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Chair’s Introduction

Theatre Royal Waterford is Ireland’s oldest continually operating theatre. For over 240
years, this remarkable venue has honoured its founding optimism by presenting varied
and ambitious productions. Theatre Royal exists because generations of Waterford
people have believed that a city is only complete when it has a living, breathing stage at
its heart.

As we launch our 20262028 Strategic Plan for ‘The People’s Theatre’, we look ahead
with deep respect for this legacy. Our future rests on the immense groundwork laid by
past custodians. It is fitting to recall Michedl Mac Liammdir, who graced our stage and
spoke of theatre as a place of ‘abiding memory and endless renewal’.

Our 2022—2025 cycle was about steadying the ship — strengthening our financial model,
embedding artist residencies, and piloting early climate action. Having consolidated
those foundations, we now look beyond our own walls toward a deeper, more intentional
regional impact. We are transforming Theatre Royal into a true engine of regional
creativity. This means moving from simply hosting touring work to actively incubating

it through collective residencies, opening new pathways for artists, and systematically
dismantling socioeconomic and physical barriers to attendance.

This renewal demands that we meet the future head-on. Our new strategy firmly
elevates digital modernisation and environmental stewardship into core priorities.

We will advance vital infrastructure upgrades and responsibly harness innovations

like Al to extend our reach — always safeguarding the irreplaceable magic of gathering
together in person. To unlock the full power of this vision, we intend to deepen our vital
partnerships with the Arts Council, Waterford City & County Council, and our vibrant
local business community. As the theatre steps forward to champion civic engagement
on critical issues including sustainability, | invite our partners to grow their investment
alongside us, ensuring we deliver high-quality, artistically ambitious cultural experiences
to the wider South East.

The stability we enjoy today belongs to everyone who has stood by us. Our progress
reflects the collective efforts of our Board, our dedicated team, and the wider
community, each of whom has invested deeply in the theatre’s development. | wish to
pay particular tribute to my predecessor as Chairperson, Gabrielle Cummins. During
her tenure, Gabrielle guided the theatre through a transformative period — embedding
heightened statutory transparency, strengthening the Board, and championing the
Artist-in-Residence programmes that paved the way for our future. On behalf of the
Board, management, and staff, | extend our sincere thanks for her valued leadership.

Finally, thank you to you, our audience. Whether you purchase a ticket, join our ‘Friends’
scheme, amplify our voice digitally, or simply share your passion for our programme, you
are the heartbeat of this institution. By stepping onto this civic stage with us, you ensure
that the stories we tell together continue to shape the future we share.

Ann Marie Shannon
Chair
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Dear Friends,

It gives me great pleasure to introduce Theatre Royal’s strategy for 2026-2028.
Throughout the review process of our previous strategy, 2022—2025, and as we reflected
on Theatre Royal’s 242-year legacy as ‘The People’s Theatre’, we considered what’s in
store for the future of this much-loved theatre. We took time to listen and engage with
our many friends, collaborators, artists, audiences, users, team and key stakeholders.

We heard from those who believe Theatre Royal to be their creative and cultural home,

a place for live performance, shared experience and connection. Their views and
aspirations helped to inform the preparation and planning for the next three years. From
this process, we have shaped a future-focused strategy — one that is ambitious and
exciting, and sets out the needs and hopes of the team, Board, our community and the
people we work with.

Since 2022, and throughout the life of our previous strategy, we have welcomed new
Board and team members, introduced Artist-in-Residence programmes, strengthened
supports and collaborations with artists and arts organisations, expanded opportunities
for a more inclusive and diverse programme of events, and delivered works of excellence
by international colleagues. Theatre Royal has supported and encouraged like-minded
communities, welcomed both new and returning audiences, reaffirmed the venue’s
importance at the heart of Waterford city, and strengthened our financial viability,
helping to create a more sustainable future for Theatre Royal.

Working with the Arts Council as a key funding partner has allowed us to be ambitious
in our artistic delivery and has supported the development of more meaningful and
sustained opportunities for artists. Our partnership with Waterford City & County
Council has created opportunities to deliver a diverse programme, advance aspects of
our Climate Action Plan, and plan for improved accessibility for artists and patrons alike.

