 million). The

Faculty received transitional and short-term internal
allocations to mitigate this deficit. Currently all its
schools and centres are projected to be in deficit
(before contributing to University overheads and
administration costs).

(facility renewal, replacement and maintenance) and outgoings. Property
charges are not charged on land (crown or otherwise), nor charged on the
basis of revenue, profitability or student load. Charges are based on building
utilisation, taking into account the quality of space utilised. The current
model was introduced in 2007 and prior to that capital contribution and
similar charges existed.
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6.2 Financial challenges identified
by the Faculty of the VCA and Music
Review Committee

The Faculty of the VCA and Music review
committee identifies, as a serious challenge, the
current operating deficit of the Faculty ‘before the
allocation of further overheads for administrative
support and shared services and various other
University levies'. This deficit is currently over $6
million. The report recognises that this contrasts
with ‘other University faculties’, as their budgets
are ‘strongly positive’.

The Report acknowledges that ‘on a fully costed
basis, the Faculty operating deficit is reported to
be closer to $20m annually’. In addition, that ‘the
path from -$6m to -$20m involves the application
of a number of standard University overhead
charges’ that apply to other faculties.

The report succinctly summarises the financial
challenge for the Faculty by stating that ‘these
numbers imply revenues of about $19k per
(blended) EFTSL with total costs near $30k per
EFTSL—normally a fatal combination’.

The Report includes the following financial analysis
of the Faculty.

e ‘With the current funding framework, the
Faculty is not financially viable on a standalone
basis’.

e 'The School of Music is closest to financial
sustainability but it too is dependent upon
continuing University subsidies. Nevertheless,
their specific operating approach, scale and
early alignment with the Melbourne Model,
make the case for continuing support of their
strategy and for increased autonomy’.

e ‘For the Schools of the [VCA], a review of
operations and curriculum may lead to adoption
of a more robust financial plan. Were increased
funding available from the Research Training
Scheme or Commonwealth Supported Places,
then the development of full fee paying
post graduate programs could be part of the
solution’.

e ‘No appeal for increased financial support is
credible without a demanding and coherent
plan to drive efficiency and improved
outcomes. And some runs on the board by the
[the Faculty]'.

e ‘Decisions to suspend courses in Music
Theatre and Puppetry appear to have been
logically informed by such financial analyses
(along with other considerations such as cohort
size and facility availability). On the other hand a

persuasive argument may be made that academic
decisions such as these require a broader
consideration of community benefits and industry
linkages which appear especially relevant in both
these courses'.

6.3 Faculty of the VCA and Music
Review Committee recommendations

The Faculty of the VCA and Music Review Committee
report finds that the University should provide budget
certainty for the two divisions. It makes several
specific recommendations pertaining to the Faculty's
finances.

Recommendation 1. ‘After all cost allocations, all
Schools operate at a deficit and will do so for
some time in the absence of additional funding.
While suggestions for improving financial
outcomes for the former VCA were proposed,
no silver bullet emerged. The detail of possible
incremental changes is self-evident but the
future of the [Faculty of the VCA and Music]
visual and performing art education is dependent
upon the continuing support of the University of
Melbourne. Such support appears consistent with
the University’s goals for excellence in training,
research and engagement in music and the visual
and performing arts. It is recommended that the
process of curriculum review and development be
accompanied by the development of a sustainable
financial model and that this include, where
necessary, efforts to attract additional external
funding in particular from state government and
from income earning outreach programs’.

Recommendation 2. ‘All Schools should have
budgetary certainty with explicit and continuing
financial support consistent with their high contact
studio-based teaching models. At the same time,
the schools should be encouraged to engage
with their respective professions to increase
learning opportunities and generate possibilities
for sponsorship and in-kind support for appropriate
programs’.

Recommendation 3. 'The Committee noted the past
contributions of the VCA in the arts industry and
also its contribution to the recognition factor for
the reputation of Melbourne as an arts capital. In
this context the perceived talent drain of gifted
young artists away from Victoria and reputational
damage because of current uncertainties
surrounding the Faculty of the VCA and Music
were noted with concern’.

