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The Hong Kong Academy for Performing Arts (HKAPA)  
Adaptation Foreword

The climate emergency demands 
immediate and meaningful action 
from every sector, including theatre. 
As makers and educators, we have 
a duty to respond with urgency and 
imagination, because the future of the 
art form depends on how thoughtfully 
we adapt our working methods. For 
theatre to remain a vital force in society’s 
most important conversations, its 
practice must evolve.

This Academy edition of the Theatre 
Green Book v2: Sustainable Productions 
is an adapted version created for the 
Hong Kong Academy for Performing 
Arts. It integrates the Theatre Green 
Book’s sustainability standards into the 
Academy’s existing production workflow 

as documented in the Academy 
Production Reference Manual 2025–26. 
Through this alignment, students and 
staff can make theatre sustainably 
without compromising creativity, scale 
or ambition.

At the Academy, sustainability is treated 
as a core professional competence, 
comparable to budgeting, health 
and safety, risk management and 
collaboration, and developed through 
supported practice. Sustainability is 
not a constraint but a new condition 
for artistry. Working within it calls for 
imagination, collaboration and care.

By embedding this approach into both 
training and production, the Academy 

joins a global community of theatre-
makers reimagining our craft in the age 
of climate emergency.

Professor Andrew Laine
Dean of the School of Theatre and Entertainment Arts
The Hong Kong Academy for Performing Arts
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We’re living in a climate crisis. Theatre makers - like everyone 
else - want to respond to that emergency. But for theatre, the 
need to change is particularly urgent. If theatre is to be part of 
the most vital conversation humanity faces, then it has to change 
its practice.

The Theatre Green Book provides clear standards for that 
change. In other sections it shows how to improve the 
sustainability of theatre operations and theatre buildings. This 
section is about making productions more sustainably.

Climate emergency is the reality in which theatre - like 
everything else - is now made. But producing sustainable 
shows is not an end in itself. Theatre’s purpose, range, creativity 
and ambition should remain as broad and vital as ever. Indeed, 
it is that very creativity and theatre’s ability constantly to 
reinvent itself which will generate fresh theatrical thinking in this 
new reality.

Theatre artists always work within parameters (of time, cost or 
scale). Working in the context of the climate emergency, they 
should feel no more restricted in creative ambition than they do 
now. Rather, their purpose is to channel that creativity through a 
new set of premises.

Working together, theatre-makers of all kinds – freelancers 
and venues, companies and producers – have collaborated on 
the Theatre Green Book. Based on widely agreed values and 
strategies, the result is a shared standard for making work, as a 
community, in the reality of the climate crisis.

Lisa Burger and Paddy Dillon, Renew Culture
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Green Book Foreword

We would like to thank everyone who has supported the Theatre Green Book 
with their time, their commitment and ideas, and to the funders of the Theatre 
Green Book. The Theatre Green Book co-founders are Buro Happold and 
Renew Culture.

Theatre Green Book is copyright © Theatre Green Book Ltd and Buro Happold. All rights reserved.
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1. Introduction

1	 WHY THE GREEN BOOK?

“As storytellers, we have a unique capacity to explore key 
issues with audiences both on and off the stage. In a warming 
world, this means taking leadership in communicating the 
importance of environmental action, whether that be through 
the content of our projects or the sharing of our practice.”  
 
                                                                      Staging Change, 2019

The climate crisis is an immediate threat to our safety, equity 
and prosperity. We urgently need to limit carbon emissions, 
reduce biodiversity damage; and in doing so, achieve a 
just transition where people, places and communities are 
supported and vulnerable groups protected. 

Theatre cannot solve the climate crisis alone, but it can play 
an urgent role in addressing it. Theatre can question and 
challenge, provoke, entertain and surprise. It can reflect the 
preoccupations of generations facing a time of dizzying, 
frightening change. 

But to do that, theatre itself needs to change. We need to be 
able to make work responsibly and sustainably. Freelancers, 
theatres, producers and companies all need a single, shared 
standard to work to. Hence the Theatre Green Book.

2	 A CLEAR PATH TO SUSTAINABILITY

The Theatre Green Book gives theatre a path towards 
sustainability. It builds on years of work by theatre-makers  
and sustainability pioneers like Julie’s Bicycle, Creative  
Carbon Scotland, SiPA, Ecostage and others. It maps the 
journey towards a way of theatre-making that is low carbon 
and low waste, values people, and contributes to a more 
sustainable society.

Theatre-makers have already begun that shift by reusing 
and recycling, by switching to low energy equipment and 
researching alternative materials. This guidance is built on 
their expertise. 

Everyone in theatre starts their career by creatively stretching 
resource: all theatre-makers are experts in sustainability. To the 
challenge of responding to the climate emergency, theatre is 
already bringing resourcefulness, dynamism and creativity.

3	 A CREATIVE OPPORTUNITY

The climate crisis is not just a challenge to be overcome. 
Shifting the parameters by which theatre is made is a moment 
of exciting creative opportunity. 

No one yet knows what shows will look like, made in the reality 
of the climate emergency. Theatre-makers will answer that 
question project by project. Throughout its history, theatre has 
shown an extraordinary capacity for reinvention. The next few 
years should be seen not as a restriction, but as an invitation to 
dynamic creative change.

4	 SCOPE OF THE GREEN BOOK

The Green Book divides the challenge into three areas. 
Together, they will give theatre clear, practical and detailed 
guidance towards sustainability:

1.	 Sustainable Productions (this section)
2.	 Sustainable Operations
3.	 Sustainable Buildings

5	 SUSTAINABLE PRODUCTIONS

Shows have an impact on the planet. They use energy and 
materials, require travel, create waste and employ harmful 
chemicals.
 
The Green Book shows how to reduce that impact. It shows 
everyone involved in the chain of a production how their 
practice can change to make shows more sustainably. It 
presents actions that can be taken by theatre-makers now, as 
well as those to be adopted rapidly as expertise grows and 
green infrastructure develops. 

Its guidance is designed for theatre-making of all types and 
scales.

Small scale shows may involve smaller teams and less resource, 
but the principles of sustainability are the same: to create more 
with less; to collaborate more closely; to focus on people not 
objects; to replace the consumption of resource with creativity.

6	 REASONS TO CHANGE

Theatre isn’t alone in facing change. Everything and everyone on 
the planet is affected by the climate emergency, and everything we 
do will be changed by it – including making art. 

The changes we make can be overwhelmingly positive for how we 
work as individuals and communities.

•	 More collaborative and open ways of working can dissolve 
hierarchies, and breed respect among the many talents that 
contribute to making a show.

•	 Sustainability shifts our focus from resources to people.
•	 Working locally can reconnect theatre-makers with their 

communities and make theatre more accessible.
•	 Listening to new voices means including more diverse 

theatre-makers who will bring new perspectives to the 
challenge.

This guidance has been built on the expertise of freelancers, 
buildings, specialists and organisations. The collaboration and 
mutual respect which theatre-makers have collectively brought to 
the Green Book is the key to working sustainably – in every sense.

NET ZERO

The key to a sustainable production is to move from a linear 
economy for production (raw materials used on stage then 
thrown away), to a circular economy where we reuse and 
recycle as much as possible. 

Accurately measuring the carbon impact of a production is 
time-consuming, complicated, and depends on numerous 
variables. But if we shift to a culture of reuse and recycling, 
we know we’re doing all we can. An Advanced Theatre 
Green Book production is effectively net zero.  

Carbon off-setting (to balance any carbon impact you can’t 
avoid) is covered in the Operations section.
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2. Key Principles

1	 SUSTAINABLE WORKING MEANS…

SUSTAINABLE PLANNING

A sustainable production begins with an invitation that clearly 
defines a sustainability standard – and makes sure everyone 
understands it and how they will work together to achieve 
it.  Budgets and schedules need to allow for sustainability.  
Working sustainably will require more time particularly when 
first introduced.  Collaboration and communication are key.

SUSTAINABLE CREATING

Sustainability starts with the director’s concept and the 
designer’s vision. The whole team collaborates to achieve that 
vision in a sustainable way.

NEW TOOLS AND PROCESSES

The Production Calculator helps guide sustainability by working 
out how much material is reused or recycled.  Meanwhile, 
workshop and manufacturing processes can follow sustainable 
guidelines.

SUSTAINABLE MATERIALS

Sustainable theatre requires a step change towards the use of 
equipment and materials which have had a previous life, and 
will go on to be reused, repurposed or recycled.

CLEAN PROCUREMENT AND TRANSPORT

Making shows sustainably needs a significant reduction in 
transport and deliveries, with rail, electric vehicles and public 
transport used as a priority.

2	 THE MATERIALS HIERARCHY

Everything in a truly sustainable show will have had a previous 
life. Everything will be used again. That creates a ‘circular 
economy’.

Start by designing out the need for materials. 
Whatever is needed should come from a reused or recycled 
source – locally, if possible, to reduce transport. Next best are 
materials which are, at least, sourced sustainably. At the bottom 
of the pyramid are raw materials which involve carbon, and are 
destructive to manufacture, and ought to be avoided.

There’s a similar process for thinking what to do with everything 
afterwards, from best – reusing it in the theatre – down to the 
worst: chucking it in landfill.

3	 THEATRE GREEN BOOK STANDARDS

The Theatre Green Book sets three standards for sustainable 
working: Basic, Intermediate and Advanced. In a Basic 
production, 50% of the sets and scenery, props and costumes 
need to be reused or recycled, and 65% used again after the 
show (based on weight).

The Theatre Green Book Production Calculator gives you a 
checklist for each standard, and simple worksheets to help 
you calculate your percentage of reuse / recycling, and (for 
Advanced shows) a basic calculation of carbon impact.
Assessing a production isn’t an exact science. Use common 
sense, avoid getting lost in details, and the Calculator will give 
you a reliable tool for the transition to sustainable working.

TRAINING AND LEARNING

Theatre’s shift towards sustainable working needs  
everyone to understand the principles on which green 
guidance is based.

More widespread Climate Literacy training can help the 
whole sector move forwards.  Meanwhile theatre’s own 
networks can help share theatre-makers’ experiences, 
innovations, new techniques and lessons learnt in  
working sustainably

Go to the Toolkit for information on Climate Literacy training.

WHAT DO WE MEAN BY GREEN?

The Green Book uses ‘sustainability’ and ‘greener practices’ 
as catch-alls to cover decarbonising theatre productions, 
reducing waste and eliminating environmentally harmful 
practices. That keeps it simple and readable, regardless of 
anyone’s prior knowledge. 

For a more precise vocabulary for green theatre, see 
the glossary in the Resources area. The Future Materials 
Banks keeps an excellent lexicon of general terms at www.
futurematerialsbank.com/lexicon.

            SAFETY AND RISK ASSESSMENT AT THE ACADEMY

At HKAPA, all sustainability-motivated changes must go 
through the standard Academy risk assessment process. 
Production teams apply professional risk management practices 
as they adopt new environmentally responsible methods. Any 
additional risks that arise from greener choices are identified, 
evaluated and mitigated to ensure that safety, compliance and 
artistic integrity remain central to the work.  

Materials origin Materials afterlife

Virgin and raw materials: steel, PVC, tropical 
hardwoods, synthetic textiles, glitters, toxic 
paints and dyes, PVC (avoid)

Landfill (avoid)

Burnt as biomass for heating

Dissembled and recycled

Sold, donated, stored regionally

Sold, donated, stored 
locally or at venue

Unnecessary materials 
designed out

Low carbon raw materials: timber, board or 
recycled steel, natural and organic materials

Repurposed or net zero materials: reused 
timber or steel, recycled materials or offcuts

A previous life in the region (storage, 
second hand, rental, other productions, 
online sharing or swapping networks)

A previous life locally or at 
venue (storage, second hand, 
rental, other productions)

Unnecessary materials 
designed out

The Materials Hierarchy

https://www.hkapa.edu/about-hkapa/sustainability
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3. Planning a Sustainable Production

1	 KEY PRINCIPLES

Planning a show sustainably means:

•	 Setting a clear sustainability target at the outset.
•	 Setting up the team, budget and schedule to support 

sustainable working.
•	 Giving everyone the tools they need to achieve a 

sustainable outcome.