As these vital partnerships continue, | am confident that Theatre Royal can continue to
deliver for Waterford, and for those who choose to make work, present work and spend
time with us.

While we have much more to do, | very much look forward to working with our Board
and the dedicated and passionate theatre team in delivering this ambitious strategy over
the coming years, and to working closely with our community of artists to bring work of
excellence to audiences across the region.

We aim to create joy, opportunity, excitement, vibrancy and optimism, to inspire and to
connect, and we warmly welcome you to be part of this.

Mary Boland
Theatre Director
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Housed within an eighteenth-century Georgian civic building on The Mall in the

heart of Waterford’s Viking Triangle, Theatre Royal is a 432-seat Victorian auditorium
and Ireland’s oldest continually operating theatre. We present a diverse, year-round
programme and serve as a development hub for artists across performance disciplines.

Theatre Royal is a registered charity, with governance provided by a voluntary Board.
Our principal funders are the Arts Council of Ireland and Waterford City & County
Council (also the owner of the theatre building). Their support underpins our artistic
ambition, public engagement and stewardship responsibilities.

As a key venue within Waterford’s historic civic ensemble, we work closely with
Waterford City & County Council on the care and improvement of the building, ensuring
that our spaces are safe, as accessible as possible given the historic nature of the
building, and fit for contemporary practice and audiences.

We collaborate locally, regionally and nationally to expand opportunity and reach.
Partnerships with the South East Venue Network (SEVN), education providers, resident
artists and national companies enable co-production, touring pathways, professional
development and audience growth.

Our financial model blends public funding with earned income from box office, bar,
civil ceremony and conference hires alongside targeted philanthropy and sponsorship.
Detailed financial performance is presented through our annual reporting.
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From 2022 to 2025, we:

« Hosted 6,970 artists and crew, and
attracted 211,444 attendances;

« Supported the seeding of new work
with leading national companies
through residencies, in-kind support
and guarantees, such as Theatre
Lovett’s early development of new
work and presentation of PIETR
KLOON Influencer; Curious State
Theatre Company’s development
and presentation of Scissors & Comb;

« Delivered our annual ‘Page to Stage’
professional development weeks and
bursaries to regionally-based theatremakers
with Rough Magic Theatre Company
and sector partners;

« Presented curriculum-aligned theatre through our
annual in-house Shakespeare Review, engaging a
professional team and offering 2,500 Leaving Certificate
students per annum a structured, live learning experience;

« Putyoung people at the heart of theatre development and
performance through workshops and audience participation, via
collaborative projects with our artists-in-residence Nicholas Kavanagh /
Curious State Theatre Company (2023-2025) and Jamie Beamish (2022);

« Continued and expanded our annual young musician development programme
Jam@TheRoyal with Music Generation Waterford, delivering week-long intensives
of jamming, rehearsals, band-forming and mentoring to
c. 160 young local and international musicians;

« Advanced international work and inclusion by providing time, in-kind support and
guarantees to displaced touring artists and companies, including Hooligan Art
Community from Ukraine and SARAB The Palestinian Circus;

« Maximised the theatre’s potential by activating every available space for
performance and development, including the bar, vestibule, dressing rooms and
orchestra pit; and reconfigured the stage to create a backstage venue.
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Vision
To be the cultural arts leader for Waterford and the region by supporting and inspiring

artists and audiences through live performance, meaningful engagement and
transformative professional development opportunities.

Mission

To be at the heart of our community, stirring emotions, entertaining, enlightening and
inspiring by delivering a high-quality, multi-faceted programme that reflects the broad
base of our audiences.

Values
Excellence

High-quality art and programming through established work and new creations,
sparking creativity in artists and audiences.

Collaboration

Purposeful, respectful partnership with artists, producers, community groups and
other stakeholders, sharing expertise and resources to strengthen artistic work.

Communication

Open, timely and audience-centred communication, inside the organisation and with
the people we serve.

