
Arts Marketing Association  Museums and Galleries Marketing Day: 2010 
 

45 

Sam Evans, Head of Marketing, Big Lottery Fund 
Developing a marketing strategy with impact 

Prior to working at the Big Lottery Fund, Sam worked for the National Gallery, The 
National Archives, and the regional offices of the Museums and Libraries Archive 
Council (MLA), with wide experience of working with small and large organisations. 
What this is about  
This session will explore the ways delegates can use what they are learning today to 
develop a marketing strategy that has buy-in and support from your non-marketing 
colleagues.  
First, though, it’s important to be clear about what we mean: a marketing strategy is 
a long-term plan for how your museum or organisation builds relationships with 
different audiences and the external world. The strategy is basically a journey, 
starting at one point in order to get somewhere else. The impact of this for planning 
means thinking about where you want to end up, and what types of audiences you 
want. 
Peter Drucker, the famous marketer, observed that whereas marketing’s main 
objective in the commercial sector is profit, in the public sector the intended result is 
change for human beings. 
Developing a marketing strategy is very much about asking the question why rather 
than how. The other crucial element is that the whole organisation is moving in the 
same direction. Very often marketing departments get the outward-facing activities 
moving with some cohesion, but experience problems internally. If all the teams are 
pulling in different directions, then it will not work. 
Why talk about this? 
Marketing in the museum and gallery sector is still misunderstood. Publicity 
departments are still saying 'here's an exhibition, let’s go to marketing, we want them 
to sell it'. What that means is that other people in your organisation are making the 
decision about the organisation’s strategy and direction and suggests that marketing 
is in a weaker position – this will also create problems. This is the question of 'why 
should my colleagues listen to me?’ which we will address today. 
If your organisation has a strong leader and a sense of direction – brilliant! But often 
organisations are fractured, especially larger ones, hampered by the difficulty in 
getting everyone to travel in the same direction.  
The last challenge is the strategies themselves, which are often only read by the 
senior management team or job applicants. Strategies go out of date and need to be 
live, relevant and used. 
It’s important to be active in asking 'where are we going, what's our vision?' It can be 
too easy to forget the core goals and get caught up in the daily business and 
satisfying stakeholders.   
Another question to ask is 'if we didn't exist, what would the difference be?' There is 
a solution to every problem: when Sam started working at the National Archives, it 
was the Public Records Office. The marketing department had two members of staff 
and a tiny budget. It took five years to get to a level where: 

• Marketing was represented at Director level 
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• The organisation had a clear understanding of who their audiences are and 
how to meet their needs 

At the time, Sam did not have a clear plan of how to achieve it, although she wishes 
she had. Today’s session is partly based on sharing that experience.  
A marketing strategy has implications for all areas of your museum, exhibition, shop, 
café, events, not just the marketing department. A marketing strategy with impact 
needs the genuine support of the whole organisation and is able to drive the 
organisation’s programming. 
An overview of the approach  
Do not write it in isolation, using the full suite of SWOT, PEST, 7 Ps or 3 Vs, nicely 
bound and given out to your colleagues. It will be ignored. 
Sam’s approach is based on successful experiences at The National Archives, 
National Gallery and BIG Lottery Fund, distilled into ten suggestions. 
Delegates were also invited to contribute with their insights and particular 
challenges, together with time at the end of the session to discuss the approach. 
Aristotle’s Three Pillars of Rhetoric 
This session is structured around Aristotle’s three pillars of rhetoric, a useful and 
memorable guide to persuasive communication: 
o Ethos – Reputation of the speaker  
o Pathos – Emotional needs of your audience 
o Logos – Rationality of what you are saying   
 
Aristotle three leg stool of rhetoric 
Model you can apply to both external and internal marketing  
 
 
 
  
 
 
 
 
 
 
 
 
All three ‘legs’ need to work for people to be convinced and they also reinforce each 
other. This concept can be applied to marketing, internally and externally thus: 

Ethos 
Reputation of marketing 

Pathos 
Emotion of your 
audience  

Logos 
Logic of strategy 

argument  
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• Ethos – reputation of marketing, which can still be a barrier to marketing’s 
influence in museums and galleries  

• Pathos – seeing things from other people’s view (remembering that emotion is 
more powerful than logic). Understanding more than just the functions of what 
your colleagues do, but understanding what really matters to them, what's going 
on in their daily lives. Understanding the emotional needs of your audience. 