2	 COMMUNICATIONS

SETTING A STANDARD

The Green Book sets three clear standards: Basic, Intermediate 
and Advanced. The Standards define actions for each. The 
Theatre Green Book standards enable you to set a clear goal for 
each production, which define what everyone needs to do, and 
will be increasingly familiar to all theatre-makers.

Theatres new to sustainability sometimes aim too high, 
demoralising the whole team. It’s good to start with Basic, so 
everyone has a chance to learn. It can even be helpful to carry 
out assessments of some past productions, to discover how 
close you already are.

THE INVITATION

It’s essential to define the sustainability standard with the first 
invitation to team members, explain what it means and how 
they will be supported. Introduce it later, and sustainability will 
appear restrictive. Include it from the start, and it will be built 
into creative thinking from the outset. Before anyone starts 
thinking, they need to understand the parameters they’re 
working within, and the values they’re being asked to share. 
Artistic Directors / Deans of the Schools have a vital role to 
play in making the sustainability standard a clear part of the 
invitation, and then holding creative teams to achieving it.

INDUCTION

You’ll only achieve a sustainable result if everyone fully 
understands the part they need to play. Whenever team 
members are invited, induct them in how the Theatre Green 
Book works, and the responsibility they have for helping deliver 
the show as sustainably as possible.

FREELANCERS

Regular teams will soon become familiar with the Theatre Green 
Book. Freelancers may be new to it, and to your processes. Give 
them the support they need – including climate literacy training 
– to deliver what you ask. Meanwhile, freelancers can influence 
the transition by asking theatres whether they’re using the 
Theatre Green Book, and what systems they have in place – or 
even insisting on a Green Book standard in their contract riders. 
It’s hard to change organisations from the outside, but theatre 
depends on freelancers, and their influence and expertise is vital.

At HKAPA, the Production Office will set the TGB level in 
consultation with the relevant School. The Production Manager 
will communicate this in the creative or production brief and 
the first team meeting, and a brief explanation of the TGB 
should be shared with all involved parties.  

            WORKING WITH EXTERNAL ARTISTS AND  
            FREELANCERS AT HKAPA

Visiting directors, designers, and guest artists may be unfamiliar 
with TGB standards. The Production Office should provide 
briefing materials in appointment letters, and the Production 
Manager should ensure external collaborators receive the same 
induction as students at the first call. This early alignment allows 
student teams and experienced practitioners to support each 
other in maintaining sustainable professional standards.  

APPOINTMENTS

Sustainable working needs teams to be appointed early, so 
makers can help achieve creative ideas in sustainable ways. 

Contract Riders, or Green Production Agreements, help make 
your values clear, and help the team to collaborate in achieving 
a given target. Contracts with suppliers and makers should 
reference the same standard.

Go to the Toolkit for sample wording.

COLLABORATIVE WORKING

Sustainable theatre-making needs teams to collaborate. Where 
possible, makers and suppliers should join early meetings 
to offer suggestions and workshop solutions. Directors 
and designers need to respond flexibly, to make space for 
sustainable thinking. Producers must foster an atmosphere of 
mutual respect and trust across the whole team.

Sustainability needs to be a constant refrain, but two key 
meetings will embed sustainable practice:

•	 A sustainability meeting at concept stage integrates 
sustainable thinking from the outset.

•	 Later, the White Card model can be the focus of a 
meeting where the whole team audits design against 
Green Book targets, workshops options, and agrees 
actions.

Go to the Toolkit for more on Meeting, Sharing and Reviewing.

Set
Green Book
Standards

Concept

More 
thinking 
time for 
directors and 
designers

Concept
Meeting

Green Card
Meeting

Final
model

Technical
Lockdown

Development

More 
workshop-
ping time 
for the 
team

Allowing time:
Scheduling for  
sustainability

Final model

Finding 
materials 
takes 
longer

Procurement

Making 
takes 
longer

Making

Takes longer
to make sure
materials have
future life

Disposal
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E 
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https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
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More workshop-
ping time for the 
team

Finding reused 
materials may 
take more time

Less material 
needed, and 
more of it is 
reused or hired

Making 
sustainably may 
cost more

Less material 
needed, and 
more of it is 
reused or hired

Team needs time 
to make sure 
materials have 
future life

More thinking 
time for directors 
and designers

Spend more on people’s time

Spend less on materials

3	 SCHEDULES AND BUDGETS

SCHEDULES

Sustainability takes time. Schedules need to allow it. 

Time spent at concept stage refines thinking and avoids late 
change. Designers need time to explore creative solutions – it 
might include trips to your store or meeting other designers  
who are working in the same season to explore shared 
design elements. Achieving sustainability requires iterative 
conversations among the team. Even ordering second-hand 
costumes takes longer than buying online. 

Schedules need rethinking to allow sustainable practice. 

See diagram above and go to the Toolkit for more information.

BUDGETS

Budgets need to reflect the same shift, buying extra time 
from designers and makers for the collaborative conversation 
sustainability needs. 

Purchase costs will change. A new set made with  
sustainably-sourced materials may cost more. Made with  
reused components and recycled materials, it can cost less. 
Show budgets, like schedules, need to change shape.  

See diagram on next page and go to the Toolkit for  
more information.

4	 TOOLS AND METHODS

INFORMATION

Theatre-makers need the right tools to reach sustainable 
outcomes. 

Producers can help freelancers with information about in-
house and local resources. They can encourage different 
production teams to share components, materials, floors, 
equipment and ideas. Theatre’s strong networks are an 
essential resource for sustainability. 

Go to the Toolkit for a checklist of information to provide.

SPACE AND STORAGE

Being able to recycle and reuse most effectively will require 
more space.  When a production has reached the end of its life 
space is needed to break the elements down  and to remove 
fixings – glue, nails – so that it can be reused or recycled.  You 
may need to rethink how you use your workshop or back of 
house to do this and find storage for the elements which can 
be reused in another production.  There are good examples of 
companies coming together to share stores for mutual benefit.

INTELLECTUAL PROPERTY

Designers may rightly be concerned that their designs will be 
reused without permission. It’s important they have the chance to 

            ACADEMY STORES AND CIRCULAR MATERIALS  
            MANAGEMENT

Students must search stores before specifying new builds or 
purchases. Set, props, and costume stores are available and 
should be the first port of call. The Production Office can also 
liaise with local arts organisations and production‑element 
vendors (staging, props, costume, etc.) to share catalogues, 
past production elements, and upcoming production ideas, 
widening reuse options beyond the Academy’s own stores.  

We fully utilise existing storage space and will continue to 
explore additional space to support expanded reuse and  
circular management.

define elements of the design which they see as protected (for 
example, a bespoke staircase or sculptural set). These elements 
can be defined individually, while leaving generic components 
(standard windows and doors, masking, floor textures) and 
materials to be reused freely.

EVALUATING

The Productions Calculator helps you evaluate the sustainability 
of each production. It gives you checklists for the three Theatre 
Green Book standards: Basic, Intermediate and Advanced. Excel 
worksheets help assess how much of your sets and scenery, 
props and costumes are reused / recycled based on weight.

Measuring a production isn’t an exact science, and production 
teams are always short of time. Don’t get lost in too much 
detail. Use common sense to guide decisions. The Production 
Calculator is not a perfect system but a tool to help you think 
more sustainably, and record how your practice is changing.

Go to Productions Resources for the Production Calculator.

Within institutional frameworks such as the HKAPA, where 
intellectual property rights typically vest in the Academy, 
establishing a clear framework for authorship and modification 
is essential. Parties should reach an early consensus to 
distinguish between bespoke elements that require authorial 
consent prior to alteration, and generic components that may 
be readily adapted. This proactive approach ensures seamless 
design reuse while respecting creative integrity.

Set
Green Book
Standards

Concept Development Final model Procurement Making Disposal
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E 

SH
O

W

https://www.hkapa.edu/about-hkapa/sustainability
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SHARING AND TRAINING

Sustainability will become easier as the sector’s climate literacy 
continues to develop. Theatre-makers will learn by trialling and 
sharing, so it’s essential, after a show, to review outcomes and 
share honestly what worked, and what didn’t. 

Making work sustainably can be something to share with 
audiences, as well, who will increasingly expect sustainable 
practice.

By gathering data, Producers can lay the ground for carbon 
budgeting. They can support staff and freelancers with training.

Go to the Toolkit for information on carbon literacy training, and 
on reviewing and sharing outcomes.

5	 AFTER THE SHOWS

LONG-RUNNING PRODUCTIONS

A production which runs for a long time, or is often revived, 
is more sustainable than the same show made for a few 
performances only. The same material is being shared across 
more dates and a much bigger audience.

Because it’s usually impossible to know how long a production 
will last, the Theatre Green Book doesn’t currently make 
allowance for the benefit of long-running shows. Instead, it 
focuses on making each production as sustainably as possible. 
But we’ll continue to work on a methodology to balance 
environmental impact against the size of audience and the time 
a production lasts.

THE END OF THE SHOW

A sustainable show doesn’t end on the closing night. Returning 
materials and components, costumes and props to further use is 
every bit as important as procuring them sustainably in the first 
place.

Producers need sustainable disposal systems and protocols. 
Online theatre networks can help. Good relationships with local 
second-hand shops, community centres, other theatres and 
prop stores will help make sure materials have an afterlife – and 
nothing ends up in the skip.

6	 ADDITIONAL BENEFITS

Sustainable practice doesn’t only benefit the environment. It can 
help theatre-makers and their communities:

•	 Working collaboratively improves working culture  
for everybody.

•	 Working collectively brings more diverse talent into  
the industry.

•	 Working locally connects theatre to communities.
•	 Managing resources proactively reduces costs.

In HKAPA, post‑production debriefs are framed as part of 
students’ learning journey, not as a test of performance. 
These discussions help students reflect on how they have 
engaged with TGB standards, including green processes, 
materials choices, reuse, data use, collaboration, and creative 
problem‑solving, as part of their overall learning. This is the 
learning goal and pedagogy: to understand the process, 
develop critical thinking, and deepen reflection as an integral 
part of students’ artistic practice.

IN THE TOOLKIT

Green Production Agreement	
Sustainability Information for Teams	
Climate Literacy Training Courses
Budgeting for Sustainable Shows
Scheduling for Sustainable Shows
Stage Management
Meeting, Sharing, Reviewing				  
Outdoor / Site Specific Shows			 
Biodiversity Assessments

OUTDOOR AND SITE-SPECIFIC SHOWS

Outdoor and site specific shows may be extremely 
sustainable. They may need minimal lighting and set, for 
example. 

They also impose specific challenges, like how to provide 
power sustainably, set up dressing room facilities etc. In some 
natural locations it’s important to check the show doesn’t 
harm wildlife. 

Go to the Toolkit for more guidance.

COMMISSIONING MULTIPLE SHOWS AND SEASONS

Whenever shows can be commissioned together as a series 
or season, they can share resources and reuse components. 

Consecutive shows might share the same floor. Lighting and 
technical set-ups can be retained. Props and set components 
can be shared. Designers working together can swap 
information and access the same recycled materials. 

The result can be significant savings in materials and energy, 
along with the costs and emissions associated with remaking, 
rigging and transporting components. Deliveries can serve 
more than one show at the same time.

https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
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In an Academy production, to plan a sustainable production, 
the creative and production team should consider the following 
factors early and iteratively at each phase:

•	 Brainstorm by visiting the stores, reviewing stock 
catalogues, and collaborating with workshop staff for 
sustainable creative ideas.

•	 Consult the Production Office regarding sharing or 
borrowing items from local arts organizations.

•	 Consult the Production Office for vendors that offer 
sustainable options.

