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iOrchestra is a project from the Philharmonia Orchestra working with a 
consortium of organisations in Plymouth, Torbay and Cornwall, to use a 
mixture of digital installations, interactive stations and live concerts to bring 
top quality orchestral music to people with limited access to or engagement 
with such music. 
 

Objectives 

To reinvigorate lapsed and build new audiences for orchestra music in the region – both to 
build a more viable audience base for future national and international orchestras to tour 
there, and to grow the audience support for regionally-based professional, semi-
professional or amateur groups. 

In audience development terms, the aim was to apply the following best practice principles: 

• Bringing an art form into people’s own places, to overcome barriers of travel or 
unknown places.  

• An experience shared and reinforced within a family or trust circle strengthens 
engagement, especially where things encountered at school are reinforced at home. 

• People control their own engagement level and style: flexible, drop-in, a variety of ways 
to participate, no ‘right’ or ‘wrong’ response. 

• Repetition – repeat involvement with an art form or activity – helps embed familiarity 
and confidence.  

• Maintaining the engagement or presence of the project over an extended period of 
time.  

• Placing art in locations where it can ‘interrupt’ people’s attention or behaviour. 

• Focusing publicity and marketing on emotional responses and the ability to share an 
experience.  

• Sharing skills and training with teachers, group leaders, care workers, local musicians 
and volunteers, to help them make the most of the opportunity and increase project 
legacy potential. 
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Target Groups 

There were several aspects to the tour (see ‘Process’, below). Each aspect was judged most 
appealing to (and therefore promoted more intensely to) certain target groups: 

MusicLab 

• For people in 13 selected ‘Core’ communities of little engagement or access to 
orchestral music. 

• A balance of mediated group visits (largely Primary schools) and open access for other 
community groups, return visits with family and friends, and other community 
members to drop in.  

RE-RITE and The Big Finish 

• All people around the town/region, especially those whose engagement with live 
orchestra has lapsed, people whose curiosity prompts them to try new things, people 
seeking enjoyable experiences with friends and family, and people who already love this 
kind of music. 

• People from the ‘Core’ communities choosing to make the extended exploration for 
themselves or with some facilitation. 

• Wider schools and music (and other community) groups beyond the ‘Core’ 
communities. 

Orchestra Unwrapped  

• Pupils from ‘Core’ schools, ideally those who had visited MusicLab, plus family 
members. 

Website resources  

• People having myOrchestra cards (some ring-fenced resources). 

• Everyone. 
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Process 

This was a large and complex undertaking, uniting five individual elements to provide a 
journey into greater understanding and enjoyment of orchestral music for a wide range of 
people. Three regions in the South West Peninsular were involved – Plymouth, Torbay and 
the whole of Cornwall.  

The Philharmonia already had two large-scale digital installations, where the entire 
orchestra was filmed in real time performing a single piece of music (Stravinsky’s Rite of 
Spring for the RE-RITE installation; and Holst’s The Planets for the Universe of Sound 
installation.) The filming had been done close-up, in the heart of the orchestra, with 
cameras on each group of musicians or soloists and on the conductor Esa-Peka Salonen. In 
the installation, the visitor can walk through rooms showing each section of the orchestra in 
turn. They experience the piece of music as the musicians do – hearing the other sections 
playing far off or loudly, and sitting waiting, counting the bars, when it isn’t their turn to 
play. These installations had previously been shown in large buildings, but never before in 
the middle of an ordinary town centre for people to bump into. For iOrchestra, a big 
marquee was used that could sit in a town square or shopping parade – and had the added 
advantage of converting to a stage for a free, open-air concert. 

http://www.iorchestra.co.uk/the_tent (video link also) 

But for iOrchestra the Philharmonia also recognised that it needed to reach out even more 
to people whose previous encounters with orchestral music or classical instruments was low 
or non-existent. So the orchestra developed MusicLab, a truck containing many fun and 
interactive ways of exploring what music is, how it works, what some of the instruments are 
like, and how they can combine to create new sounds. We were able to drive this truck deep 
into the heart of some of the least arts-engaged communities in the three regions and stay 
for a week at a time, inviting schools, community groups and anyone that wanted to, to 
come and explore music for themselves. We employed a Coordinator in each region to build 
relationships with the neighbourhoods, to encourage and facilitate their visits, and to help 
with pre-training and resources for teachers and group leaders. 