Inclusion and Diversity

A welcoming culture where people and ideas are treated with dignity; we examine
our systems and champion diverse traditions and voices.

Integrity and Sustainability

Ethical, transparent governance and responsible stewardship, financial, environmental
and civic, so that Theatre Royal endures for future generations.
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Artists and new work
Aims

Support artists, collectives and the wider arts infrastructure through collaboration,
performance opportunities and artistic excellence. Raise the visibility of the arts through
opportunities for emerging talent and community engagement, while prioritising local
artists and continuing to collaborate regionally and nationally.

Objectives
Create clear, fair pathways from idea to stage for artists across genres and career levels.

Curate, co-produce (within available resources) and showcase work that reflects the
region’s breadth and ambition.

Provide skills development and learning opportunities for emerging artists and
local communities.

Strengthen and support collaboration within the Waterford and regional arts ecosystem.

How we will achieve this

Initiate a new residency with a Waterford theatre collective; continue Artist-in-Residence
work; build pathways from development to production. Deliver an annual professional
development week for artists, curated with visiting professionals.

Continue development incentives and bursary supports to bring new work to final draft
and sharing. Produce and present our annual Shakespeare Review, sustaining paid
professional opportunities and curriculum-aligned impact.

Host a national theatre company residency to co-develop and premiere new work with
touring potential. Provide a platform for new local and national musicians and music,
supported by fees and in-kind technical supports. With partner Music Generation
Waterford, deliver targeted professional development, structured showcases and early-
career music pathways for young musicians.

Expand third-level collaboration with South East Technological University (SETU)
through our existing Memorandum of Understanding.

How we’ll monitor progress

Progress will be reviewed through ongoing artist feedback, project tracking and quarterly
Board reports, ensuring learning informs future artistic development and collaboration.
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STRATEGIC PRIORITY Il

Audiences and participation
Aims

Expand and deepen engagement with artists, audiences and partners through inclusive,
accessible programming. Strengthen both new and returning audience through targeted
development initiatives and consistent artistic excellence. Support artistic careers
through advocacy, mentoring and strategic communication.

Objectives

Make the Theatre Royal feel more open and welcoming through dialogue, discovery
and participation.

Strengthen attendance through targeted audience-development initiatives and
balanced programming. Develop and retain key audience segments, including long-
time theatre-goers, opera and classical audiences, and older adults; and nurture new
audiences, including family, children, younger music fans, through tailored, high-quality
programming and engagement initiatives.

Reduce financial and practical barriers, within available resources, so more people can
attend and take part.

Communicate clearly and consistently — before, during and after events.

Further develop partnerships and advocacy to support artist development and
audience growth.

How we will achieve this

Maintain and develop backstage/history tours and regular post-show Q&As.
Sharings of new work, such as script readings.

Pilot low-cost events each season; increase relaxed/ISL performances.

Grow second-level school attendances through the Shakespeare Review and invite-only
school performances of new work, building towards youth-focused strands.

Grow Jam@TheRoyal (two cohorts per annum), integrate progression from mentoring
to career pathways; run targeted workshops with visiting professional musicians.

Participate in SEVN gatherings to coordinate audience/artist development across the
South-East through shared insights, co-promotion and co-creation.

How we’ll monitor progress

Progress will be tracked through our annual Engagement Strategy, regular audience
insights and quarterly Board reporting, informing future audience development priorities.
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STRATEGIC PRIORITY I

Organisational strength and sustainability

Aims

Build the capacity, systems and partnerships that secure Theatre Royal’s future through
strong governance, financial resilience, accessibility, EDI and environmental stewardship.
Embrace innovation and the responsible use of digital technologies to enhance creativity,
efficiency and audience engagement.

Objectives

Strengthen organisational capacity, planning and governance. Improve accessibility and
embed EDI across programme, audiences and workforce. Upgrade the building and
systems through planned stewardship, capital investment and greener operations.

Address space constraints through planning, capital development and partnership models.
Balance the income model to support long-term resilience while protecting artistic ambition.

Nurture and grow partnerships with our local business community.