• Logos – the strategy itself. If people don’t really read them, we need to think 
about how we persuade them to work to one  

These three ‘legs’ link together well in terms of ensuring that the organisation’s 
marketing strategy has full understanding, ownership and impact. Moreover, we can 
see where it fits in the history and development of marketing (see below). For 
example, if you have a good reputation for listening and delivering, people feel 
understood and are more likely to participate fully.  

Unpacking each ‘leg’ 
Ethos – reputation of marketing: the contribution the department and team make 
to the organisation and getting it valued. Marketing should be about the 
communication with the external world. This should include the bigger picture, not 
just a focus on current visitors.  

Example: Sam did not originally have enough budgets to do sufficient 
marketing at the Public Record Office, so she surveyed audiences to ask 
about their interest in history, if they'd like to see the Domesday Book and if 
they would know where to look. She used the results to ask the senior 
management team for an increased budget to meet those needs. Developing 
this strategy and the approach, the marketing budget increased from £8,000 
to £850,000 over five years.  

Challenge/s  
• People don’t understand marketing: there is a common misconception that 

marketing is advertising or selling, rather than being able to inform people about 
the right products to develop and why  

• This misconception can be pervasive in museums and the cultural sector 
generally, because they are driven by the product (and the integrity of that), and 
not by the people who consume it 

• Alternatively, these organisations are driven by other people’s agendas, quite 
often the government, and these agendas are met by the outreach or education 
teams 

• Museums and galleries are not isolated examples: according to the Chartered 
Institute of Marketing (CIM), in The Future of Marketing, this is a growing issue, 

History of marketing  

• Production orientation – sell them cheap  
• Product orientation – quality  
• Sales orientation - persuasiveness  
• Marketing orientation – long-term needs of target customers  
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though in the private sector this usually takes the form of questioning the 
marketing department’s budget. CIM’s answer is that marketing should be driven 
by accountability, creativity and customer insight. 

Solutions 
Marketing should be the expert voice of the audience/s:  
• Make sure you are (and represent) the voice of the outside world, and not just the 

department doing posters 
• To do that you need to have good information about your audiences, and 

potential audiences, what’s happening in their lives, what they think of you – 
answer the question of ‘who are we here for?’  

• If you don’t have any budget, there are some free resources you can use and 
sources of advice. You can also consider pooling resources to get more 
information.  

• The example of The National Archives commissioning research from MORI 
demonstrates that you can use external opportunities to make change 

Pathos – understanding the emotion of your audience: one very simple solution 
is to apply marketing techniques internally. This will require the support of someone 
quite senior in the organisation, a champion. 
Peers are very important, including those at the bottom of the organisational 
hierarchy. People at the top are usually feeling over-loaded, those at the bottom, 
oppressed and ignored, while those in the middle are often very torn. Don’t leave out 
those at the bottom, listen to them and include them – they may have contact with 
your clients and can give valuable feedback. 
Do the same with the CEO - you may need someone else to speak to them and 
mediate the conversation. Use the evidence that you have: get your customers and 
visitors to say it for you, or get someone on your board to influence the CEO. In other 
words, create advocates and champions for your strategy at all levels. 

Example from The National Archives: the Keeper was very interested in what 
the government was doing in terms of the cultural agenda, and gave the 
marketing department more funding in order to match this direction. The next 
minister of culture wanted to make himself a household name and increased 
funding to promote The National Archives again. The National Archives 
learned to interpret government and political needs without losing integrity, but 
enabling it to move forward. 

Challenge/s  
• People don’t like marketing: it can be seen as corporate, associated with money, 

lacking integrity, made complicated through jargon. Although this perception is 
decreasing, it still exists in some organisations. 