•	 Consult the Production Office and the Department of 
Theatre Design regarding sharing items across concurrent 
or future productions.

•	 Assess any health and safety risks arising from the use 
of new sustainable materials, alternative fabrication 
methods, or the adaptation of salvaged items.

Continuously updating the relevant calculators and performing 
risk assessments throughout the creative and production 
process ensures that the team’s decisions are well-informed and 
fully documented.

TGB becomes visible at existing Academy checkpoints, not a 
parallel process. No new meetings are added—sustainability 
is integrated into Brief, Concept, Preliminary Design, Final 
Design, Technical, and Evaluation meetings.

ACADEMY PHASE DELIVERABLEWHOTGB ACTION

Production  
File Hand-in

Calculator summary + Reflection in 
production file

Production ManagerComplete TGB Production Calculator and 1-page 
Sustainability Reflection

Brief Meeting TGB standard noted in creative briefProduction Office, 
Production Manager

Set TGB level (Basic/Intermediate), explain to team, distribute 
TGB Briefing Document

Concept 
Development

Initial sustainability thinking 
documented

Designers, Production 
Manager

Required Sustainability Meeting: Discuss reuse targets, 
materials hierarchy, visit stores, identify cross-show sharing 
opportunities

Preliminary 
Design Meeting

Annotated drawings/lists with TGB 
categories (reused/recycled/good 
new/avoid); preliminary Calculator 
estimate; preliminary risk assessment

Production Manager, 
Technical Director, 
Designers

Green Card Review: Team audits set/props/costumes against 
TGB materials hierarchy and reuse targets; PM presents 
reuse plan, modular design, disposal plan draft; Designers 
present preliminary TGB Production Calculator estimate and 
preliminary risk assessment for key scenic elements

Final 
Design Meeting

Final annotated lists, disassembly 
notes

Production Manager, 
Technical Director, 
Designers

Confirm construction/costume lists with TGB categories, sign 
off disassembly plan, document variances with reasons

Construction  
Period

Sourcing records (input to Calculator); 
updated Construction List

Workshop Heads (Scenic 
Construction Manager, 
Head Property Maker), 
Costume Supervisor

Apply materials hierarchy, document sourcing for Production 
Calculator; update Construction List as live document

Technical  
Meeting

Technical sustainability planTechnical Director, 
Lighting/Sound/Video

Technical Director presents shared rigs, energy routines, 
consumables policy, delivery consolidation plan

Performances Show reports with 1–2 sentence Green 
note

SMSM adds Green note to show reports (waste, deliveries, 
sustainability issues)

Move-out
 

Disposal tracking sheetProduction Manager, 
Technical Director, 
Workshop Heads

Execute pre-agreed Disposal and Reuse Plan; track disposal: 
Academy stores/external reuse/recycling/residual waste
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4. Co-production and Visiting Companies

1	 INTRODUCTION

Many productions are partnerships between two or more 
theatres or companies. Usually there is a ‘lead producer’ 
responsible for leading the production and making (or 
commissioning) the show. But the nature and role of co-
production partners varies widely. 

Some do no more than invest money. Others take an active role 
in decision-making, or take on some of the responsibilities of 
putting the production together and touring it. 

Some are involved in regular co-productions with partners 
they know well, and whose values they share. Others are ad 
hoc partners who don’t know the co-producers well, and have 
different priorities for the production.

To co-produce a sustainable production to Theatre Green 
Book standards requires sensitivity, flexibility, and good 
communication.

2	 STARTING OUT

At the outset of a project, it is essential to agree the sustainability 
ambition of the production. This should be written into 
partnership agreements wherever possible.

Inducting new partners into the Theatre Green Book and its 
standards will ensure that everyone fully understands the 
parameters that will govern the production, and any costs 
resulting. It’s also an opportunity to share Theatre Green Book 
principles with your partners.

Agree early how the production’s green credentials will be 
used as part of marketing and communicating the show.
 

3	 RESPONSIBILITIES

An early step is to determine who will be responsible for 
ensuring, and demonstrating to partners, that the production 
meets its Theatre Green Book standard. This will normally 
be the lead producer. However, other partners may be more 
experienced in green production – in which case they may 
have a defined role as sustainability advisers or champions. 

Identify who will have responsibility for completing the 
Production Calculator and other measurements (eg travel and 
waste).

A meeting between heads of production of the main partners 
will allow them to identify specific expertise in different areas 
which might help the team achieve the most sustainable 
outcomes.

Just as important is to identify who will have responsibility for 
disposing of the production after the tour is over.

4	 PLANNING FOR SUSTAINABILITY

Co-production partners have the opportunity to pool resources 
for reuse and recycling, and make them available to the 
creative team. Technical resources at each receiving venue 
should be collated and shared, to give the producing and 
creative team all the information they need to plan the most 
sustainable tour. 

For touring shows, try to plan the tour to minimise travel. 
At an early stage, the partners should consider how best to 
reduce the set, equipment and people that will need to tour. 
Considerations will include the size and construction of the set, 
the use of local tech equipment and staff etc. An early priority 
is to define a realistic but clear haulage limit for the tour, and 
make sure this is fully understood by all.

Establish a haulage limit (e.g. two transit vans). While working 
on the design, the team should make sure they develop and 

record a plan for disposal or storage of all materials after the tour.

5	 WORKING SUSTAINABLY

Discuss and agree how you can use virtual tools and written 
technical specifications to minimise travel to venues. Agree your 
travel and accommodation policy between all co-producers 
to standardise expectation about train travel, car sharing and 
accommodation. 

In rehearsing and running the production, make everyone 
involved aware of the Theatre Green Book standard you are 
working towards, even if they haven’t been involved in the 
development stage.

When it comes to the actual tour, look for opportunities to 
minimise show-running consumables, or to buy sustainably in 
bulk, to service the entire run.

6	 OPPORTUNITIES

A co-production is a ready-made sharing network to spread best 
practice and expertise.

If you are initiating a co-production, you may decide to require 
that any partners joining should have reached a certain Theatre 
Green Book level – or have plans to do so. If you are joining a co-
production, you may be able to lobby for the production to be 
made to Theatre Green Book standards, and to introduce other 
partners to sustainable working.

In working with receiving venues, you have an opportunity 
to influence venues in how they manage operations such 
as marketing and catering. Agree with venues a set of basic 
requirements and recommendations – for example, making sure 
they inform audiences about sustainable travel options.

If you share values, that will be an opportunity to help them on 
their own transition. You may not have that kind of influence –  
but there will always be opportunities to encourage more 
sustainable working.

At HKAPA, co‑productions with external partners and visiting 
companies are built on a shared vision for artistic ambition 
and value creation. Both partners commit to working towards 
the environmental and social values in the TGB and in each 
organisation’s mission, rather than treating TGB as a simple 
compliance exercise.

Standard co‑production and visiting company agreement 
templates (available from the Production Office) include a 
sustainability clause
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5. The Creative Challenge

1	 WHY CHANGE?

Many – perhaps most – creative theatre-makers may find 
this question easy to answer. The climate crisis is the most 
challenging humanity has ever faced. If theatre wants to be part 
of the conversation around it, then theatre must itself become 
sustainable. Productions may not be the largest part of theatre’s 
impact on the planet, but they are the most visible. They’re what 
theatre is for. Besides, if theatre can pioneer its own transition, 
it can show the way to other sectors, generating change across 
society. 

Despite that realisation, it’s important to recognise the creative 
challenge of thinking and working differently. 

Theatre won’t be transformed overnight. Sustainability is a 
transition in which creative theatre-makers have an essential 
role to play. But sustainable theatre doesn’t only rest on their 
shoulders. They make change most effectively by embracing the 
collective support of the whole production team in developing a 
vision to its most sustainable form.

The climate crisis has generated a new set of parameters in which 
we need to work. A creative response begins by recognising our 
responsibility for the decisions we make – including decisions 
that harm the planet. Those parameters can, of course, be 
presented as restrictive. They can make it harder to realise 
familiar ideas sustainably. 

Only through creative thinking can they be sublimated into a 
new future for theatre.

2	 A DIFFERENT CHALLENGE

The challenge facing theatre writers, directors and designers 
is to conceive and create ambitious new shows which express 
everything they wish to say about the world while working within 
the reality of the climate crisis. 

That reality, and the challenge of responding to it, is already 
shaping the work of many designers and directors.

A work of theatre can, of course, take the climate emergency as 
its subject – in which case it’s all the more important to make it in 
a way that reflects climate realities. But making shows sustainably 
is not an end in itself.  It isn’t theatre’s purpose or ambition which 
have changed; but the parameters within which it’s made. 

Parameters are, of course, nothing new – theatre makers have 
always worked within boundaries of cost, space and time.  
Limitation can be a spur to invention; constraint and creativity 
can interreact.  Almost without exception, theatre artists in their 
early careers work within severe constraints, making shows 
with whatever’s to hand. 

The climate emergency has brought a different set of 
parameters, however. Working within them is a different 
creative challenge.

3	 A DIFFERENT APPROACH

Some theatre-makers have been exploring this challenge for 
years; for others, it will be new. The future direction of theatre 
will take shape through the work they make. 

The role of this guidance is not to suggest creative solutions, 
but to define the parameters within which theatre must work. 
Equally, it would be wrong to make assumptions about the 
work those parameters will generate. Sustainability might, at 
first sight, suggest aesthetic austerity and minimalism; and 
those may be approaches some theatre artists choose. But they 
are not inevitable answers to the new questions the climate 
emergency is asking. 

Sustainability doesn’t dictate what shows should look like. 
Theatre has always responded to crucial new subjects through 
creativity and invention, and, in the process, discovered 
unanticipated new forms of expression.  

The climate crisis creates a new reality. In adapting their art-
form to it, theatre-makers are already conceiving theatre in 
new ways.

4	 A DIFFERENT WAY OF WORKING

In the collaborative chain that makes a show, no one person 
can ‘own’ sustainability. Everyone’s practice is affected; 
everyone is dependent on others, from producers to set-
builders, to work in new ways. Responding to the climate 
emergency is a collective responsibility.

Sustainability requires new ways of working, therefore. It needs 
collegiality and collaboration, which demand more time, and 

promote different kinds of creative relationship. 

Making shows in a linear and hierarchical way stifles the collective 
conversations which allow sustainable answers to be found. 
Makers’ expertise is needed at early stages to develop an idea 
in the most sustainable possible way. Iterative conversations are 
needed to nudge a vision to its most sustainable form. 

Working in this way needs more time. Schedules need to be 
rethought, along with budgets that pay for more time, rather 
than more material (chapter 3 provides detail on the principles of 
producing shows more sustainably).

Working collectively also requires a high degree of trust and 
mutual respect. Makers, production staff and suppliers are all  
part of a team whose shared purpose is to realise creative  
ideas sustainably.

Theatre is a wide road filled with collaborators all travelling in 
the same direction. Responding to the climate emergency is 
a collective responsibility, and the work it generates will be a 
collective endeavour.

5	 SOME STARTING-POINTS

As stated above, it is no part of this guidance either to prescribe 
creative answers, or predetermine outcomes. There is no single 
creative prescription for the new approaches which are growing 
out of the climate crisis.  Collectively, theatre-makers are inventing 
them, show by show and season by season. 

For the many theatre-makers who have already engaged with 
the challenge of the climate emergency, the notes that follow 
may therefore seem superfluous. They should be read not as 
prescriptive, but as a series of starting-points which summarise 
theatre-makers’ experience so far.

For HKAPA students, working sustainably is a core professional 
competence, alongside budgeting, health and safety risk 
management and mitigation, and collaboration. Students learn 
by doing, with guidance and support from supervisors, who 
consider their engagement with TGB standards, including green 
processes, materials choices, reuse, data use, collaboration, and 
innovation, as part of their learning.