Recommendation 4. ‘There is much interest and
logic in developing the Southbank precinct as
an Arts hub given the presence of the [Faculty
of the VCA and Music], major performing arts
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companies, University of Melbourne assets,
and other available real estate. Such a concept
is consistent with the goal of demonstrating
leadership by Victoria in the arts. The
committee endorsed this approach and
recommended, as the first step, consultation
with the community and governments about
the development of a visionary proposal for

a national multidisciplinary elite arts training
and education institution, based at Southbank,
with funding from both the Federal and State
governments. This remains an open item with
obvious links to any precinct development
strategy’.

6.4 Response of the University

The University agrees with the Report findings that
the current financial arrangements applying within
the Faculty are untenable.

A continuing large deficit in each of the divisions
contributes to a demoralising and unproductive
environment which diminishes the capacity of
staff within the academic disciplines to deliver high
quality programs.

A continuing large deficit is also unacceptable

to the University as it effectively means a cross-
subsidy away from other faculties and academic
disciplines, which have been responsible for the
generation of the revenue in the first place and
which have at least an equal need for that funding.

The University also recognises that much of the
current operating deficit is due to circumstances
outside the Faculty’'s and the University’'s control
— the change in past Commonwealth Government
funding policy has been the most acute driver of
the current funding problems.

Given this, the University will continue to work
with the leadership of the Faculty, including

the Directors of the VCA and the Melbourne
Conservatorium of Music, to make fresh
approaches to Federal and State governments to
try and secure increased funding to support the
Faculty's academic programs. This will include

a detailed submission to the foreshadowed
Commonwealth review of the funding rates for
Commonwealth-supported students.

Regardless of the outcome of any such
approaches for additional funding, the University
expects each of its faculties to develop and
implement detailed business plans that
demonstrate the capacity, within a reasonable
period of time, to operate viably within the
quantum of funding available.

In the case of the Faculty of VCA and Music and

its divisions the University would expect that the
business plan would explore new and innovative
mechanisms for enhancing the financial position of
the two divisions and centrally supported programs.
These initiatives might include, but not be limited to,
the following:

e Adopting the principle of financial sustainability as
a core component of curriculum review

¢ The capacity to increase the enrolment of
international students into existing programs

¢ The development of new award programs,
particularly at the graduate level, that have the
capacity to attract significant numbers of fee-
based students

e The further development of short course programs
that can be offered on a fee basis

¢ |Increasing intakes into existing programs where
there is capacity to do so and improved financial
outcomes can be realised

® Increasing access to other University students
for subjects offered by the Faculty, including the
provision of breadth subjects for students, enrolled
in the ‘Melbourne Model’” undergraduate courses.

Budget certainty for the Faculty and its divisions is
highly desirable but will require the development

of detailed divisional and Faculty business plans

to enhance income through international student
recruitment, deliver graduate fee-based courses,
co-ordinate requests for additional government
funding for outreach and complementary activities,
continue cost review, and implement the curriculum
models recommended by the Curriculum Review.
The University is confident there are significant
opportunities to increase revenue and will assist the
Faculty in developing its business plans.

During the period required to develop and implement
this revised business strategy properly, the University
will be willing to extend transitional cross subsidy
support for a fixed term at a level that will safeguard
the delivery of core academic programs where

there is a demonstrated need to do so. As with

other faculties, the University will expect that the
Faculty and its divisions will take all reasonable

steps to reduce the level and duration of transitional
funding required. The University agrees with the
recommendation to maintain a high-contact studio-
based teaching model. In developing its business plan
the Faculty and the VCA will need to work towards
identifying and implementing a sustainable mode of
delivery of this model.

Accommodation costs at the Southbank campus
contribute significantly to the Faculty’s current deficit.
In working with the Dean and the directors on the
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Faculty business plan, the University will review
the arrangements for assigning property, and
the rate of property charges, for the Faculty's
Southbank campus.