• Some organisations can have a ‘silo’ culture, and so change across departments 
or co-working can make people feel threatened and defensive 

• People have other things to think about in their daily lives  
 
Solutions  
Understand your colleagues:  
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• You will need the support of someone with influence, but also people at the 
frontline and your peers  

• Understand what’s important to them: it’s about what people hear not what you 
tell them, and who influences them 

• Divide your time up so you spend a third of it on communicating:  
• Up 
• Across 
• Down 

Share the creativity:  

• People support their own ideas, not what other people have designed 
• If you can see the strategy as a process and involve colleagues, it will create 

ownership 
• At The National Archives, Sam held number of days with people which took a lot 

of organising but saved work in the long term 
• The best strap line came from outside the marketing department 
Get people in a room and just brainstorm. Explain where the organisation is and 
where it needs to be and then discuss how you get there. That way you don't have to 
convince them of your strategy because they've helped build it, which is good 
marketing. 
Get others to say it for you: 
• It has greater weight if someone else says what you think. This can also include 

board members. 
• Use any visitor or other research that is available to you (within limits). For 

example, both The National Archives and the National Gallery discovered 
through research that there was a low awareness of permanent collections. 

• Use endorsements, testimonials, recommendations or other external examples to 
convey your value 

• The National Archives used speakers from outside to come in and talk about 
brand, profile-raising etc  

Less is more:  
• Communication – less is better, emotion is better than logic so using stories and 

anecdotes can help. For example, The National Archives used an image of 
Sam’s dad buying children’s books in the shop. 

• Use the right language for the audience; the National Gallery uses marketing 
profiles for its audiences  

Logos – rationale of your argument (pronounced 'Low-gos'): the rationality of what 
you're saying.  
Another way of understanding this Aristotelian concept is that Ethos is about your gut 
instinct, Pathos is about how you feel and the Logos is what you think. So long as 
you get the balance right and people don't think that you're going to be telling 
everyone how to do things, you will have won half the battle.  
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Challenges  
• Various and changing models and thoughts on what a marketing strategy is or 

does  
• People don’t read strategy documents; and some people don’t like them 
Solution/s  
Strategy is about doing the right thing – who wouldn’t want that? Quite simply it is 
doing the right thing. By investing time in working this out now, you save time and 
resources later. 
Thrive, strive or die 
There is a difference between strategy (doing the right thing), and tactics (doing 
things right). Achieving this balance is crucial to the organisation’s survival and 
success: 

•  If the organisation is doing the right thing strategically but the tactics aren't great 
then it will survive, but not thrive 

• If the organisation does not have a strategy, it is being ineffective. If your tactics 
are inefficient as well, then the organisation will die slowly. 

• If the strategy isn't right but the tactics are very efficient then the organisation will 
die quickly 

This thrive, strive or die concept is explained in Thinking Big!, the strategic marketing 
publication produced by the AMA. 
Strategy is simple if you ask: 

• What are we here for? If this is difficult, ask: what would happen if we did not 
exist? 

• Who are we here for?  
• How are we going to do that? 
Strategy is answering simple questions (not complex detail):  

• Doesn’t need to be complex, full of detail, just keep it simple  
• Use Aristotle’s three pillars – what are we here for, who are we here for, how do 

we achieve that  
• What are we here for? Returning to Peter Drucker: ‘The non-profit institution’s 

product is a changed human being. Their product is a cured patient, a child that 
learns, a young woman grown into a self-respecting adult, a changed human life 
altogether.’ (1990)  

• Who are we here for? How does that match with what is happening in the world 
outside? This is why marketing’s role is important, to keep that awareness alive. 

• Another way of working out where you want to be is to ask: If we disappeared 
tomorrow, who would care? Who would we want to care? 

• The third pillar – how do we achieve that – is decided by creative consensus 
It’s an iterative process, not a static document:  

• Address the third leg by organising a creative event to generate ideas and 
consensus 

• Identify champions who will work with you to help deliver it, in a way that best fits 
the culture of your organisation  
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• Allow time and resources within your workload to actively manage the process, 
with regular review and monitoring opportunities 
Example: At The National Archives, Sam conducted separate interviews with 
colleagues, which did not generate ideas or conversations, so when launching a 
new strategy to increase visitors onsite, the marketing team held an event 
instead, where people worked together. This did not cost much: catering; time 
away from work and an external facilitator.  

In general… 
Learn from each other: you will probably share similar challenges: 

• Find ways to talk and learn from each other 
• Try and gain experience of self-directed learning: action learning, or networking 

events 