http://www.iorchestra.co.uk/musiclab 
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MusicLab made its home in four or five communities in succession in each region, leading up 
to a 2-week stay for RE-RITE in the main city centre location and, on the final Sunday 
afternoon, a free open-air concert for the whole community. And the next day, a schools 
concert in a ‘proper’ concert venue. There were also opportunities for spin-off projects in 
local libraries, local music group performances, ‘play along’ by local musicians in the 
installations, and more. 

Both the community open-air concert and the schools concert were programmed to be fun, 
interactive and to combine familiar music (from films, games or adverts) with new and 
unusual pieces. 

Backing up all of this is access to a wide range of online resources drawn from the 
Philharmonia’s extensive experience of digital and online music sharing and education. 

 

 

 

 

 

 

 

 

 

 

Communicating about iOrchestra employed the full range of community engagement, 
marketing and PR skills, depending on the message and the target group:  

• Contacting and meeting teachers and other community group leaders. 

• Recruiting volunteers. 

• Local community marketing – posters, flyers in school bags or shops, going to talk to 
groups and, during the MusicLab weeks, just being visible. 

• Press and PR – especially around RE-RITE and the concert, for other people in the region 
interested in music or ‘something different’. 

• Paid leafleting, posters around the city centres, social media posting, again driving 
people to the installation and open concert.  

Plymouth MusicLab (Photo by Gemma Ward)  
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iOrchestra will also return to the same communities and city / town centres in 2015, with 
the installation Universe of Sound and the return of MusicLab and concerts. Between 
Summer 2014 and April 2015, the iOrchestra Coordinators and the Philharmonia staff are 
working with schools and community groups, students and local amateur musicians on a 
range of extension projects aimed at embedding the iOrchestra benefits with a longer 
legacy in those regions. We’re also maintaining regular contact with people who sign up to 
the iOrchestra newsletters, which let them know not only about the project but about other 
cultural (especially music) events and offers in their area. 

Rachel Escott, Audience Development Consultant to the project, carried out an extensive 
evaluation exercise to capture what has been learned in Year 1 of iOrchestra to guide 
improvements in Year 2. 

The evaluation was multi-stranded, including surveys, click-counters, focus groups, creative 
feedback sessions with participants, analysis of social media, emails and letters, and year 
end reports from volunteers, staff, teachers and other professionals with whom we worked 
closely. We also trialled a new smart-card form of evaluation – called the myOrchestra card 
– given to people visiting MusicLab who could swipe or register the card at each subsequent 
physical visit to any of the activities or the online resources. 

 

Outcomes 

The evaluation of the project in Year 1 was particularly interested in certain questions: 

• (How) can we establish or reinforce interest in this music, by changing people’s 
attitudes? 

• Does sharing orchestral experiences with friends and family make it easier to engage? 

• What needs to change about how concerts are organised (eg programme, presentation 
style, timing, pricing, where it is held) to achieve continued engagement? 

• How can descriptions of orchestral music be made more appealing to a wider group of 
people – including to those who haven’t engaged before or who have lapsed – to entice 
them to future concerts and events? 

• What communication channels and/or trusted networks and messages do people really 
pay attention to in finding out about things they want to do? 

• What are the success factors involved in using digital channels to bring quality art/music 
to people? And what could be improved? 

• How must provision in the local areas be strengthened so people continue to have 
access after the end of the project? 

• How can we make iOrchestra better for Year 2 of the project and for taking it to other 
regions and communities in the future? 
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Some of the major findings from the exercise include: 

• iOrchestra was hugely appreciated by the vast majority of people who came into 
contact with it. Philharmonia and iOrchestra staff were stunned by the warmth and 
enthusiasm (and numbers) with which the project was received in the regions.  

