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INTRODUCTION

Arts About Manchester (AAM) was commissioned by MLA NW in November
2004 to design and deliver a pilot audience development training programme
to a selection of museums, libraries and archives in the NW from March to
November 2005.

Our approach

AAM has been working with arts organisations and agencies to develop
audiences since 1989. Thinking has changed considerably in that time.

In recent years we became aware of the way that audience development
(AD) issues impact on all aspects of business, it has to move beyond the
marketing department, which is where this work has traditionally been
located. However the way that AD agencies worked and the way that AD
training was designed did not really take this into account.

So we decided that for the training to have the best chance of being effective
it would have to be holistic in its approach. And it would have to address not
merely the usual topics of marketing strategy but it would have to work on a
much deeper level where the fundamental key issues that underpin strategic
AD work could be explored and discussed.

We also are very aware that there is no set of simple rules that if followed
will make AD happen perfectly in every organisation. Whilst there is
obviously commonality between similar organisations, individual
circumstances differ and these small fluctuations can lead to very different
outcomes. So we decided that a conventional approach to training where
people are told what they should do was not appropriate and instead we
would focus on guiding participants through in-depth discussion and
guestioning to find solutions that would fit their own particular
circumstances.

Our aim was to increase understanding of what is involved in strategic AD
work, what needs to happen in order for it to be effective.

In order for organisations and individuals to gain most value from the
training, participants were asked to do some preparatory work between each
session. Participants were also asked to share the learning internally and to
integrate the learning from the training into their organisation’s strategies
and plans. These requirements were made clear on the application form.
They were also encouraged to keep a learning log and to make notes at the
end of each session.

So that individuals and organisations would take the training seriously, and
to ensure participants would have the necessary support in completing the
programme, application forms had to be signed off by the CEO, Director or
Head of Service.
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We worked with 20 participants from 17 organisations in 3 cross-domain
clusters over a seven-month period. The participants were clustered mainly
according to their status in their organisations and also by type of
organisation i.e. local authority or not.

The programme consisted of 5 one-day workshops, with a month gap
between the first four and 3 months between the fourth and fifth. This was to
allow for plenty of time for participants to apply the learning in practice
between workshop sessions.

Evaluation report

This report seeks to summarise the activity that took place as part of the
training programme, and comment on its process and outcomes looking at
the programme sessions, participation, training delivery, and the learning
that we have gained from the experience.

It concludes with recommendations for further action for MLA NW in
continuing and extending training and support to the sector.

Contact

Nadine Andrews

Management Research Consultant
Arts About Manchester
Churchgate House

56 Oxford Street

Manchester M1 6EU

T. 0161 238 4500

M. 07977 515 977

E. nadine@aam.org.uk

W. http://www.aam.org.uk
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THE PROGRAMME

The sessions broadly followed our original proposal. The themes remained
the same but it was necessary to take a flexible approach to the content: the
degree of detail and depth varied between the clusters depending on the
level of knowledge and experience in the group, the specific cross-domain
mix in the group, and also the number of participants in the group - clusters
with higher numbers had less time for group discussion.

We used our experience with the first cluster to inform how we worked with
the other two clusters. Consequently we made some adjustments to the
timings of the session components and to our explanations and supporting
resources.

Session 1

This provided the foundation that the other sessions built upon. We explained
the rationale behind our approach to the programme as described above and
gave an overview of programme. We asked participants to be open and
honest about their experiences and to respect the confidentiality of sensitive
information that may be given during the programme.

To understand the context within which participants were working, we asked
them to tell us about their role and responsibilities, organisational structure,
decision-making, and internal communication.

Participants were asked to come with information on activities taking place in
their organisations that they thought involved the creation and retention of
audiences. We discussed the type of activities that could be classed as AD,
showing the wide range across the whole organisation.

The key message of the session was that given this wide range, it is crucial
to have a coordinated and integrated approach across the organisation in
order for AD to be most effective, and that ideally it should be embedded into
core business. We believe this message was successfully conveyed across the
different domains of all the participants.

Session 2

This session was about understanding the market and focussed in on data -
what data is collected, how it is collected, who it is for, and how it is used.
Participants were asked to bring information on this with them to the session.
We related current data activity to organisations’ mission statements (which
were qualitative in nature) in an attempt to enhance participants’
understanding of the purpose of collecting data. It was clear that most if not
all organisations have gaps in their data, and tend not to collect sufficient or
relevant qualitative data that can tell them how well they are performing in
fulfilling their mission.
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We also discussed direct and indirect competition. Our message here was
that given the large number of demands on leisure time, organisations need
to have and to communicate their distinct offer and make it easy for people
to attend.