THE THEATRE GREEN BOOK (HONG KONG) — SUSTAINABLE PRODUCTIONS: DETAILED GUIDANCE
FIRST EDITION - OCTOBER 2026

PAGE 14
Copyright © Buro Happold and Theatre Green Book Ltd. All rights reserved

THE CONCEPT

Whether a show can be achieved sustainably can depend 
on the director and designer. Responsibility for working 
sustainably lies with everybody, and teams must collectively 
rise to that challenge. But making work within the parameters 
of the climate emergency is a journey that starts with the initial 
concept.

Sustainability can never be an afterthought. It needs to begin 
at a show’s inception.

COLLABORATION

Making a show sustainably is a collective task. By working 
together, teams can refine a show towards sustainability using 
their common expertise. 

New production milestones are needed to support this:

•	 A sustainability meeting at concept stage integrates 
sustainable thinking from the outset.

•	 Later, the White Card model can be the focus of a 
‘Green Card’ meeting where the whole team audits 
design against Green Book targets, workshops options, 
and agrees actions.

FLEXIBILITY

Collaboration requires flexibility. Working with a team to 
nudge an idea towards sustainably means sharing control. 
Everyone needs to keep their minds open.

Losing a few centimetres here or adding some there might 
make it possible to reuse last year’s revolve, or help the 
workshop cut a floor from fewer boards. A reused stair from 
a previous show might not be the first idea – but it might be 
the right one. Designers working sustainably keep their minds 
open to change.

TIME

Working in this way needs time. It takes time to invent 
sustainable ways of achieving a creative vision, just as it 
takes time to track down sustainable materials – time which 
producers must include in schedules. 

In the same way, conceiving a show sustainably also needs 
more time. Less resource demands more invention; template 
solutions will no longer work. Theatre-makers need time to 
find new answers to new questions.

DOING MORE WITH LESS

Whenever designers ask themselves if each element is 
working hard enough, sustainable thinking is aligned with 
creative process. Sustainable theatre-making requires 
everything – every idea, every piece of material – to work as 
hard as possible.

DIFFERENT APPROACHES

Stage design has developed a tried-and-tested technology 
of new ply cladding on new steel frames.  That’s challenging 
to achieve sustainably. Some designers have found it helpful 
to start from a different place – from a space’s architecture; 
from what’s available in theatre stores; or from the particular 
qualities of reused or recycled materials.

SUSTAINABLE MAKING

There’s guidance for sustainable making throughout this 
volume.

•	 The first step is to minimise, through design, how much 
material a set requires.

•	 The next is to find reused components or recycled 
materials – ideally locally, to reduce transport.

•	 Failing that, new materials can at least be sourced as 
sustainably as possible.

•	 The very last resort is virgin material from unsustainable 
sources which harm the planet.

INTELLECTUAL PROPERTY

Bespoke designs need to be protected. No one wants to 
see their work turn up unaltered in someone else’s show. 
But copyright can be safeguarded by identifying the specific 
components a designer wants to protect. Everything else – 
generic components such as windows and floors, masking, 
salvaged materials etc – can be made available for reuse or 
recycling.

MORE ISN’T THE ANSWER

When a show proves troublesome, teams have sometimes 
tried to solve the problem by modifying sets or ordering new 
props. That can ruin a show’s sustainability. Better solutions 
may need more time instead – for planning, preparation, or 
experiment.

LOOK AHEAD

Productions don’t end at the final curtain. In a circular economy, 
everything on stage should have been used before, and will be 
used again – and theatre makers need to think of that in advance. If 
the team has made something of value, there will be other ways of 
valuing it again.  Don’t assume that a show’s final audience is the skip. 

5	 ADDITIONAL BENEFITS

Sustainable practice doesn’t only benefit the environment.

•	 Working collaboratively improves working culture for 
everybody.

•	 Working collectively brings more diverse talent into the 
industry.

•	 Working locally connects theatre to communities.

IN THE TOOLKIT

Climate Literacy Training Courses			 
Modelling Tools and CAD
Reuse and Recycling
Modular Design
Making for Disassembly
Sustainable Sourcing

NEW WRITING AND DEVISED WORK

New writing and devised work present special challenges. 
Even more than usual, rehearsal is a journey of discovery and 
change. That energy mustn’t be squeezed out of the process. 
Planning in advance shouldn’t exclude the effect of the 
unanticipated.

Directors and Designers will learn over time how to balance 
the drive to avoid last minute change, with the need to retain 
creative energy. The aim must be to cushion the effect of late 
surprises, not wholly to exclude them.

Plan everything possible. Question a last-minute impulse to 
rely on ‘stuff’. Think twice about making or buying more, or 
throwing away something that’s already been made.
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After the show, set materials needn’t only go back into set-
building.  A piece of plywood from a flat might go through 
multiple lives, some in theatre, and others in general use.

Go to the Toolkit for more on Reuse and Recycling.

SUSTAINABLE SOURCING

Sets and scenery mainly use steel, softwood, ply (and other 
sheet materials), and plastics. They all damage the planet. Steel 
has a high carbon footprint. Much UK plywood is imported 
long-distance from East Asia, from forests which may not be 
sustainably managed. Plastics interfere with ecosystems.

Theatre-makers can reduce their impact by specifying and 
sourcing materials sustainably. There are certification schemes 
for timber products, and green alternatives for glues and paints. 
Manufacturers’ information can reveal carbon footprints and 
chemical content. Even plastics can be compostable or recycled.  

Go to the Toolkit for more information on Sustainable Sourcing.

6. Sets and Scenery

1	 KEY PRINCIPLES

The ultimate goal is to eliminate raw materials, reduce 
transport, and build sets without damaging the environment.

THE MATERIALS HIERARCHY

•	 The first step is to minimise, through design, how much 
material a set requires.

•	 The next is to find reused components or recycled 
materials – ideally locally, to reduce transport.

•	 Failing that, new materials can at least be sourced as 
sustainably as possible.

•	 The very last resort is virgin material from unsustainable 
sources which harm the planet.

‘REUSE’ AND ‘RECYCLING’

•	 Reuse means taking components – doors, floors, 
furniture – and using them again. 

•	 Recycling means breaking something into materials 
which can be used again.

2	 COMMUNICATIONS & PLANNING

Making sets and scenery sustainably is a challenge for the 
whole team. To work sustainably, it’s easiest if you can appoint 
everyone early, and promote collaboration. 

Producers need to equip designers and makers with 
information on available sustainability resources. They 
must promote collaboration with teams working on other 
productions, to share floors, materials, components and 
equipment. 

Budget and schedule must allow for the extra communication 
needed between designers, production managers and makers. 
They must build in, and pay for, the iterative process of refining 
ideas to their most sustainable form.

3	 DESIGN 

Sustainability can never be achieved as an afterthought. It 
needs to be embedded in the design process. 

A sustainable design process will be more collaborative. Makers 
and suppliers will join early meetings to offer suggestions and 
workshop solutions. Directors and designers will approach that 
dialogue flexibly, to allow space for sustainable solutions. 
Sustainability needs to be a constant refrain, but two key 
meetings will embed sustainable practice:

•	 A sustainability meeting at concept stage integrates 
sustainable thinking from the outset. 

•	 Later, the White Card model should be the focus of a 
‘Green Card’ meeting where the whole team reviews the 
design against Green Book targets, workshops options, 
and agrees actions.

4	 MATERIALS 

REUSE AND RECYCLING

Finding reused components and recycled materials – and 
returning them to a future life – will be easier once theatre’s 
sharing and storage systems are better established. Until 
then, a lot can be unearthed through venue storage, networks 
of designers, production managers, and set builders, online 
sharing sites, and second-hand shops. 

Materials origin Materials afterlife

Virgin and raw materials: steel, PVC, tropical 
hardwoods, synthetic textiles, glitters, toxic 
paints and dyes, PVC (avoid)

Landfill (avoid)

Burnt as biomass for heating

Dissembled and recycled

Sold, donated, stored regionally

Sold, donated, stored 
locally or at venue

Unnecessary materials 
designed out

Low carbon raw materials: timber, board or 
recycled steel, natural and organic materials

Repurposed or net zero materials: reused 
timber or steel, recycled materials or offcuts

A previous life in the region (storage, 
second hand, rental, other productions, 
online sharing or swapping networks)

A previous life locally or at 
venue (storage, second hand, 
rental, other productions)

Unnecessary materials 
designed out

The Materials Hierarchy

At HKAPA, the Set Designer and Scenic Construction Manager 
must check Academy stores first, using the catalogues. The 
Production Office provides information on available stock, and 
the Early Concept Development period includes scheduled 
store visits with Workshop Heads.

https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
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Over time, two design approaches will make sustainability easier: 

MODULAR DESIGN

Sets often include generic components: floors, flats, doors, walls, 
windows, stairs, balustrades. Designed to modular dimensions, 
those components become far easier to reuse in new sets – making 
them available to subsequent designers cheaply and sustainably.

Explore modular framing, which can replace carbon-intensive 
welded steel with reusable ‘meccano’ & scaffold-type systems. 

Go to the Toolkit for more guidance.

DESIGNING AND MAKING FOR DISASSEMBLY

Sets and scenery can be designed and made to allow easier 
disassembly and reuse of materials. Generic materials, kept in 
whole sheets and fixed with demountable joints, can be recycled 
as a sustainable resource for the next show.

If flats, floors and other components are made for disassembly, 
their materials can be reused and recycled over a long period. 

Go to the Toolkit for more guidance.

SUSTAINABLE WORKING: DESIGNERS

Foamboard, glue and paint contain harmful chemicals, and most 
models are thrown away – unsustainably. Venues should help by 
providing robust, reusable model boxes (which designers must 
return in reusable condition). 

MATERIALS TO AVOID

Some materials are particularly damaging, through scarcity, 
manufacture, or chemical harm. These include polystyrene, 
PVC, unrecycled steel and tropical hardwoods. They should be 
phased out of use in theatres as quickly as possible. 

Go to the Toolkit for a list of Harmful Materials.

5	 TOOLS & PROCESSES 

EVALUATION

Unless we assess our work, it’s impossible to know how 
sustainable it is. The Theatre Green Book gives you checklists to 
evaluate which standard you’ve reached. 

Measuring the carbon footprint of a production is complicated, 
inaccurate and time-consuming. The Theatre Green Book 
concentrates first on measuring ‘circularity’: how much of the 
material on stage is reused or recycled, and what happens to 
it afterwards. Use the Production Calculator to record sets and 
scenery, props and furniture, and costumes. Record them by 
weight (there are tables to help), score each one by where it 
comes from and your plan to dispose of it afterwards, and it will 
automatically report what standard you’ve reached. 

For advanced productions, as theatres approach net zero, 
it’s helpful to start measuring carbon impact. The Production 
Calculator does that by focusing on those elements which you 
can measure easily and accurately: new set materials such as 
steel, aluminium and timber, and the travel required by deliveries 
and touring. Together, they represent perhaps 90-95% of the 
impact of each show. The Theatre Green Book Production 
Calculator measures them for you.   
 
Go to Productions Resources for the Production Calculator.As the Theatre Green Book states, safety always overrides; 

however, at HKAPA this is understood within a framework of 
ongoing professional risk management, where health and safety 
and greener choices are considered together, documented, and 
used to inform future design and materials research.

            ACADEMY RISK ASSESSMENT FOR MATERIALS

When applying the “materials to avoid” guidance, production 
teams may be tempted to use greener alternatives that 
could change structural behaviour, fire performance, or other 
safety‑critical characteristics. In these cases, the team must 
assess the risk systematically through the Academy’s risk 
assessment process, exploring safe methods and identifying 
alternative sustainable materials or constructions that meet 
both sustainability and safety requirements.  

SCENIC ART

Scenic art is a specialist theatre skill with an important 
contribution for sustainability.

•	 Paints, equipment and materials can be harmful, and 
should all be sourced sustainably. 

•	 Some of the guidance for props also applies to scenic 
art.

•	 Scenic artists should be consulted early to make sure 
time and budget is allowed for sustainable practice 
(such as the costs and drying-times of water-based 
paints). 

Go to the Toolkit for more guidance on Scenic Art.