• The staff and organisations involved have gained many skills and insights into what each 
element of the project can offer, and the nature and strengths of the different 
communities they have been working with.  

• A great many thank yous were received – from pupils, teachers, parents and the public 
at large. “Thank you for playing for Bosvigo School.” 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Deep engagement, continuing journey 

• Around 36% of people (from the Core communitieis) who had myOrchestra cards made 
at least one further interaction with another element, as well as around 19% seen to 
have re-visited MusicLab - a huge achievement given the profile and low engagement 
levels of the people concerned.  

“The children could not stop talking about *MusicLab+ back at school. They went on the 
interactive games online that afternoon. They inspired the children in the other year 
group too.” 

 

 

Plymouth MusicLab (Photo by Gemma Ward) 
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• 41% of responders stayed in RE-RITE for 45 minutes or more. 

• The whole project for some was greater than the sum of the parts. 

“It’s that joined up thing. If they’d just had the MusicLab, it would have been just those 
things that they saw. But then they went to RE-RITE, they got to see just how many 
players there are in an orchestra, and then they went to [the concert] and heard an 
orchestra live. And all those three things then all roll in together.” 

• 88% in the RE-RITE survey want to hear an orchestra for real, 62% planned to attend 
The Big Finish, 73% intend to go to concerts of some sort. 58% signed up to the 
iOrchestra e-newsletter. 

“So many people came out saying that they would need to come back a second time to 
really understand the installation (and then they did return). A very positive thing.” 

“I have visited your musical marquee four times.” 

“There was a nice lady with 2 kids who came every day. She said the music ‘grew to 
them’.” 

Inclusive 

• MusicLab especially was found to be accessible for all sorts of people. One reason given 
was that it was not judgmental – there was no right or wrong way to use the activities. 
People were ‘allowed’ to access this kind of music and not feel excluded, and were 
empowered to make choices about what they did and didn’t like.” 

“The carers witness an usually high level of concentration and engagement from their 
students.” 

“Elders who visit the lab do so through curiosity upon walking past or reading about it in 
the paper. Their engagement is varied, and although most are intimidated by the heavy 
use of technology, this doesn't stop some of them giving every section a really good 
go.” 

“I have helped a boy as young as two years old bow the cello.” 
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Coming back 

• 19% of people who took a myOrchestra card on their first visit to MusicLab used it on at 
least one return visit, either alone or with family and friends. 

• A total of 6,265 visits were made to MusicLab overall, and myOrchestra cards were 
handed out during 51% of them (depending on the region). Overall, it’s estimated that 
at least 35% of visits were people returning for more. 

“The cards were a big success; the children couldn't wait to show them off back at school, 
prompting many discussions about iOrchestra. They were also a good incentive to re-visit to 
‘score more points', as well as visit RE-RITE and the concert.” 

“Some people have come back every day to visit, including one participant who attended 5 
days in a row and began to teach peers how to use the activity.” 

 

 

 

 

 

 

 

 

 

 

Enjoyment and learning 

• RE-RITE was highly enjoyed by people completing the survey (76% Very much; 19% 
Quite a lot) and gave great learning experiences (79% showed evidence of learning). 

• Just over half of RE-RITE replies acknowledged a change in opinions about orchestral 
music and musicians – from total transformation from previously unaware or 
antagonistic, to a general re-evaluation of orchestral music and what it can offer. 

• “Unique insight into the ambience and technical excellence of players of this calibre.” 

• “I have never experienced orchestra before as I never thought it would be interesting 
but I really enjoyed it.” 
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The concert experience 

44% of the people from the RE-RITE survey had either never attended an orchestral concert, 
or used to but had since stopped. 

• High numbers of Liberal Opinions, Industrial Heritage and Small Town Diversity Mosaic 
groups at The Big Finish in Plymouth shows it attracted people who could form the basis 
of a fresh concert-attending public, once reminded of the pleasure orchestral music can 
give. 