We spent less time than planned on non-users and consultation: this was
because it was not as much of a priority with the participants as
understanding current users, and we wanted to spend most of the session
making sure the issues relating to data were thoroughly explored.

Most of the participants left the session with a fairly good understanding of
the issues relating to data, including how to segment the market in ways
most useful to their organisations. We realised that libraries were not
accustomed to segmenting and those participants struggled to grasp the
concept. We feel we did not succeed in bringing their knowledge to the same
level as the others. This is a key concept central to strategic marketing and
audience development and needs to be grasped fully in order to plan and
implement work properly.

We introduced various models at this session, which were received with
varying levels of comprehension. After training the first cluster we realised
we needed to provide more support materials and so produced handouts that
consolidated what was covered in the session. These were well received.
Topics covered:

* The range of activities that can be regarded as part of audience
development work

* Ways of segmenting the market to suit the organisations’ needs
* Collecting data that relates to organisational aims and objectives
» Issues of data with regards to collection and its value

* Models (tables, matrices etc) and how to use them to best effect

Session 3

The preparatory work for this session was more demanding than previously.
Participants were asked to complete various tables and matrices that were
designed to help them build on the work covered in Session 2. These were as
follows:

Market segments/activity table

Here we asked participants to think about their different types of existing
users (or market segments) and what AD activities they used most, and to
think about their target audience and which activities may be most attractive
to them. They were advised to use the handouts on the range of AD activities
and market segmentation to assist them.
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Our aim was to help participants be clearer about the services and products
they were offering to users with specific interests or needs.

Purpose of Data table

Participants were provided with a handout giving an example of the
information required and an appropriate method of data collection to enable
an organisation to evaluate how well it had achieved various organisational
goals. Participants were asked to adapt the model to fit their own
circumstances but as the model was based on information given by
participants in Session 2 this was a fairly easy exercise.

Our aim was to help participants be clearer about the purpose of data
collection, and from that basis to understand what data was most appropriate
and useful to collect, and to see the gaps in their current approach.

Data Activity & Communication table

This table asked participants to think about all the people involved in the
planning, collection, analysis, interpretation and use of data in reports and
strategies in their organisation, and to think about whether the right people
were involved in the right activities or at the right stages in the process.

Many participants found that the frontline staff who were important in the
collecting of data were mostly not involved in the later stages and so had
little appreciation of the value of data collection. They realised they had to
improve communication of both the findings and consequently the
implications for future practice.

A handout discussing the issues relating to data accompanied this exercise.

Ansoff’s Matrix

This is a classic marketing model that we introduced in Session 2 and spent
some time discussing. Participants had to think about their existing and new
users and relate them to existing and new services or products. We wanted
participants to think about where most of their resources were directed, and
whether their organisation focussed too much on diversification i.e. offering
new services to new users, a strategy that is generally recognised as high-
risk.

A handout explaining several models and how to approach using them
accompanied this exercise.

These exercises in the preparatory work for Session 3 were also a way for us
to find out the level of understanding that had been gained and to identify
and plug the gaps.
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In Session 3 we emphasised that models are tools that work for some people
and don’t for others, and recommended that participants, if they were
struggling with understanding or applying the models, should not be unduly
concerned. We avoided providing any ‘best practice’ material with
participants as the idea was for them to develop plans appropriate to their
needs and situation, but providing more example tables and exercises to aid
understanding might be useful if similar sessions were held in future.

We gave participants an outline of an AD plan/discussion paper we had
produced and spent some time talking through it. The outline covered:
context; current position; future action; and implementation. This last topic
is generally not included in conventional plans but we felt it crucial for
participants to be consciously considering the issues and challenges around
implementing the plan and integrating it into business plans, service plans,
marketing plans etc. We were also keen for participants to consider how
current and recommended future activity related to the good practice in AD
we had been teaching about in previous sessions.

We also asked participants to describe how they had been sharing learning
with their colleagues. It was clear that some were more active in this than
others. Barriers here included internal structures and organisational culture;
low levels of understanding or appreciation of AD and marketing within
organisations or services; and resource constraints.