HOW MUCH CARBON IN A SET?

Sets and scenery are a significant part 
of theatre’s footprint – depending 
how they’re sourced. 

The Royal Court Theatre uses 30,000 
kg a year of steel, timber and boards. 
By 2030, when they’ll be halfway to 
carbon zero, that will represent about 
30% of their overall carbon footprint 
from building and operations.

Sourced sustainably, the same sets 
could represent only 10%. Reduce 
the need for new materials still 
further through design, reuse and 
recycling, and they’d be less than 5%.

tCO2e/y

Modelling embodied carbon of sets at the Royal Court in 2030

Scenario 1: 
Virgin materials

Scenario 2: 
Low carbon materials

Scenario 3: 
Repurposed and 
reused materials

0 50 100 150 200 250

Gas, electricity, waste, water and transport

Set materials

https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
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For set modelling, most designers already reuse materials 
where they can, and more sustainable foamboards and glues 
are becoming available. Meanwhile, CAD modelling is zero-
waste, and will become zero-carbon as electricity systems 
decarbonise.  In future CAD may cross-reference to inventories 
of set materials and components. 

Go to the Toolkit for more guidance.

SUSTAINABLE WORKING: MAKERS

Workshops and makers can shift to sustainable tools and 
practices, such as electric tools, air drying, sinks that separate 
harmful wastewater, and cold laundries for textiles.  

Go to the Toolkit for more guidance.

            SUSTAINABLE WORKING :  
            PRODUCTION OFFICE IN HKAPA

Production Office plays a key role alongside the Set Designer, 
the Construction Manager and the team. Early in the process, 
they should discuss and decide how each individual item can 
be built to facilitate disassembly and reuse. These decisions 
need to be recorded in a simple but consistent way, so 
the methodology should be documented for review and 
improvement. 

IN THE TOOLKIT

Modelling Tools and CAD						    
Workshops Guidance						    
Reuse and Recycling							     
Modular Design							     
Making for Disassembly
Sustainable Sourcing
Harmful Materials
Special Effects
Scenic Art

SPECIAL EFFECTS AND AUTOMATED PARTS

Everything in a show has an environmental impact. 

Special effects are no exception. Snow becomes waste. Dry 
ice involves chemical manufacture. It’s always worth looking 
for more sustainable alternatives. 

Go to the Toolkit for more guidance.

WORKSHOP, BUILDINGS AND MACHINERY

Workshop machinery needs managing for sustainability:

•	 When buying new machinery give due attention to 
guarantees and warranties to ensure you’re buying 
kit that will last and is maintainable. Ask about power 
consumption (if only to signal to the supplier that you 
care about this).

•	 Good maintenance is essential to make equipment last 
as long as possible.

•	 At the end of machinery life, replace with energy 
efficient alternatives to reduce operational carbon. 

•	 Install LED lighting in workshops to reduce electrical 
demand.

•	 Tackle air pollutants which affect the health and 
wellbeing of users. Consider “Ecodesign” welding. 
Make sure extract equipment is adequate and well-
maintained, and replace filters regularly.

https://www.hkapa.edu/about-hkapa/sustainability
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7. Props

1	 KEY PRINCIPLES

The ultimate goal is to eliminate raw materials, reduce 
transport, and provide props without damaging  
the environment.

SOURCING READY-MADE PROPS

Sustainable theatre-making means reusing existing props and 
furniture wherever possible, and making sure they go on to 
have another life after the show.

To reduce how much they buy new, designers and props 
supervisors need more time for sourcing, and a flexible 
approach to using what’s available. 

Producers need to make time and budget available for that. 
Theatre networks can help locate the right props for the show.

MAKING PROPS:  THE MATERIALS HIERARCHY

•	 The first step is to minimise, through design, how much 
material a show’s fabricated props require.

•	 The next is to find reused components or recycled 
materials – ideally locally, to reduce transport.

•	 Failing that, new materials can at least be sourced as 
sustainably as possible.

Last-minute changes may sometimes be unavoidable - but there 
needs to be a very good reason for them.

3	 REUSE AND RECYCLING

Wherever possible, it’s important to source reused props and 
furniture, rather than making or buying new.

There are many sources to explore, already familiar to designers 
and props supervisors, including theatre props stores, networks 
of props stores in other theatres, productions being planned for 
the same stage, props hire companies, local second-hand shops 
and networks, online second-hand resources for theatre, and 
eBay and other online second-hand networks.
As important as buying reused props is making sure that, 
after the show, they return to the circular economy. Props and 
furniture can find a second life either through returning to store, 
or being sold through second-hand markets.

Go to the Toolkit for Reuse and Recycling resources.

 
 
 
 
 

•	 The very last resort is virgin material from unsustainable 
sources which harm the planet.

WORKSHOPS

Workshop practices should be made as sustainable as possible. 
Go to the toolkit for guidance on sustainable workshop practice.

2	 COMMUNICATIONS AND PLANNING

Working sustainably requires collective thinking. Designers and 
props departments or supervisors need to start talking early to 
find props and furniture from sustainable sources. Producers and 
theatres need to provide information on what’s available from 
store, or on local second-hand shops and networks. They should 
connect designers with teams working on other productions to 
see what can be reused.

Budget and schedule must allow for the extra communication 
needed between designers, production managers and makers. 
They must include the time needed to source props sustainably.
Designers can help by not being too specific in what they ask for. 

Directors can help by identifying early on the props they need 
for rehearsal. Where possible they can use substitutes to avoid 
requiring props out of sequence. Above all, they can help avoid 
last-minute ordering and multiple deliveries.

Materials origin Materials afterlife

Virgin and raw materials: steel, PVC, tropical 
hardwoods, synthetic textiles, glitters, toxic 
paints and dyes, PVC (avoid)

Landfill (avoid)

Burnt as biomass for heating

Dissembled and recycled

Sold, donated, stored regionally

Sold, donated, stored 
locally or at venue

Unnecessary materials 
designed out

Low carbon raw materials: timber, board or 
recycled steel, natural and organic materials

Repurposed or net zero materials: reused 
timber or steel, recycled materials or offcuts

A previous life in the region (storage, 
second hand, rental, other productions, 
online sharing or swapping networks)

A previous life locally or at 
venue (storage, second hand, 
rental, other productions)

Unnecessary materials 
designed out

The Materials Hierarchy

https://www.hkapa.edu/about-hkapa/sustainability
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4	 MATERIALS

SUSTAINABLE SOURCING

Props don’t always use large quantities of material, but they‘re 
often made of materials that harm the planet. Plastics, in 
particular, cause harm to the environment. So do many glues, 
paints, enamels and other chemical products.

Theatre-makers can reduce their impact by finding alternatives 
to harmful materials, and specifying wood, metal and plastic 
sustainably. To assess materials, manufacturers’ information can 
reveal carbon footprints and chemical content. Plastics can be 
compostable or recycled.  

Go to the Toolkit for more information on Sustainable Sourcing. 

MATERIALS TO AVOID

Some materials are particularly damaging, through scarcity, 
manufacture, or chemical harm. These include polystyrene, PVC 
and tropical hardwoods. They should be phased out of use in 
theatres as quickly as possible. 

Go to the Toolkit for a list of Harmful Materials.

IN THE TOOLKIT

Workshops Guidance
Reuse and Recycling
Sustainable Sourcing
Harmful Materials
Props

LAST MINUTE ORDERING

Shows often order at the last minute, using next day delivery.  
That means a lot of one-off deliveries. To change that culture:

•	 Include props and costumes earlier in the production, 
with directors planning what they need for rehearsal

•	 Design and source flexibly, avoiding over-specific 
requirements.  

•	 Use local suppliers.
•	 Make single orders from limited sources so as to 

streamline deliveries.

At HKAPA, props sourcing follows
the same Academy Production 
Phase structure as “Planning a
Sustainable Production.”  
 
The Academy Props Sourcing 
Workflow aligns with the four 
stages: Concept → Preliminary 
Design → Final Design → 
Move‑out.  
 
For detailed guidance, please 
refer to Section 3, “Planning a 
Sustainable Production.”

Example Props List with Source Column:

PROP ITEM RESPONSIBILITYNOTESSOURCE

Victorian chair Stage ManagerCheck catalog for period furnitureAcademy stores

Wine glasses Assistant Stage ManagerReturn by closing nightBorrow from some one

Custom sculpture Head Property MakerSalvaged metal/woodMake from recycled

Period books Stage ManagerAllow 2 weeks sourcing timeSecond-hand shops

https://www.hkapa.edu/about-hkapa/sustainability
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8. Costume, Wardrobe, Wigs, Hair and Make-up

1	 KEY PRINCIPLES

Sustainable sourcing and making of costumes aims to eliminate 
the use of unsustainable and inorganic materials. Sustainable 
practice for wardrobe, wigs, hair and make-up uses products 
which are sourced sustainably and ethically, and don’t damage 
the environment.

At present, costumes, wigs and care products often rely on 
materials for which there are no truly sustainable alternatives. 
Theatre-makers can help lobby suppliers to research better 
alternatives – and use their networks to share knowledge as they 
become available.

SOURCING COSTUMES

Wherever possible, costumes should be reused or recycled. 
Some will come from store, others – including basics like T-shirts 
or jeans – should come from second-hand sources. It’s equally 
important to ensure that costumes are returned to storage or the 
second-hand market after the show, rather than thrown away.

MAKING COSTUMES

Making costumes is one of theatre’s greatest skills. Sustainable 
costumes use recycled or sustainable textiles. They’re designed 
to be cared for sustainably and recycled afterwards. Choice 
of materials for new costumes should include a consideration 
of durability of fabrics to ensure they will last and be made to 
ensure they can be refitted for future performers.

Stage blood and other effects often require more harmful 
cleaning products.  Consider options for removal of parts to 
allow for separate washing.

(Costumes for dance and ballet often have special requirements, 
which are covered in the Dance and Ballet section).

DURING THE SHOW

Laundry and cleaning of costumes and wigs can have a 
greater impact on the environment than the costumes 
themselves. Adopt more sustainable practice by avoiding 
harmful chemicals wherever possible and consolidating 
washing and drying loads. (see below and in the Toolkit).

2	 COMMUNICATIONS AND PLANNING

All departments / supervisors need to be involved early to 
make time for sustainable sourcing. Planning early can also 
reduce last minute ordering, next day delivery and use of 
fast fashion. Directors can help by identifying early on the 
costumes or wigs they need for rehearsal. 

Designers and costume departments need more time for 
sourcing, and a flexible approach to choosing from what’s 
available. Producers must make time and budget available. 

Producers and theatres also need to provide information on 
what’s available from store, and on local second-hand shops 
and networks.

3	 REUSE AND RECYCLING

Wherever possible, it’s important to source reused costumes, 
rather than making or buying new. Designers and costume 
departments know many sources. 

It’s equally important to give clothes a second life through 
storing, selling or donating after the show. If worn out, 
they should be disposed of through sustainable recycling 
operations. 

Go to the Toolkit for more information on reuse and recycling.

            ACADEMY COSTUME SUSTAINABILITY PLAN

At HKAPA, costume decisions follow the same staged approach 
as other production elements: Concept → Preliminary Design 
Meeting → Between Preliminary Design and Final Design → 
Final Design → Move‑out.

Between Preliminary and Final Design, the Costume Supervisor 
develops a Costume Sustainability Plan based on the agreed 
designs and feedback from workshops and wardrobe. 

This plan sets out:

1.	 Sourcing Plan – Store, hire, second‑hand, new 
sustainable, or exceptional new purchases, with notes 
on items that are flexible or fixed to the concept.

2.	 Care Plan – How garments will be cleaned, stored, 
and handled to balance environmental impact with 
longevity.

3.	 Returns Plan – What will return to stock, what may go to 
partners or the community, and what will be recycled or 
broken down for materials.

Skin health, hygiene, and performer comfort remain primary 
across all design and care choices, including make-up and 
hair; greener options are adopted where they fully meet these 
requirements.