• In Torbay, the strong turnout of Small Town Diversity shows the general population’s 
willingness to engage with something new to their area, if presented appropriately. 
Professional Rewards and Suburban Mindset people (largely living outside or on the 
edges of Torbay) in the audience also shows willingness and interest to attend concerts 
in town (something previously doubted by the Council). 

• In Cornwall, segmenting the substantial audience for The Big Finish and comparing 
these to the Area Profile analysis of postcode sectors hints at where to target publicity 
for future concerts. 

• The Orchestra Unwrapped concerts were extremely well received: 61% said they 
enjoyed it ‘very much’ and a further 27% ‘quite a lot’.  

“It was lovely that some of the children just couldn’t believe that they were really 
playing, really live, for them.” 

“The concert is the best thing ever, it’s like you’ve been taken off to heaven.” 

“It was even better than on Pirates of the Caribbean.” 

 

High Profile 

• As many as 45,060 separate audience engagements (not including the website) were 
recorded in Year 1 of iOrchestra, exceeding the targets for number of people impacted 
in most categories – and in some, exceeding the two-year target.  

• Eight times as many school visits to RE-RITE were made than planned for. 

• Just under 50% of people in the RE-RITE surveys heard about it from someone else – 
people were enthused to talk about the project widely. 
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Sharing 

• 95% of children attending Orchestra Unwrapped wanted to invite someone else to 
enjoy a concert. 

• Over 80% of RE-RITE survey replies said they would recommend it to others – half 
because of the emotions and experience, 38% because of the learning and 36% because 
of the music. There was a great sense of wanting to share and pass on the experience. 

“My friend would enjoy it because we never really go to things together and it would be 
a great treat.” 

“I think everyone should experience what I experienced.” 

Taking it to heart 

“I enjoyed the fact that it was in the heart of my community.” 

“I hope it returns next year; in fact make it every year!” 

“MusicLab offered our community a chance to be a part of a special event and try these 
valuable instruments.” 

“One participant became so interested that they are keen to now volunteer for the project.” 

“The whole project has made me rethink how we get more classically-based music in to the 
curriculum.”  

 

 

 

 

 

 

 

 

 

LOWRES_MusicLab Torbay (Photo by Laura Forster) 
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Key points for effective practice 

iOrchestra and the people involved in it achieved some extraordinary successes in Year 1, 
against a background of rapid delivery and a number of unexpected ‘misfortunes’, each of 
considerable impact. Foreseeable or not, the fact that such large projects may be vulnerable 
to such risks is something that we would advise all future projects to take on board. This and 
other macro-level recommendations for the sector as a whole are below, together with 
some of the project level insights. 

For the sector: 

• Funding bodies should nurture large and/or complex project proposals by passing on 
insights and learning about structure, planning and skills necessary. 

• ‘Core’ communities were carefully selected, based on extensive research as the strategy 
evolved, and backed by insights from the regional Music Hubs on the levels of music 
teaching and need in the candidate areas. The local authorities and Consortium 
members also fed in insights and preferences for ‘Core’ community selection. This 
helped us approach the communities in appropriate ways as far as possible from the 
start, and helped ground the project in its aims, resisting some temptations to go for 
‘easier’ target communities as the project got underway. 

• However, the imbalance in drive, commitment and understanding of the potential 
between the Philharmonia Orchestra and other consortium partners strongly suggests a 
model of local understanding of community needs that gives rise to local commissioning 
of (or longer-term partnership invitations to) art organisations – choosing from among 
arts organisations able to bring ideas and vision to them – would be a much stronger 
and more durable basis for large touring projects like this.  

• Much longer preparation and planning time is needed, to include explaining and 
demonstrating to local partners and co-developing the project with them; pilot testing 
of new products; ensure project management processes are in place. Employ a full-
time, dedicated project manager for the project, from the start, and other specialists as 
consultants to keep things on track. 

• Conduct full risk assessments, with Plan Bs – and if necessary press the pause button 
rather than jeopardise the success of a project (and thus put at risk the value of the 
investment in it – whether money, time or goodwill). 