We reminded participants of the programme for the remaining sessions. The
preparatory work for this session was to write a draft plan based on the
outline we had produced but tailored to individual circumstance. Given that
the Implementation section might contain sensitive information about
colleagues, this first draft was for personal purposes only, to draw out issues
and make them explicit. A different version would have to be written to share
with colleagues.

Some participants appeared quite anxious about completing the work within
the timescale available. We tried to reassure them by explaining that the
majority of work had already been covered in previous sessions and
recommended that they prioritise some aspects of the plan above others.
Although we of course had no authority to make them set time aside to do
the plans, we did think that given the demands of day-to-day work putting
some pressure on them would mean it was less likely to slip off the radar and
that in the end they would thank us for it (and indeed most of them did).
Also given the sometimes daunting nature of creating an AD plan, a tight
timetable can help participants to focus.

Session 4

With hindsight, we realise we did not fully appreciate the size of the task we
were asking of the participants with regard to the preparatory work. Some
participants completed the plan well but others, for a variety of reasons most
valid, had barely begun the process and had only the faintest of outlines.
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We reiterated that the plans were not an end in themselves but an interim
step towards embedding into the business/service plan and into core work,
and that they should think about separating the recommendations into short
medium and long term.

To consolidate the key messages we had been giving out, we produced a
handout summarising good practice in audience development. In recognition
of the difficulties those from libraries had with regard to segmentation, we
produced a hand-out summarising the main points from Radio 4 Open Book
programme on the future of libraries (10/7/05) which we felt should be of
help. We also gave participants an AAM guide to engaging with communities
and community groups, previously produced for our membership.

We spent the session reading and discussing the documents participants had
produced.

We also introduced some more models:

The Learning Cycle

This diagram shows the circular nature of learning: Doing — Reviewing —
Thinking — Planning — Doing and so on.

We discussed how this cycle relates to the learning styles of Activist,
Reflector, Theorist, Pragmatist; and what happens when people get stuck in
one place in the cycle. We recognised that many people in the MLA sector
find it difficult to move out of the Planning/Doing phase, more commonly
known as ‘fire-fighting’.

Our aim in introducing this model, which was unfamiliar to most participants,
was to start them thinking about their own learning styles and to be aware of
when they were getting stuck so they can consciously move themselves
forward again.

Influencing matrix

This matrix relates degree of power or influence of a person to whether they
are on or off message. We discussed tactics for example how to use people of
high power and who are on-message to influence those high power people
who are not, rather than attempting to influence them directly yourself. We
also discussed how low power off-message people can nibble away quite
destructively at an organisation.

We wanted participants to think about actual and potential allies in promoting
good practice in audience development, and to consider who their opponents
may be in order to start to think about how to influence them to best effect.

Strateqgy/tactics matrix

This matrix relates doing the right things (strategy) to doing things right
(tactics) and shows how ultimately, if the strategy is wrong then it doesn’t
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matter how good the tactics are, the results will be detrimental to the
organisation.

These models were well received in all the clusters and we spent some time
discussing them.

In this session we also asked participants to describe how they had or
intended to involve their colleagues in the writing of the plan.

Session 5

After a 3-month gap where we hoped participants would complete and begin
to implement their plans, this final session was an opportunity to review the
plans and the work that they had done in the intervening period to involve
colleagues in developing the strategies and in their implementation; to
integrate the plan into other plans such as a business plan; and to discuss
any other use they had found for them.

We asked participants to describe what benefits (if any) there had been to
them and their organisations; what challenges they had experienced or
anticipated facing in future; what work still needs to be done and how that
may be approached.

We also asked them about further training or support they thought would be
helpful.

Participants had been sent a document produced by MLA NW showing the
links between the AD topics covered in the programme and Inspiring
Learning For All. They were asked to feedback on its usefulness directly to
MLA NW.

We were very encouraged that the majority of participants attended this final
session and of those most had completed plans and started to action them. It
was gratifying to hear our key messages echoed in their plans. Some key
issues however remained, particularly internal barriers to implementation
and budget/resource implications.

There was a wide variety in the types of plans produced ranging from
strategic documents to advocacy papers to personal tactical action plans, as
was deemed appropriate by the participants according to their individual
need and circumstance.