At Final Design and through the run, wardrobe and 
dressers implement the Care Plan and record issues such as 
wear‑and‑tear or cleaning challenges, so future productions can 
adjust sourcing and care practices to improve sustainability and 
durability over time.

https://www.hkapa.edu/about-hkapa/sustainability
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4	 MATERIALS

SOURCING COSTUMES

If possible, costume departments should use recycled or 
deadstock fabrics and cottons. Failing that, textiles should be 
certified organic, contain only organic dyes, be sourced locally 
if possible, and be machine washable, to avoid chemical or dry 
cleaning. Scraps should be recycled in textile banks. 

For hair and make-up, sustainable, non-toxic products should 
be used, with clear environmental labelling and disposal 
instructions.

Go to the Toolkit for more information on Costumes

MATERIALS TO AVOID

Some materials used in costumes, wardrobe, wigs and make-up 
are particularly damaging. These include glitter, synthetic dyes 
and products containing parabens and triclosan. For fastenings, 
use sewing, ties, pins & clips, instead of tapes, pastes & glues.

Cosmetic products should be accredited with an EU Ecolabel, 
Ecocert, COSMOS or similar, and come in 100% recyclable, 
compostable or reusable packaging.

5	 CARING FOR COSTUMES AND WIGS

Sustainable care of costumes and wigs means reducing the use 
of harmful chemicals and energy. Launder textiles below 30°C 
with products that meet AISE or EU Ecolabel requirements. 
Tumble drying should be avoided if possible.

6	 DELIVERIES

Last-minute, one-off deliveries can best be avoided by early 
decision-making, and avoiding last minute changes of mind.

Combined orders from single sources will avoid the need for 
multiple deliveries, and the planning involved will help reduce 
reliance on last-minute ordering. Co-ordinating with other 
productions can reduce deliveries even further.

Deliveries are more sustainable if they’re local, and use public 
transport or bike couriers.

IN THE TOOLKIT

Workshops Guidance
Reuse and Recycling
Harmful Materials
Costumes, Wardrobe		
Wigs, Hair and Make-up

LAST MINUTE ORDERING AND FAST FASHION

Shows often order at the last minute, using fast fashion 
retailers and next day delivery.  That means a lot of one-off 
deliveries, and last minute quick alterations which make 
clothes harder to reuse later. To change that culture: 

•	 Include props and costumes earlier in the production, 
with directors pre-planning what they need for 
rehearsal.

•	 Design and source flexibly, avoiding over-specific 
requirements.  

•	 Use local prop and costume suppliers.
•	 Last minute changes may sometimes be unavoidable – 

but be sure there’s a good reason for them.

https://www.hkapa.edu/about-hkapa/sustainability
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9. Lighting, Sound, AV

1	 KEY PRINCIPLES

Lighting, sound and audio-visual equipment uses energy, 
even when on standby. Some equipment also generates heat, 
requiring cooling from air conditioning systems.

Manufacturing technical equipment uses scarce materials and 
minerals. Maintenance and disposal also have an impact. 

Deliveries affect a show’s sustainability, too, as do ancillary 
products like gaffer tape and gels. 

Technical theatre is a relative success story for sustainability. New 
technologies use less energy. Equipment is modular, and is often 
kept on site or hired, meaning easy reuse. That provides a strong 
foundation for further progress, by looking at the impact of 
technical theatre both in design, in use, and over its full lifespan.

2	 DESIGN

Designers can start reducing energy by checking the storage 
first, minimising equipment and considering natural acoustics 
and lighting – where possible – to reduce energy need.
Next, sustainability means using available technical equipment, 

and sharing it with other shows. Bespoke systems require more 
resource, and often more energy too. If possible, use in-house 
lighting and systems, rigs from other productions in the venue, 
or equipment readily available at hire companies. Modular and 
standard designs are easier for others to reuse.

It helps to think flexibly. For example, question whether 
available lighting gels will do the job, rather than ordering 
new.

3	 COMMUNICATIONS AND PLANNING

Working sustainably needs lighting, sound and AV designers 
to integrate their thinking at the earliest stages of a show’s 
conception. Producers must set up the necessary meetings, 
provide information so designers know what’s available locally, 
and connect them with other teams to share thinking and 
equipment. 

For example, a single set-up (once common in rep) might 
be configured to suit a sequence of different shows, saving 
deliveries, resource – and cost.

4	 IN USE

Switch-on and off routines can minimise energy use. For 
lighting, this might include switching off discharge lighting 
between the end of the reset or rig check and the half hour 
call before the show starts, and between matinee and evening 
performances; and turning off dimmer racks, PSUs, drivers and 
other tech overnight.

It may also be possible to reduce energy use (an example for 
lighting design would be lower wattage lamps).
Tools for technical fit-up can also help sustainability. Cable ties and 
PVC tapes can be replaced, in many conditions, with cloth ties, 
snap fasteners and clamps. 

Ancillaries like lighting gels can be used for as long as possible 
and stored for reuse, rather than being thrown away. For long-term 
installations, dichroic filters may be a better option.

5	 EQUIPMENT

Lighting, Sound and AV are most sustainable where efficient 
equipment is reused repeatedly across its lifespan. 

Equipment and AV systems should be carefully looked after, 
repaired frequently to maintain energy efficiency, and refurbished 
(where possible) rather than thrown away. They should be replaced 
by new only when they have reached the end of their life. Don’t ask 
for new or upgraded equipment unless shows really need it.

Lighting and AV teams can extend equipment lifespans with careful 
handling and more frequent maintenance. Maintenance training is 
often available for complex units. 

Repair equipment rather than replacing it. At end of life, make sure 
it’s disposed of safely.  Equipment no longer needed may still be 
useful to others. Think how it can be reused, donated, repurposed, 
recycled or stored. This includes bespoke lights and equipment, 
screens, stage lighting gels, and practicals. 

WEEE recycling schemes can ensure safe disposal.

At HKAPA, lighting, sound, and AV follow the same staged 
approach as “Planning a Sustainable Production.” The Academy 
LX/Sound/AV Sustainability Workflow aligns with the five 
phases: Concept → Preliminary Design → Final Design → 
Fabrication → Move‑out. For detailed guidance, please refer to 
Section 3, “Planning a Sustainable Production.”
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6	 DELIVERIES

If there isn’t adequate equipment in-house, next best is to rent 
or order in bulk from a single supplier, combining forces across 
departments if possible.

Avoid multiple deliveries of ancillary products or spares. Instead, 
plan ahead, communicating with other departments and 
productions to streamline deliveries. When hiring, try and ensure 
enough spares are included to cover the full run. Use of low carbon 
transport methods for deliveries – such as electric vehicles and rail 
transport – will also help reduce transport emissions.  

Go to the Toolkit for more details on working sustainably.

7	 DIGITAL

Unfortunately, digital work is not zero-carbon. It causes substantial 
carbon emissions in manufacturing, powering and cooling 
computers and data centres. Active digital management is needed 
to minimise your digital footprint.

The biggest impact is in storage of digital content. Keeping 
multiple copies of large documents increases digital storage 
exponentially. While editing digital content, it’s not uncommon to 
save copies as the edit progresses. Saved copies – each as big as 
the final version – can stay on the server, or in the cloud, for years. 
The same applies to high-res photographic images, and audio files.

Initiate a project to review current storage and discard unneeded 
files. Establish clear guidance for everyone in reducing digital 
storage to a minimum.

IN THE TOOLKIT

Workshops Guidance
Reuse and Recycling
Harmful Materials
Lighting

RECEIVING VENUES

In many receiving venues, each show has its own technical 
set-up, requiring transport and set-up, often to recreate 
similar rigs.

•	 Collaboration between productions can share rigs 
and systems. Explore whether flexible supplier and 
hirer contracts could allow transfer of rentals between 
teams. 

•	 Venues can hire and sublet equipment, or require 
incoming productions to use local hirers or green 
transportation.

•	 Venues can help productions develop shared 
guidance on use of standard systems and equipment..

https://www.hkapa.edu/about-hkapa/sustainability
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10. Rehearsing, Managing, Disposing

1	 KEY PLAYERS

The sections above indicate how to produce and develop a show 
sustainably. It’s just as important to keep working sustainably 
through rehearsal to opening night; through the run; and beyond 
it to final disposal.

Much of the original team will move on to other projects. 
Stewardship of the show’s sustainability will often pass to the 
stage management and costume teams, to cast and crew. With 
long-running shows, that stewardship may go on for years before 
the show is finally closed and disposed of. 

It’s important to induct everyone who joins the production, to 
make sure they understand the sustainability target and what it 
means for them.

STAGE MANAGEMENT

Stage managers often overlap with production managers 
towards the end of the development period. Their role is often 
crucial in rehearsals. If they are provided with sufficient resources 
of time and budget they can make a serious and instant 
contribution to greening a show. They can keep monitoring and 
supporting the show during a period when late changes might 
threaten sustainability targets.

If it’s possible to appoint the stage manager early, their 
sustainability expertise can be equally valuable during the show’s 
development.

CAST

It’s important that the cast understands the parameters within 
which the show is produced, and shares them. Cast can have 

huge impact in talking about the production’s sustainability 
in promotional material. They have a vital part to play in 
the rehearsal room, and in choices made for travel and 
accommodation during a tour.

2	 REHEARSALS

Experience from productions made with the Theatre Green 
Book shows that the rehearsal period sometimes undermines 
the achievement of conceiving and making a production 
sustainably. Sustainability needs particular care as more 
individuals join the production and opening gets closer.  
Careful discussion between creative team, stage management 
and workshops can minimise the remaking of scenic elements 
and multiple last minute deliveries.

REHEARSAL ROOMS AND SPACES

Sustainable Operations gives advice on how to run buildings 
as efficiently as possible. The key for rehearsal rooms is to heat 
or cool them only when they’re occupied, by matching heating 
/ cooling times to occupancy schedules. Reduce temperature 
for unoccupied hours. 

Keep windows and doors closed whenever the heating is on. 
When the weather allows, ventilate with fresh air rather than 
running mechanical ventilation systems. CO2 sensors can 
make sure ventilation is only running when needed. 
Make sure lighting is switched off when not needed.

If you have to hire rehearsal space, then if possible choose 
rehearsal spaces that minimise travel, and provide the most 
sustainable environment.

REHEARSAL PRACTICE

Reduce the number of paper scripts you print. Not every change 
needs a full new script for everyone. Research materials can be 
shared on laptops. Some casts and directors may be happy to 
work with digital scripts on tablets.

Catering for rehearsals needs to follow the same principles as 
elsewhere: avoid single-use coffee cups and packaging for food. 
If you regularly send out to the same suppliers, then seek out 
a local supplier who can deliver sustainably, offer plant-based 
options, and uses sustainable packaging.

PROPS ETC

If Directors can plan in advance the props and other materials 
and equipment they need for rehearsal, it will be far easier to 
supply it sustainably.

CHANGE

Creative rehearsals rely on change – particularly for new work 
and devised shows. But any change, whether to sets, props, 
or costumes, is likely to be last-minute, needed in a hurry, and 
impossible to source sustainably. The more it is avoided (or at 
least questioned to make sure it’s really necessary), the better.

At HKAPA, the Stage Manager includes a brief Green note in 
each rehearsal and show report to maintain the visibility of daily 
sustainability efforts. Keep records of actions like eliminating 
single‑use plastic bottles and takeaway lunch boxes, adjusting 
air‑conditioning and lighting and digitizing production 
documents. Capturing these observations ensures day‑to‑day 
energy-saving practices are formally tracked alongside the 
Production Calculator.

            ACADEMY CAST AND CREW INDUCTION

At HKAPA, at the first company call the Stage Manager, with 
support from the Production Manager as needed, delivers a 
10–15 minute sustainability induction.

The session is kept brief and focused on practical actions that 
cast and crew can take in their daily work. It is framed as part 
of the standard etiquette and safety briefings, reinforcing that 
sustainability is an integral and non‑negotiable production 
parameter.