Additionally, new approaches to State and Federal
governments will be made to further enhance

the Faculty’s financial position. This will include
requests for consideration of the enhancement of
current facilities and the development of enriched
student-focussed programs that together can
contribute to Southbank’s standing as a national
and regional leader in arts education and training.

Because the current financial situation facing

the Faculty has increasingly serious implications
for the rest of the University, there is a need

for close University oversight of the Faculty's
finances during the transitional period in which

a sustainable budget is being achieved. Over

this period the Faculty General Manager, as the
Faculty’'s senior business manager, is to have,

as well as accountability to the Dean, additional
support through a dotted line reporting relationship
to the Senior Vice-Principal (or nominee) on budget
matters.

6.5 Implementation

Business plan development will proceed as quickly
as is possible and, in co-ordination with the report
of the curriculum review, be complete by the

end of 2010. The Dean in co-ordination with the
Provost will lead this process, providing regular
progress reports to the Vice-Chancellor.

Given the strategic significance of the Faculty

to the University and the wider community, the
University Council will establish an ad hoc sub-
committee to monitor implementation of the
University's response to the Report, including in
particular in relation to the Curriculum Review and
the business plan.
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Afterword

It is clear that current and former
students, staff, and the wider
community, all care passionately
about the future of visual and
performing arts at the University
of Melbourne, and the future
shape of the Faculty of the

VCA and Music. The extensive,
and sometimes heated, public
commentary during the final few
months of 2009 showed this.

The University has undertaken, through the review
process, to set the Faculty on a sustainable pathway
going into the future. Through these changes, the
Faculty can remain an important part of the University
and continue to deliver arts education of the highest
calibre.
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Appendix: Summary of

Recommendation i. The combination of the
former VCA and Faculty of Music to continue
as a faculty within the University of Melbourne.

Response

The University will continue to provide for a
Faculty of the VCA and Music. The University
believes that significant progress has already
been made in what is a relatively new faculty
and that this work can be built upon to achieve
a more dynamic, innovative and sustainable
model for the Faculty’s visual and performing
arts disciplines.

Recommendation ii. Recognising the distinctive
curriculum and funding challenges for Art,
Performing Arts, and Film and TV on the one
hand, and Music on the other, establishment
of two divisions within the (renamed?) Faculty:
the Melbourne Institute for The Arts (MIFTA, or
other possibilities such as Melbourne Institute
for the Contemporary Arts, MICA, or even the
VCA — all hereinafter referred to simply as
MA), and the Melbourne Conservatorium of
Music, each with a Director and continuing to
offer degrees and diplomas as determined by
various curricula.

Response

The University will establish two discrete
academic units (referred to as 'divisions’ in this
document) within the Faculty of the VCA and
Music. In the short term, these divisions will
be named according to their historical origins
as the VCA (encompassing Art, Performing
Arts, Film and Television) and the Melbourne
Conservatorium of Music (encompassing Music
from both Parkville and Southbank campuses).
Over the longer term the VCA and Melbourne
Conservatorium of Music themselves have
the opportunity to reconsider their names in
the context of their future missions and the
potential local, national and global impact of
name changes.

recommendations and

reSponses

Recommendation iii. The faculty organisational

construct would see the two division directors
reporting to a Head who leads a small faculty
administration performing certain support
functions and coordinating with the University as
required.

Response

As with other faculties, the Faculty of the VCA
and Music will be headed by a Dean who will
have the same authorities, responsibilities
and accountabilities as other deans within the
University.

The academic divisions of the VCA and the
Melbourne Conservatorium of Music will each be
headed by a Director.

The Dean and the two Directors will comprise the
senior academic leadership team of the Faculty
and will jointly contribute to the development
implementation and monitoring of the Faculty's
various activities. The dean will be accountable
for appropriate allocation of academic support
functions at faculty and divisional levels.