How we will achieve this

Secure increased funding from key partners and identify new funding pathways. Review
team structure and strengthen resources in key departments. Continue best-practice
governance through Board recruitment, induction and succession planning. Increase
residency capacity, providing financial, space and producing supports to a new Waterford
theatre collective.

Agree a co-production with a national company of note, with clear recoupment/touring
ambitions.

Upgrade digital accessibility through improved website compliance and in-venue assistive
and information systems. With Waterford City & County Council, address historic access
infrastructure, and capital development upgrades to enhance visitor experience.

Continue to increase turnover through balanced commercial and artistic box office activity.
Continue to develop finance model and planning.

Maximise ancillary income through venue rentals, targeted funding applications and our
‘Friends’ scheme.

Establish and develop a reserves fund and contingency line.

How we’ll monitor progress

Progress will be reviewed through quarterly operational and financial reporting, annual
policy review, and tracking of digital, EDI and sustainability milestones.
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Why we did it

To co-create a focused, evidence-led plan, rooted in community need and sectoral insight, that
reflects our values, builds on what works, and is realistic for our team and resources.

How we did it (February — October, 2025)

TEAM
WORKSHOPS
to review learning
from the last plan

and set early
goals.

KEY FUNDER
INPUT

via focused
meetings

Combined
TEAM-BOARD

WORKSHOP
to agree draft
priorities & success
measures.

BOARD
WORKSHOP
to test ambition,
risk appetite and

governance
priorities.

Two facilitated
ENGAGEMENT

CUSTOMER SESSIONS
INPUT with artists who regularly

use the theatre, one with
established professional
artists and the other with
artists aged 18 years and
younger.

via surveys

INTEGRATION AND ANALYSIS

of all inputs, culminating in a final facilitated workshop with the
Executive to confirm priorities, objectives and indicators.

RECURRING CONSULTATION THEMES

Space and time to create for artists Affordability and access
Youth opportunity Paid development and fair pathways Capacity constraints

Thank you to all who gave their time and insights into helping us with this process.

THEATRE ROYAL

This strategy has been informed by: Theatre Royal’s Equality, Diversity &
Inclusion Policy and Action Plan & Climate Action Policy and Plan; The Arts
Council’'s ‘Making Great Arts Work’ Strategy 2016—2025; Waterford City &
County Council’s Arts Plan, ‘Towards 2030".

The strategy was written by Michelle Clancy and designed by Rebekka Tomal.
Susan Coughlan of Art of Change facilitated the process.



Theatre Royal Team 2026

Ann Marie Shannon

BOARD OF DIRECTORS
Cllr. Joe Kelly

Freda Quinlan

Deirdre McSweeney  ClIr. Seamus Ryan Clodagh Walsh
Colette Byrne Donal Gallagher
THEATRE DIRECTOR
Mary Boland
MARKETING & FRONT OF
BOX OFFICE TECHNICAL FINANCE COMMUNICATIONS HOUSE
MANAGER MANAGER MANAGER MANAGER MANAGER
Deirdre Jordan Dermot Quinn Niamh Colbert Michelle Clancy John Fitzpatrick
GRAPHIC SOCIAL MEDIA
BOX OFFICE TECHNICAL TEAM DESIGNER OFFICER
Laura Coady Heather Troy-Whelan Rebekka Tomal Niamh Fennessy

Sinéad Barry
Niall Mahon
Ray O Byrne

Aaron Power
Aisling Fitzgerald
Aoife Curtin
Ben Hanlon
John Power
Carolyn Harte

Ellen Quilty
James Hayes
Stephen Phelan

FRONT OF HOUSE

Lily Corbett
Lucy Colbert
Matthew Fitzpatrick

David Bjelac
Georgia Sheridan
Hannah Boylan

Katia Uloha Foley
Kerry Anne Keane Muireann Duggan
Lena Walsh Niamh Fennessy

Norah Mai McCarthy
Oscar Devlin
Pat Phelan
Robyn Teelin
Seana Quinn
Taryn Nolan Lawlor
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