CAST, FREELANCERS, VISITORS, CONTRACTORS

Communicate with visiting cast, creative and freelance 
 teams. Induct them on environmental policies when they 
arrive, making sure they understand your sustainability  
values and targets. 

Make sure you provide guidance on:

•	 Travel.
•	 The use of heating, ventilation and other systems, 

including how to switch them off if they’re last to leave.
•	 Your policies around catering, bottled water etc.
•	 Most of all, make sure you listen to their needs  

and help find sustainable responses to them.  
Different casts and creative teams may have very 
different requirements.
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3	 SHOW MANAGEMENT

Managing Sustainability is an ongoing task. Once a production 
has opened it will be in the care of the stage management, 
wardrobe, wigs, hair and make-up teams. Their support for 
standards can significantly affect a production’s contribution to a 
greener theatre industry. 

Sustainable management is needed of transport and 
deliveries. Sustainable care of costumes and wigs becomes 
essential. Consumables such as rechargeable batteries need 
to be carefully chosen. For long-running shows, managing 
a production sustainably is a significant part of reducing its 
footprint.

DRESSING ROOMS

Much of the guidance for rehearsals also applies to Dressing 
Rooms. Make sure you’re heating or cooling dressing rooms only 
when they’re occupied. In addition, it’s important to make sure 
that hot water for showers is provided as sustainably as possible 
at the times actors need it. Rather than offer separate fridges 
in each room, a shared fridge in the Green Room will use less 
energy.

CONSUMABLES

Long-running shows consume everything from rechargeable 
batteries, through food and drink to printer ink and packaging. 

Use the Theatre Green Book’s Sustainable Operations section to 
manage them sustainably.

TOURING 

Transport, accommodation, catering and local procurement 
are all opportunities for more sustainable practice. Stage 
Management teams that visit receiving venues have an 
opportunity to work with local suppliers who support a 
sustainable supply chain. 

Green purchasing decisions may only make a small difference 
venue by venue – but the cumulative effect over many weeks and 
productions is significant.

See the Touring section for more guidance.

 

COSTUME CARE 

Sustainable care of costumes should continue throughout a 
production’s run. 

Repairs are always preferable to remaking. Ancillary products 
such as hangers and bags should be sourced sustainably.

A sustainable approach to laundry includes avoiding 
unnecessary cleaning, washing at lower temperatures, and 
selecting detergents carefully. Washing techniques should 
aim to filter out micro-fibres. Drying cupboards are preferred 
to tumble dryers. Dry-cleaning should be avoided where 
possible. 

Make sure equipment is efficient and well-maintained. In 
replacing elderly equipment, research replacements that 
minimise energy and water use. 

See the Costume section and Toolkit for more guidance.

WIGS, HAIR, MAKE-UP 

The environmental impact of wigs, hair and make-up continues 
throughout a shows’ run. See the Wigs, Hair, Make-up section, 
and related Toolkits, for guidance on sustainable practice.

4	 DISPOSAL

Long-running productions and tours, along with revivals, 
may be disposed of long after the original planning period. 
Sustainable disposal becomes the responsibility of stage 
management and costume teams.

DISPOSAL OF SETS, PROPS AND FURNITURE 

With long-running shows, Stage Managers may have a role 
in disposal, finding new homes for props, furniture or other 
elements. Some may return to store. For others there may be a 
ready second-hand market through websites or second-hand 
shops.

COSTUMES 

There are many options for disposal of costumes at the end of 
a run. Some may be returned to store. Others might be resold 

through the second-hand market, donated to charity – or 
given to performers. Worn-out costumes should be disposed 
of through materials and textile banks.

            ACADEMY WASTE SEPARATION

At HKAPA, during strike and move‑out, materials from sets, 
props, costumes, and Lighting/Sound/Audio-visual are 
separated into four streams on the floor.

This separation follows the Disposal and Reuse Plan that was 
agreed before the Final Design meeting with the venue and is 
overseen by the Production Manager and Technical Director. 
Workshop Heads implement the separation on the day and 
report the outcomes to the Production Manager and Technical 
Director, so that results align with the plan and feed into the 
Production Calculator.

See the Toolkit for more detail on sustainable costume care  
and disposal.

IN THE TOOLKIT

Workshops Guidance
Reuse and Recycling
Harmful Materials
Costumes
Stage Management	
Dressing Rooms and Rehearsals Action Plan
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11. Touring

1	 KEY PRINCIPLES

Touring models vary from local/rural to national, European 
or international, from small and midscale venues to outdoor 
festivals and found spaces. Each has its own challenges, but the 
priorities, in all forms of touring, are to reduce:

•	 Movement of people (travel)
•	 Movement of things (transport) 

Touring footprint is directly related to increased mileage. More 
distance travelled, with less sustainable means, has more 
impact on the environment. 

Touring is part of theatre’s ecosystem. It is innately sustainable 
since it helps each production reach more people – so we 
mustn’t stop touring. Touring will become easier as more 
sustainable freight options become available. In the meantime, 
we can tour more sustainably through focus on:

•	 Planning – early discussions with all staff and receiving 
houses. 

•	 Design – reducing how much material you move. 
•	 Freight – reducing and limiting the amount of set and 

equipment needed.
•	 Travel – choosing the most sustainable options / routes 

available. 

hire costs if using in-house equipment to save touring 
your own.

3	 DESIGNING TOURING SHOWS

Design within pre-agreed limitations on freight (eg ‘a single 3.5 
tonne van’). Design with ease of movement and reduction of 
volume in mind.  

If possible, design around common stock items available at all 
known venues or easily hired, made or sourced locally.

Design shows to fit into suitcases that travel with the company. If 
a company member has to travel by air, an additional bag in the 
hold has much less impact than a separate freight movement. 

For international tours, consider re-building the set to avoid air 
freight. If time limitations are an issue, construct two sets that 
travel independently by slow sea freight.
 

4	 FREIGHT 

Wherever possible, road freight should be in either electric, 
biomass or euro 6 compliant vehicles.

•	 Accommodation / people – reducing the number and 
impact of overnight stays.

2	 COMMUNICATIONS & PLANNING

Whether you are making a production to tour a known circuit of 
venues, or a show to tour nationally or internationally long-term, 
there are several principles to consider. 

•	 Regularly discuss sustainability practice within your 
company / organisation, setting Theatre Green Book 
standards for shows (supported, where possible, by 
green contracts).  Keep updating your practice based on 
feedback from each tour. 

•	 Whenever possible, arrange the tour geographically so 
that each leg is the shortest distance possible, and avoid 
covering the same miles twice. This can be hard to achieve 
(each venue’s availability will be different). Early co-
ordination with all partners is essential. 

•	 Plan additional activity, or extra performances, so you 
stay longer in each location, achieving more activity for 
the miles covered. Partners may identify nearby venues to 
support this.

•	 During the early planning phase, try to replace physical 
site visits with detailed plans and online meetings.

•	 Share all resources information and agree to no additional 
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TOURING TECHNICAL EQUIPMENT 

In small to mid-scale touring, the use of in-house equipment is 
often the norm, with no need to transport technical equipment. 
Re-lights and re-designs are common practice. 

For local rural touring, venues may have little to no equipment, 
and hiring may be impractical. In this instance, tour with low 
energy consumption units. 

With mid / large-scale touring, venues are often not equipped 
to the same standard as the tour. In that case, consider the 
impact of local hire against transport, taking mileage for the 
whole tour into account.

TOURING SET 

Wherever possible, reduce the volume of set both by design 
(see above) and by exploring what can be sourced at each 
venue (e.g. chairs). Check whether the cumulative reductions 
actually reduce the number or size of vehicles on the road. 

For European and intercontinental touring, freight usually 
moves from location to location independent of the company, 
only returning to the UK at end of the tour. Freight often 
remains in storage elsewhere, or arrives early at the next 
receiving venue. Intensive logistical planning is needed to 
reduce the impact of complex movements:

Avoid non-essential personnel travelling with the company, or 
limit how many venues they travel to.

Consider hiring staff locally for certain roles. For example, for a 
show travelling long-distance to Japan, USA or Australia, send a 
single technical team member to set-up, and teach locally hired 
crew the show. The extra day’s fit-up required is better than 
moving large numbers of people.

In some instances, consider managing set-up, focus or show calls 
remotely via zoom or specialist software. 

7	 MONITORING 

Record all areas of activity in as much detail as possible: miles 
covered, mode of transport, nights of accommodation, energy 
consumption etc. The Production Calculator includes a travel 
calculator to help. 

Use CO2e data as a benchmark against future touring, focusing 
efforts on reducing the heaviest areas of emission. 

Share what you learn from each tour, and feed it into your 
planning for the next.

•	 Avoid moving empty or semi-laden vehicles. It may 
be possible to share a truck with another presentation 
performing at the same venue or festival.

•	 Avoid air freight whenever possible. With careful 
programming, sea freight should be the preferred 
option, and emits only a sixtieth of the CO2 of air freight.

5	 TRAVEL

Choose rail travel over road and air whenever possible (access 
requirements allowing).

If private transport is a necessity, try to make sure it is shared. 
For example, arrange air/rail travel so that arrival and departure 
times coincide.

If air flight is unavoidable, book direct flights only (take-off and 
landing cause more impact than direct miles). Use rail / flight 
combinations instead of multiple flights.

6	 ACCOMMODATION / NUMBER ON THE ROAD 

Book self-catering accommodation over hotels where possible. 
If hotels are needed, seek green accreditation. Decline daily 
room service.
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12. Dance and Ballet

1	 KEY PRINCIPLES

In most respects, dance and ballet productions follow the same 
principles as other performance, but there are a number of key 
differences. In particular:

•	 Dance buildings, stages, dressing and rehearsal rooms 
often need to be maintained at temperatures that allow 
dancers to work and perform safely. 

•	 Costumes for dance are much harder to reuse and 
recycle; new costumes often require unsustainable 
fabrics; but large ballet productions (for example) often 
demand a large number of costumes.

•	 Stages for dance need to be to exceptionally smooth to 
allow safe performance.

These differences can make sustainable production harder. 
However, it is often the case that set and scenery for dance 
is less extensive than in other productions, which in practice 
counterbalances the challenges of costume-making. 

2	 DANCE BUILDINGS

Dancers need a constant temperature from dressing room  
to stage or rehearsal and back, that allow them to work  
and perform safely. These will be governed by industry 
standards (and the needs of individual companies) and 
shouldn‘t be compromised.

It’s important to warm spaces in advance to reach safe working 
temperatures. At the same time, good management and 
control is needed neither to overheat spaces, nor to keep them 
warmed after the rehearsal or performance is finished.

Make sure your building system is set to warm up rooms with 
sufficient time to meet classes and on-stage usage.  But as for 
all building users, ensure that rooms are set to the pre-agreed 
temperature, and are not heated for longer than necessary

4	 DANCE STAGES

Dance stages need to be smooth, often requiring specialist tape 
to connect panels. Currently, there is no non-PVC alternative 
for this. Safety should not be compromised. As new, more 
sustainable products become available, dance companies 
should experiment carefully, and share what they learn.

5	 DANCE STANDARDS

At present, there are few sustainable alternatives to the fabrics 
from which most dance costumes are made, while reuse and 
recycling of dance costumes  is limited by staining and wear-
and-tear.

Dance companies should do their best to reuse and recycle, 
and choose sustainable options. However, the percentage 
requirements for costumes in the Theatre Green Book standards 
will often not be realistically achievable. Dance and ballet 
productions therefore need not include costumes in their 
calculations until more sustainable materials and processes 
become available.

6	 LEADING CHANGE

Improvement in the sustainability options open to dance will 
come faster if companies actively lobby dance suppliers for 
change, experiment with new products and services, and share 
information as soon as it becomes available.