The two Directors will report to the Dean and form
part of the Faculty Executive.

Initially the Director of the VCA will be appointed,
with the approval of the Provost, from among
the existing heads of school within the VCA.

The existing Head of the School of Music will
become inaugural Director of the Melbourne
Conservatorium of Music.

The non-academic activities of the Faculty will be
managed through a Faculty General Manager who,
while reporting to the Dean, will be accountable
also for providing support to the Directors and their
academic divisions.

The Dean will be directly responsible for whole of
faculty academic programs, including the Centre
for Ideas, the Centre for Cultural Partnerships and
the Wilin Centre.
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Recommendation iv. MA would include as
recognised individual Schools the current
disciplines of Art, Performing Arts, and Film and
Television and continue to be Southbank based.
The Conservatorium would be headquartered
at Parkville until such time as a new building
makes a move compelling. lts academic
courses would be primarily Parkville-based
while elite performance training would be
shared between the Southbank and Parkville
campuses as is currently the case.

Response

As recommended by the Review, the University
proposes that within the VCA there should

be three schools i.e. the existing schools of

Art, and Performing Arts and the existing
discipline of Film & Television. The Melbourne
Conservatorium of Music would operate as a
school, encompassing the music programs at
both Parkville and Southbank.

Recommendation v. Music would include
contemporary music performance (improvisation).

Response

Elements of music have been integral
components of the multi-arts environment at
the VCA for many years. The two divisions

will need to assess the music requirements of
the VCA and plan for appropriate staffing and
provision to achieve these goals. This will not
lead to a return to the duplication of classical
music courses as experienced in the past, but will
necessitate extensive collaboration between
the two divisions to meet educational goals.

Recommendation vi. MA and the
Conservatorium should have separate
budget and balance sheets, and curriculum
committees that would undertake the urgent
task of curriculum review and development,
and identify the basis of any funding shortfalls.
Each Director would have responsibility for
budgetary, staffing and curriculum decisions.
School-specific undergraduate and graduate
degree-based and non-award curricula should
be designed which reflect the respective
teaching mission, proposed structure and
its budget. It is expected that the centrality
of studio practice and the talent-based entry
principle would be reinforced in such a review.

Response

Within an overall Faculty budget and
accountable to the dean, the two academic
divisions will have separate budgets and
financial statements. The faculty and divisional
budgets will be determined by the University
according to normal University processes as
part of the annual budget process.

Directors of the two academic divisions will
be responsible to the Dean for proper budget
management.

The University will establish a Curriculum Review
for the Faculty. The Review will be initiated by the
University Provost or nominee, and the Review
process will provide for significant input from the
Dean, Director of the VCA and Director of the
Melbourne Conservatorium of Music, will lead

the Review. The review process will proceed as
soon as practicable and will deliver a final report
by the end of 2010. Implementation of the Review
recommendations will begin in 2011.

The Curriculum Review will review all the Faculty's
courses. The Review will assess the Centre for
Ideas’ role in delivering the Common Curriculum,
as well as considering appropriate pathways
between courses within the Faculty. The review
process should consider a range of possible
curriculum models, including the Melbourne
Model.

The Review should also investigate the feasibility
of the Faculty offering an exclusively practice-
based diploma degree program, and the possibility
of offering some programs wholly on a graduate
basis. The review will consider options for
providing elite performance training for students
with exceptional ability.

Each division director will have control over
non-academic staffing within usual university
delegations operating budgets and HR policies and
practices. In the case of the VCA schools, staffing
requirements will be negotiated with the school
heads where appropriate.

Recommendation vii. As part of such a curriculum

review, an operating plan and staffing profile could
be developed to advance MA to a best-in-class
environment of studio practise and research,

and the destination of choice in our region for
postgraduate coursework and arts research.

Response

Upon completion of the review of the curriculum,
the Faculty and both academic divisions will need
to develop an operating plan (including proposed
staffing profile) for reaching their teaching and
research goals. In line with the Curriculum Review,
a major focus of these plans should be to ensure
that projected revenue and expenditure lead

to the delivery of curriculum that is financially
sustainable.