Following this session we asked participants to send us details describing how
they had shared learning from the training programme with their colleagues,
and how they had involved them in the writing and implementation of their
plans. We also asked them to provide information about how they had used
their plans in their organisations. We intend to collate this information and
send it out to all the participants so they can be inspired by the other
participants’ (especially those in other clusters) approaches.
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PARTICIPATION

Attendance and engagement

Attendance was good throughout; most attended all sessions (although
sometimes another cluster) and on occasion someone else from the
organisation attended instead. The final session suffered the most with 6
absences. There has been some turnover in staff — two participants left their
posts during the course of the training.

We were disappointed that a couple had not prioritised the final session in
their work diary, despite the commitment we had asked them and their Head
of Service to make in completing the programme at registration.

The style of the workshops meant that all participants were actively engaged
in discussion, and the informality made the sessions more enjoyable.

MLA NW and AAM decided to experiment with Gallery Oldham: we agreed to
their request to have two of their staff share the training (in reality three of
them split the workshops between them). At the final session we were
informed that this experiment in sharing the training had not been successful
- it was a major challenge to communicate detailed enough information
about each session to the other participants to enable them to move forward
effectively, and there were also some problems experienced when it came to
actually writing the plan. In the absence of a designated leader, progress was
slow so in order to get it done and complete the course one of the
participants had to seize the initiative and write the plan herself. We would
recommend that in future organisations send only one participant to training,
or that if they are unable to attend a particular session and send another
colleague in their place that it is clear who has primary responsibility for the
training.
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PROGRAMME DELIVERY

Pace and timing

As a pilot programme with a new approach to training, we were very
interested to find out how successful our methods would be.

The feedback we have received suggests that the pace of individual
workshops was good: we allocated enough time for discussion and reflection,
and did not cram too much information into the sessions.

We were also told that holding the sessions once a month worked well,
although it would have been better to have scheduled more time between
sessions 3 and 4 for the writing of the plan. A couple participants noted that
3 months was perhaps too short for reviewing implementation, and that it
would be useful to meet again in 6 months time to discuss progress.

Content

We succeeded in covering the main topics as proposed but feel some areas
relating to marketing were not dealt with as deeply as we would have liked,
and that as a consequence some participants do not have as tight a grasp of
the concepts as we think they need. We were perhaps overambitious in
thinking that a 5-hour workshop would give us enough time to get into all
aspects in great depth, particularly given the mixed backgrounds and abilities
of the groups.

Having reached the end, and listened to how the participants talk about AD
now as compared with the start, we believe our approach of focussing on the
underlying principles of AD as opposed to the tactics was a good decision. As
we remarked above, our key message of taking a coordinated and integrated
approach and embedding AD into core business has been heard and
understood.
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AAM LEARNING

We had not worked with libraries or archives before and realised very quickly
that they have issues and circumstances quite different to museums some of
which are potential advantages, for example:

* The one-to-one interaction between a user and the front desk in
archives is unique and a major strength as it allows the archive to
gather information about user needs in a way that is impossible for
museums

* Libraries and archives can benefit enormously from regional and
national initiatives such as Richard and Judy Book Club, Who Do You
Think You Are etc

* There is a great deal of very interesting work going on in libraries that
is unrecognised outside the sector, for example the links with local
groups (the Paranormal Society and War Games club jump to mind)

However libraries in the NW lag behind the British Museum in terms of
marketing knowledge, and seem unaware (at least at the level we were
working with) of MLA’s Marketing Plan and Marketing Strategy for public
libraries in England.

Archives have real capacity issues - increasing users in most cases just isn't
viable because they don’t have the space or staff to support them.

AD is desirable but many organisations seem to struggle with finding the
resources (people and time) to approach it strategically. In addition to this,
some lack the structures and processes or culture that enable cross-
departmental working and good internal communication.

There is an under-appreciation of the value of marketing and AD in local
authorities which impedes progress.

There is a lot of restructuring going on in MLAs in the NW!
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RECOMMENDATIONS

Based on information received from participants and on our own observations
we recommend further training and support in the following areas:

Workshops on:
* Data and statistics
* Marketing concepts e.g. segmentation

* Running focus groups

Participants would also welcome:
* Informal gatherings to share experiences

* AD sessions run by an external facilitator for other (non-marketing)
colleagues at their organisations - to reinforce message and the work
of participants, and help colleagues understand how their role relates
to AD

There was a suggestion that MLA could be more active in advocating the
importance and value of marketing and AD with local authorities.

We hope that MLA NW still intends to bring all clusters together for review
session in Feb/March 06. We would recommend setting aside a couple hours
at the start to be domain-specific so that those from different clusters can
share learning and experiences in context.
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