3	 DANCE COSTUMES

FABRICS 

Much dance wear includes synthetic fabrics to meet fit, stretch 
and breathability needs.  Look for materials that can be sourced 
locally to minimise transport miles.  But also consider the 
durability of the fabric and the way the costumes are made to 
allow for extended use and refitting.

WASHING 

Some stage effects  (blood etc.) need non-environmental 
detergents to remove. Consider design options for minimising 
the number of costumes which need separate and individual 
cleaning treatments.

Undergarments will need hot washing temperatures.  Use your 
judgement to consolidate and balance washing loads wherever 
possible.  It may be better to have fewer hot washes than 
multiple loads.

SHOES 

Ballet and pointe shoes are a major cause of waste, and reuse 
is generally impossible.  (Some companies have explored 
inventively repurposing them into Christmas Tree decorations 
and bags – but this is not currently available on a large scale).  
Some waste contractors will recycle shoes with textiles. Glues 
and dyes can hinder this, so only treat shoes if necessary.  Try 
to source suppliers who use less plastic in their shoes and try to 
buy in the UK to minimise transport costs.  
Remember to pass on information about
 more sustainable shoe suppliers to freelancers if they buy their 
own shoes.

TIGHTS 

Some suppliers will recycle tights (e.g. https://imperfectpointes.
com/pages/tights-recycling-scheme.   Look for suppliers who 
are trying to find more sustainable fabrics.

https://imperfectpointes.com/pages/tights-recycling-scheme
https://imperfectpointes.com/pages/tights-recycling-scheme
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13. Looking Ahead

NEW INITIATIVES

Over time, making shows sustainably should get easier. There 
are initiatives, mentioned throughout this document, which 
should make it quicker and cheaper to deliver ambitious shows 
sustainably, as we transition to new ways of working. 

Theatre has a role to play in lobbying suppliers and working 
collaboratively develop new practices and materials initiatives.  
The quicker this is done the easier it will be to make shows 
sustainably. The principal changes are as follows:

1	 MODULAR DESIGN 

Much technical design is already modular. A greater modular 
element can help sets and scenery towards sustainability.
Modular floors, flats, and generic architectural elements like 
windows and doors can be reused across shows, reducing the 
need to build them from scratch for each production. 

Development of modular components, shared within venues or 
between venues, could give designers a base set of structures  
with a very low carbon footprint (since they are used for a long 
period of time), as a basis for the bespoke elements of each 
design.

2	 VIRTUAL MODELLING 

Increasing use of AutoCAD, Blender, Cinema 4D, Sketchup and 
other virtual design platforms will enable set, lighting, sound 
and AV designers to work collaboratively and remotely on 
models, and eliminate the waste associated with White Card 
models.

3	 MATERIALS PASSPORTS 

With a shift to reuse and repurposing of materials, some 
industries are beginning to develop documents that trace 
where materials have come from and how they have been 
used. This allows for both easy checks on carbon footprints and 
records the history of an object.

This may mean keeping materials in sheet form, using 
mechanical connections (like sewing, screws, pins and clamps), 
and keeping clear drawings and instructions to aid disassembly. 

Go to the Toolkit for more details on all these initiatives.

4	 STORAGE FACILITIES 

Well-managed storage of props, sets and objects is essential 
to make reuse and repurposing of materials achievable and 
flexible for designers. This means facilities with well-catalogued 
and recorded management systems, online browsing 
capabilities and easy booking systems.

Some regions are already exploring shared storage and reuse 
facilities (see toolkit for updates).

5	 CARBON CALCULATORS 

Carbon calculators aim to calculate the carbon impact of 
a production. However, complex and bespoke processes 
like theatre production can be extremely difficult to assess. 
Calculators often require quantities of time-consuming data to 
be added. They appear to offer scientific results, but are often 
based on loose assumptions.

The Theatre Green Book focuses, instead, on the transition to a 
circular economy, concentrating on reuse and recycling. 

In addition, the Theatre Green Book Production Calculator 
includes calculations of carbon impact for those elements of 
production (amounting to some 90-95% of total impact) which 
can be measured easily and accurately:

•	 New set-building materials
•	 Touring and travel

Through these calculations, it will become easier to set 
standards and benchmarks for productions.

6	 DESIGN FOR DISASSEMBLY 

If materials are glued, cut and taped they can be difficult to 
recycle or adapt for reuse later. Designing and constructing 
in such a way that allows for the component to be taken apart 
once it’s use is complete is a great way to make sure materials 
can be sustainably reused or recycled after a production is 
complete. 

SUSTAINABLE WORKING

Inclusivity and access
Producing more sustainable theatre can strongly align with 
initiatives to make culture more inclusive and accessible.

Diversity
Creatively rethinking theatre needs the talent and insight of 
more diverse theatre-makers.

Communication
Communication, sharing, collaboration and good listening 
are needed to make theatre more sustainable. This way 
of working also makes it more accessible to new theatre-
makers, and helps diversity.

Communities
Links to communities and local spaces in efforts to source 
materials sustainably will reaffirm the role of theatre in local 
areas, working with groups who might otherwise have few 
connections with it.

People
Sustainability means a shift from things to people. Valuing 
theatre-makers’ work is essential in making theatre 
accessible and equitable.

https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
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14. Different Scales

WORKING AT DIFFERENT SCALES

The Green Book aims to provide 
recommendations that will work for 
productions of all kinds, at all scales. Its 
guidance has been developed by freelancers 
and venues, by building-based and touring 
companies working at large and small scales. 

The challenge of sustainability is the same, and 
so is the solution: Collaborate more and use 
less. Plan. Think. Look ahead. 

SMALL SCALE WORK

However, small-scale productions will not have 
the resources available to large buildings. 
Teams will be smaller, with many roles doubled. 
Budgets will be even tighter. 

The guidance that follows is designed to be 
achievable at all scales – but companies must 
make their own decisions about how to satisfy 
them with the resource available. The important 
thing is to work with the principles the Green 
Book has identified, which apply to everybody.

It’s worth noting, too, that small scale theatre is 
probably way ahead when it comes to making 
work sustainably. Small scale theatre’s expertise 
in stretching resource, reusing and recycling is 
the basis on which all theatre should be made.

DIFFERENT CHALLENGES

Productions vary in style, size, venue typology, 
production team set-up and more. Shows 
have different priorities, and face different 
challenges, as do venues of different scales, 
working with different performance types in 
different locations. 

Some of these differences are covered in the 
table on the right.

Freelancers

Small-scale 
productions

Large, 
building-based 
productions

Remote 
or rural 
productions

Commercial 
or receiving 
venues

Opera and 
ballet

Academy 
Educational
Production

•	 Connect with other shows in the region, 
highlighting opportunities for resource sharing

•	 Working with different productions and teams 
spreads new ideas about sustainability

•	 Culture of reuse, repurpose, local sourcing and 
sharing

•	 Collaboration and job share between teams 
embed sustainability more easily into shows

•	 Hiring and renting already widespread

•	 Staff available to manage deliveries and facilities

•	 In-venue stores and equipment should help 
reduce need for single-use items

•	 Storage, and established waste and recycling 
systems give options for disposal after shows

•	 Strong local networks and community links for 
resource sharing

•	 May have more space available for storage and 
reuse, with dedicated stores

•	 Long runs use high-quality and durable props and 
sets, minimising waste

•	 Renting and hiring already widespread

•	 Sets and props often stored for reuse in future 
seasons and repeat performances

•	 Check stores first, rechargeable batteries, waste 
stations in rehearsal rooms, no single-use bottles, 
props sourcing plan, Green notes in show reports

•	 Dependent on venue sustainability appetite and 
engagement, and in-venue systems.

•	 Being given budget and time to develop 
sustainable work.

•	 Reliance on Fast Fashion and next day delivery

•	 High proportion of waste to landfill

•	 Limited or no storage and less range of in-house 
materials and facilities

•	 Financial constraints

•	 Incoming production staff may be keen to ‘make 
their mark’, avoiding unfamiliar approaches

•	 Hiring and casting locally may not be favourable 
to producers

•	 Travel for touring and outreach work

•	 Specialist materials and equipment may need to 
come from distant locations

•	 May be harder to share materials with other 
venues and find end-of-life uses for materials

•	 Limited culture of discussing sustainability

•	 Rigs and sound systems often reinstalled afresh 
each show

•	 Touring shows lack local knowledge and networks 
for sourcing sustainably

•	 Culture of long-distance touring, including 
internationally

•	 A high frequency of short-run shows often 
scheduled

•	 Rotating student cohorts (first-time users), 
compressed academic timelines, fixed budgets, 
balancing learning outcomes with sustainability 
targets

•	 Look for assurance of engagement and support 
from production teams at project conception.

•	 Share knowledge and experiences of 
sustainability across productions.

•	 Collaboration with local networks, larger venues 
and community groups for resource sharing

•	 Early planning at concept stage to minimise 
reliance on fast fashion and next day deliveries

•	 ADs and EDs to embed sustainability at the point 
of invitation and conception

•	 Clear green standards to be set for all productions

•	 Cataloguing and sharing information about 
stored materials

•	 Providing carbon literacy training to in-house staff 
and contracted freelancers

•	 Collaboration on and participation in regional 
storage efforts

•	 Electrification of vehicle fleet to reduce carbon 
footprint of transport

•	 Culture change, embedding sustainability into 
budgets, schedules and meetings

•	 Collaboration with hirers and previous shows in 
venues to share rigs and other equipment

•	 Use of carbon calculators in tour planning and 
scheduling to inform decision-making

•	 Explore recreating sets in distant tour locations to 
reduce transport requirements

•	 Tour fleet electrified or shifted to rail

•	 Templates/checklists for consistency, integrate 
into existing phases/roles, supervisor support

EASY WINS KEY CHALLENGES WHERE TO FOCUS
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You’ll find tools and more in the RESOURCES area

Sustainable
Productions

Sustainable
Operations

Sustainable
Buildings

Certification

for… •	 Downloadable Production Calculator

•	 More detailed guidance

•	 Case studies

•	 Toolkit

for… •	 Downloadable Operations Tracker

•	 More detailed guidance

•	 Case studies

•	 Toolkit

for… •	 Downloadable Building Survey Tool

•	 More detailed guidance

•	 Case studies

•	 Toolkit

for… •	 Downloadable Self-certification forms

•	 Sustainability Glossary

Go to
Productions

resources

Go to
Operations
resources

Go to
Building
resources

Go to
General

resources

https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
https://www.hkapa.edu/about-hkapa/sustainability
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Renew Culture are co-founders and co-authors of the Theatre Green Book.  
We have pioneered the growth of Green Book networks across the world,  

and are leaders in theatre’s journey to sustainability

https://www.renewculture.co.uk

Buro Happold is an international, integrated consultancy of engineers, 
consultants and advisers. After leading the construction industry in declaring a 
climate emergency, we’ve committed to reduce our own impact by achieving 

challenging science-based targets. We are collectively working towards an 
equitable and green future by adapting our business to mitigate climate change 
and the biodiversity crisis and helping others achieve their sustainability goals.

https://www.burohappold.com/about/

https://www.renewculture.co.uk
https://www.burohappold.com/about/
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Next Steps

The Theatre Green Book is a living initiative. While this publication marks the First Edition of 
the Hong Kong adaptation, the international community continues to develop new resources, 
standard practices, and toolkits. 

Stay Updated

To access the latest international updates, revised editions, and to download the complete suite of 
Excel-based support tools, including the Production Calculator, Operations Tracker, and Building 
Survey Tool. Please visit The Theatre Green Book Official Website www.theatregreenbook.com 

Your Feedback Matters

This Hong Kong edition aims to reflect our unique production culture, supply chains, and teaching 
needs. As local practitioners use this text and share their findings, further  localized versions will 
be adjusted to better serve our community.

We invite all producers, freelancers, venues, and theatre-makers to send comments, regional 
data, and feedback for future editions to the HKAPA Theatre Green Book Working Group: 
hkapatheatregreenbook@hkapa.edu
 

Next Steps

http://www.theatregreenbook.com