Recommendation viii. After all cost allocations, all

Schools operate at a deficit and will do so for some
time in the absence of additional funding. While
suggestions for improving financial outcomes for
the former VCA were proposed, no silver bullet
emerged. The detail of possible incremental
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changes is self-evident but the future of the
[Faculty of the VCA and Music] visual and
performing art education is dependent upon
the continuing support of the University of
Melbourne. Such support appears consistent
with the University’s goals for excellence in
training, research and engagement in music
and the visual and performing arts. It is
recommended that the process of curriculum
review and development be accompanied by
the development of a sustainable financial
model and that this include, where necessary,
efforts to attract additional external funding
in particular from state government and from
income earning outreach programs.

Response

The University agrees that the current financial
arrangements within the Faculty are untenable.
The University will work with the Faculty to
develop a more acceptable financial model
noting that at present both the Faculty and
each of its proposed academic divisions, are
operating at a substantial deficit.

The University acknowledges that part of
this deficit was not of the University’s or
the Faculty’'s making as it stems directly
from funding decisions made by a previous
Commonwealth Government.

In accordance with University practice, primary
responsibility for developing a financially viable
business model rests with the Faculty through
a revised business plan that embraces both
academic and other activities.

In preparing a revised business plan the
Faculty will be expected to explore new ways
of enhancing the financial position of the

two academic divisions. These will include
increased student enrolments, larger numbers
of international students, optimisation of
space usage and other revenue diversification
strategies. With one of its core terms of
reference being financial sustainability, the
Curriculum Review will provide essential input
into the business plan.

Additionally, new approaches to State and
Federal governments will be made to further
enhance the Faculty’s financial position.

The Faculty will be required to produce an
aggregate business plan that includes actions to be
taken by both divisions and the Faculty as a whole.

The University will collaborate with the Faculty
in the development and implementation of
the plan. An ad hoc University council sub-
committee will be established to provide
governance oversight of the implementation
process.

Recommendation ix. All Schools should have

budgetary certainty with explicit and continuing
financial support consistent with their high contact
studio-based teaching models. At the same time,
the schools should be encouraged to engage

with their respective professions to increase
learning opportunities and generate possibilities
for sponsorship and in-kind support for appropriate
programs.

Response

The University agrees with the recommendation
to maintain a high-contact studio-based teaching
model, and notes the VCA will work towards a
financially sustainable model of delivery.

Budget certainty can only be achieved as a result
of the adoption of a sustainable financial model for
the Faculty and each academic division. Achieving
budget certainty for schools will require plans for
enhancing income through international student
recruitment, new graduate fee-based courses,
requests for additional government funding for
outreach and complementary activities, continued
cost review, provision of breadth study options
for Parkville students, and advancements in
curriculum sustainability models resulting from
curriculum review.

During the period required to develop and
implement this revised business strategy properly,
the University will be willing to extend transitional
cross subsidy support for a fixed term at a level
that will safeguard the delivery of core academic
programs where there is a demonstrated need to
do so. As with other faculties, the University will
expect that the Faculty and its divisions will take all
reasonable steps to reduce the level and duration
of transitional funding required.

During the transitional period through to longer
term sustainability, as the Faculty’s senior
business manager, the Faculty General Manager
will have additional support through an indirect
reporting relationship to the Senior Vice-Principal
(or nominee) on financial matters.

Additionally, new approaches to State and Federal
governments will be made to seek assistance

in strengthening the Faculty's infrastructure and
program capabilities. This will include requests

for consideration of the enhancement of current
facilities and the development of enriched student-
focussed programs that together can contribute

to Southbank’s standing as a national and regional
leader in arts education and training.
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Recommendation x. The opportunities for Music Melbourne students, the review will acknowledge

Theatre and Puppetry should be re-evaluated and build on the existing work of the School.
and industry input and support sought.