• Using an external audience development expert to help develop the strategy and 
mentor the orchestra during the delivery meant that best practice ideas from other 
projects and experience in the arts sectors underpinned the strategy. 

• iOrchestra demonstrated the value of a ‘whole family’ or ‘whole community’ approach 
rather than limiting it to school projects – sharing made repeat visits more possible, and 
the creation of their own paths towards the experience. 
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Success factors: 

• Close consideration of appropriate art work for the target audiences – level, theme, 
how presented etc. 

• Go out to groups, care homes, meetings, classes – to explain, demonstrate and 
demystify the project, and build trust. Working with people from within communities 
who already have trust is valuable. 

• Good training and supporting resources for all types of people leading groups, including 
informal influencers in communities, to help them act as advocates. 

• Ensure publicity (messages, vocabulary, tone of voice and channel) are all devised with 
the specific target audiences in mind. 

• Work with teachers to devise projects, to understand needs, restrictions and 
opportunities. 

• Have contractual agreements with partners for clarity of expectation and commitment. 

• Recognise and allow for the impact such a large project will have on internal staffing, 
processes and other workloads, including the potential for whole-culture change. 

• In brief, audience development is about humans – so the human inputs (staff etc.) 
should be commensurably high. 

Worked less well: 

• Budgetary, time and staffing constraints and the lack of an adequate provision for 
strong project management dedicated to the programme meant attention had to be 
focused on delivering the central project and reduced concentration on the volunteer 
programme, training, publicity and the planned holistic evaluation.   

• One impact of this was that there was some uncertainty as to ‘whose voices’ are heard 
in the feedback, but they tend to be more from ‘already-engaged’ than from those new 
to the music or unimpressed by it. 

• The richest – and new or unique – audience development elements (free open air 
concert and MusicLab) did not have direct audience feedback. The missing voice is the 
‘private’ individual, the ordinary members of the ‘Core’ communities, whether brought 
by their children or passing by. 
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Ways to improve: 

• Study the Target Segments and Community Journey reports to spot which of the ‘Core’ 
communities and which types of people have responded less well – to recognise where 
effort needs to be concentrated. 

• Persevere with the ‘Core’ communities, even if they didn’t respond before. There’s a 
reason they’re dubbed ‘hard-to-engage’ and the value of a two-year project was the 
ability to nurture a slower response time. 

• Remember that target numbers were set low, to give staff the scope for deep and 
repeated contact with people in hardest-to-engage communities – and resist the 
temptation to chase numbers to the detriment of this. 

• In Cornwall, all segments are deprived of access to good quality music opportunities by 
distance, even people enthusiastic about music. The greater size and challenges of 
Cornwall need bigger resources and staff time than the other regions. 

• There is a huge body of people enthused by their experiences in the first year of this 
project – pupils, teachers, professionals, friends, colleagues, volunteers … Think about 
how to help them be peer-to-peer ambassadors, as well as echoing their voices in 
publicity. 

• A better welcome, explanation and reassurance inside the entrance. 

• A final section for farewell – with staff/ volunteers – and onward information. Allow 
visitors to achieve sense of completion by expressing themselves, and encourage 
recommendations. 

• Apps and equipment that could be taken to groups to breakdown barriers, or to house-
bound groups, or could be adapted for use in class. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 Plymouth RE-RITE (Photo by Toby Weller) 
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• Signage leading people to MusicLab from the surrounding area, and more lively, 
explanatory or enticing signage and images on the outside of the truck. 

• More of the music samples and songs to be familiar (likely to be familiar) with 
newcomers. 

• Capitalise on people’s new-found or newly-remembered enthusiasm to attend concerts 
by: 

- Ensuring a range of suitable concerts are programmed immediately following the 
installation in any one region 

- Stocking the exit area with posters of forthcoming concerts and leaflets about 
opportunities in music, down to a very small scale (local village choirs and clubs 
especially in rural areas), with timing, pricing and how to get tickets very clearly signed. 

- Build on ‘ownership/ being in the know’ from MusicLab participants, by having pupils 
lead small groups of peers or teachers and parents around the Lab to explain it to 
others; getting pupils to create (as art lessons) invitations to MusicLab to send to family 
and friends, or posters to put up in local shops, community centres etc. 