Response Recommendation xiv. MA should postpone
The University will support the evaluation of introduction of the MM pending further
future opportunities for Music Theatre and consultation with the professions, and until
Puppetry in line with the principles of the after its review of curriculum is completed and a
divisional curriculum review and will seek input financial and pedagogical strategy is defined and
and appropriate support from industry. Any comprehensively communicated. Then a transition
such evaluation will include consideration of path of some years duration might be considered
the viability of the business model under which to begin after the 2012 academic year.

such programs are proposed to operate.

Recommendation xi. While the distinctive
multidisciplinary character of the former
VCA is acknowledged and interdisciplinary
collaboration would continue to be strongly
encouraged, such cooperation need not be
structural as students and staff are likely to
collaborate if it is in their interests.

Response

The VCA will have its curriculum reviewed
according to the principles described above. The
introduction of the Melbourne Model to the VCA
will be considered in this context along with
other possible curriculum models. If curriculum
change is required a transition strategy will be
appropriately set.

Response Recommendation xv. The role of the Common
The University endorses and strongly Curriculum as currently offered, and The Centre
encourages the ongoing interdisciplinary for Ideas, should be re-examined in the context of
collaboration that forms part of the character any curriculum changes and options for breadth
of the former VCA. Although specific structural subjects in the future.

changes are not planned to further enhance
these interactions, it is expected that the new
directors of the divisions in partnership with the
Dean will actively pursue greater collaboration
both within divisions and between them.

Recommendation xii. The [Faculty] name has
some brand value but also carries some legacy
burdens and should be reconsidered for the
naming of the overarching faculty.

Response

As part of the divisional curriculum review, the
University will assess the Common Curriculum and
the role of The Centre for Ideas in its provision.

Recommendation xvi. The Committee noted the
past contributions of the VCA in the arts industry
and also its contribution to the recognition factor
for the reputation of Melbourne as an arts capital.
In this context the perceived talent drain of gifted

Response young artists away from Victoria and reputational
Upon completion of the structural changes damage because of current uncertainties
proposed and the curriculum review, the surrounding the [Faculty] were noted with
University will consider recommendations for concern.

a change to the Faculty name if the Faculty
deems it appropriate. Any change will require
the support of both academic divisions.

Recommendation xiii. The Conservatorium
should continue in its effective deployment of
the Melbourne Model (MM) while having the
flexibility to accept talent-based entry and to
develop a performance-only curriculum.

Response

The University shares this concern and looks
forward to the development of a stronger and
sustainable Faculty. Engagement with the greater
arts industry will be a key responsibility of the
division directors and the Dean.

In accordance with University practices, it
is expected that at Faculty (and if desired at

Response. _ _ N academic division level), there would continue to
The University endorses this position. The be formal processes for consultation with the arts
Melbourne Conservatorium of Music has industry and other key interested parties.

already undergone significant curriculum review
in recent years, but the Curriculum Review will
be able to examine any further issues.

While it is a matter for the Faculty to determine,
the University would support the continuation of

the existing Advisory Board in its current form.
In the case of the New Generation Bachelor

of Music degree, which is an integral part
of the offerings available to all University of
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Recommendation xvii. There is much interest
and logic in developing the Southbank
precinct as an Arts hub given the presence
of the Faculty of the VCA and Music, major
performing arts companies, University of
Melbourne assets, and other available real
estate. Such a concept is consistent with
the goal of demonstrating leadership by
Victoria in the arts. The committee endorsed
this approach and recommended, as the
first step, consultation with the community
and governments about the development
of a visionary proposal for a national
multidisciplinary elite arts training and education
institution, based at Southbank, with funding
from both the Federal and State governments.
This remains an open item with obvious links to
any precinct development strategy.

Response

The University agrees with this
recommendation. Education has a critical
role to play in any vibrant arts precinct. The
University notes the considerable planning
that has already taken place in developing an
arts hub at Southbank and will continue to
consult with the State Government and arts
stakeholders.
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