- Have an iPad or terminal at the installation exit with a pre-formatted e-invite so people 
can immediately type in the addresses of people they think should come; or let people 
self-create an invitation (e.g. a selfie in the installation) to send as an invite; and/or 
have postcard invitations (postage paid) of a ‘wish you were here’ nature so people can 
fill in and send straight away.  

- Keep an emphasis on traditional marketing channels, as digital ones rely on already-
created networks: and pay for Facebook ads to boost visibility. 

- Encourage future publicity (and pricing) for Philharmonia concerts and those of other 
promoters to view ‘family’ as something beyond the nuclear family, in publicity, images 
and pricing structures, to take account of the closer identification of extended family 
relationship in some communities like those engaged through iOrchestra. 

- Uncover the barriers (of attitude, access, time for administration, curriculum links etc) 
that prevented teachers from engaging with iOrchestra, and present information and 
develop the practical arrangements in ways that better meet their needs. 

- Encourage more teachers to take up training, by covering supply teacher costs, 
stressing the benefits for classroom teaching overall, use teachers who did attend as 
ambassadors or forward trainers, etc. 

- Work with teachers and schools to build Year 2 of iOrchestra into the curriculum or 
whole-year/whole-school projects for an extended period of time. 

- Create opportunities for professional players to give workshops or demonstrations in 
schools alongside MusicLab. 
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Conclusions and recommendations 

 Year 1 has seen many successes, but also room for strengthening and improving both the 
artistic product and engagement with audiences.  

• Insufficient allowance was made for the human resource needed to deliver a project of 
this size and complexity and is one main cause of deviation from the strategy and 
achievement.  

• Another cause was the difficulty for regional partners to grasp the scale and 
opportunities until iOrchestra was actually happening; and their own resource 
constraints that prevented them supporting the project to the extent built into the bid.  

• The project aimed to engage some very difficult communities, and to interest them in a 
very ‘non-popular culture’ art form. The degree to which it has already made inroads 
into this is commendable.  

• iOrchestra is in a very strong position to address the issues and shortfalls identified 
through this evaluation, and to continue building relationships and trust within the 
‘Core’ communities and more widely between regional organisations, to lay foundations 
for a more sustainable legacy within the three partner regions. 

The Philharmonia had to run preparation alongside delivery in Year 1, and on tight budgets 
and reduced staff. However, at start of Year 2, they have achieved: 

• Strong staff skills in the Coordinators, MusicLab facilitators, central office staff including 
marketing and digital. 

• Good Coordinator connections, insights and huge maturity about how to develop the 
project for Year 1 and beyond.  

• Regional groups taking (or starting to take) ownership of the project in their region and 
discussing how to adapt and leverage it for the best impact in their local settings.  

• A fuller quota of staff coming up to speed. 

• Development of promotional videos with interviews of visitors and local community 
representatives. 

• New publicity approaches including language, images, messages and channels 
appropriate to different target audiences, based on the feedback in Year 1. 

• Service Level Agreements with Consortium partners for delivery in Year 2. 

• Simplified and streamlined booking processes for teachers and group leaders in line 
with their needs. 

The final assessment of the iOrchestra project against its aims will only come when it is 
completed, later in 2015. 
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Additional information 

http://www.iorchestra.co.uk 

The full overview report of the Year 1 evaluation is also in Culture Hive, at: 

http://culturehive.co.uk/resources/iorchestra-project-evaluation-year-1-2014-summary-

report 

About CultureHive 

This case study was produced as part of CultureHive, a free knowledge hub where you can 
discover and share best practice in cultural marketing and fundraising.  Visit culturehive.co.uk for 
more great resources. 

http://www.iorchestra.co.uk/
http://culturehive.co.uk/resources/iorchestra-project-evaluation-year-1-2014-summary-report
http://culturehive.co.uk/resources/iorchestra-project-evaluation-year-1-2014-summary-report
http://culturehive.co.uk/

