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Jam Making

What are the secrets of marketing without a huge
marketing budget? This issue of JAM aims to
inspire and offer some suggestions as to how
marketing on a shoestring can be done. After all,
we work in the arts – there’s a whole world of
creativity out there.
Case studies come from what was previously
known as the Dorset Word Week, now Blah di
Blah, Dorset’s festival of words and voices (page
10), ambassador schemes at the City of
Birmingham Symphony Orchestra (CBSO) (page
12) and the success of the Cathedral Quarter Arts Festival in Belfast over recent years (page 14).
JAM takes a whistle-stop tour of marketing with David Popple to look at ideas and priorities when
marketing on a shoestring (page 5), visits the Press Office at the Welsh National Opera (WNO) and is shown
around by Caroline Leech (page 8) and gets creative with Jonathan Goodacre (page 15). Julie Aldridge
reveals the facts about marketing budgets as discovered in the recent AMA member research (page 20).
We have imported a goat from the Netherlands, courtesy of Freek Bloemers, for What Gets my Goat on
page 17 and share a day in the life of Alison Copeland of Talawa Theatre Company on page 18.

We hope you like Jammin’ too!
The autumn of 2004
saw a successful series
of events for the AMA
concluding with the
day event and AGM,
To Boldly Go …
sponsored by London
Calling, at Sadler’s
Wells in November.
‘The event was really
interesting and
certainly stimulated a
lot of thought, new
ideas and new
contacts.’
Caroline Griffin,
Audience
Development
Director, Audiences
Central

Heather Maitland’s
copywriting
workshop, Do the
Write Thing, sold
out twice over in
London and was
widely praised
throughout the tour
which also travelled to
Manchester, Belfast
and Bristol (see page 3
for an overview).
‘Excellent practical
workshop to get the
ideas flowing again.
Very useful and
relevant to my work’.
Emma Foster,
Marketing Officer,
Salford City Council

Julie Aldridge and
Roger Tomlinson set
off around the country
with their e-marketing
seminar, Pump Up
Your Website –
sponsored by Ascent
Technnology.
‘The two speakers
excellently complimented each other –
kept interest levels
high.’ Anna Faithfull,
Information and
Website Co-ordinator,
Film London

The autumn series of
network meetings
have been very popular
with AMA members
and non-members
gathering together in
Newcastle, North
Wales, Glasgow,
Brighton, Oxford and
London.
‘I very much enjoyed
the network meeting
in Glasgow. It was
great to meet new
people working in
the arts in Scotland.’
Shirley Monteith,
Marketing Manager,
Royal Lyceum Theatre,
Edinburgh
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Make JAM for the AMA
JAM is always on the lookout for new writers with good ideas for case studies and features, especially
from some of those smaller organisations out there.
Have you had a sticky moment that you would like to share? Is there something that really gets your
goat? Would you be prepared to let us in on a day in your life? Or have you got a good case study that
you would like to tell JAM readers about?
Future JAM topics are research, innovation and fresh thinking and membership and friends schemes.
If you would like to contribute, please e-mail helen@a-m-a.co.uk.
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Open to persuasion

The words we use to describe the events we put on are crucial. If you are
marketing on a shoestring they are your most important marketing tool.
Whether we are writing copy or talking face-to-face with potential attenders,
we need to use words that persuade. If we don’t, then we waste precious
resources on marketing communications that simply won’t work.
Words don’t cost money. But they do cost time and that’s often just as
precious. So how can we make deciding what to say less time-consuming
(and less painful)?
Know what you are talking about
You can’t be persuasive if you don’t feel confident you know what you are
talking about. The participants in the AMA’s recent Do the Write Thing
copywriting seminars pinned down the problem nicely: they get copy from
their curators/artistic directors/choreographers/visiting companies that
even they don’t understand. How can they hope to turn it into something
that communicates effectively with their audiences? Together we came up
with some solutions.
Don’t let your curator/artistic director/choreographer pick up a pen. Talk
to them. Ask leading questions. Engage their enthusiasm rather than their
intellect. Don’t scribble – concentrate on asking the right questions. Instead,
take a voice recorder, tape the conversation then transcribe what they say.
You’ll be surprised how persuasive it sounds. All you have to do is pick out
the gems and polish them.
Most seminar participants seemed reluctant to ask touring companies the
obvious questions. Don’t be afraid. You won’t be the only person who
doesn’t know what a dobro and a medicine show are, or can’t place
Appalachian country music in the spectrum of contemporary popular
culture. If you ask enough questions you’ll find out the show sounds like O
Brother, Where Art Thou?.
Know who you are talking to
Copywriting is much easier if you have a clear image of who you are talking to
fixed in your head. If you try to talk to several very different kinds of people all
at once, you end up not communicating effectively with any of them (yes, even
in your season brochure). Decide exactly who each communication is aimed
at. What are they like? What are they interested in? What do they worry about?
What information do they need to make a decision? What do you and your
organisation have in common with them? What tone of voice and vocabulary

would reflect this common ground? Create a copy brief for yourself by jotting
down the answers to these questions and you’ll find the inspiration to write
comes much quicker.
Do the thinking once
If you spend half an hour thinking early on, you never have to do that thinking
again (and again). I use a matrix like the one above to summarise my thinking
about an event and use it as a prompt every time I have to talk or write about it.
I’ve written my target markets in the spaces along the top of the square and
the benefits the show has to offer down the side. For each target group or
customer, I’ve put a cross against the three or four benefits I think are most
important to them. I’ve then put a circle around the one that is the most
important. There should be no more than four crosses in each column. A
framework helps you to structure your copy quickly. This one works for me.
Make a promise:
1. Get the attention of the reader by using a headline.
2. Make a promise using the benefit you want to emphasise most.
3. Show that you can deliver your promise by backing it up with facts.
4. Push for action – tell the reader what they should do to benefit
from your promise.
If you’ve completed a matrix, you’ve done most of the work already. Write
about the benefit you circled as your headline and first paragraph. Then
write about the other benefits you put crosses against. This way, you don’t
have to think about what to write, but can concentrate on being creative.
Don’t leave it until the last minute
No-one can write good copy staring a deadline in the face. Start early. Spend
a little time creating your matrix and jotting down some briefing notes. Now
let your subconscious do some of the work by mulling things over in odd
idle moments. Have a go at a first draft. Stop. Put it away and don’t look at it
again for a couple of days. Then come back and tidy it up.
Now show it to a friend, and then a colleague, and incorporate any useful
feedback. Show it to someone from your target group. What does it say to
them? What do they remember when they’ve read it? n
Heather Maitland, Consultant and Author,
e-mail: hmaitland1@aol.com
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Spotlight on
the Scottish
Arts Council

Sticky Moments

If you have found yourself in a JAM then write to us and we
will try to come up with a solution!

Held in November 2004, the Scottish Arts
Marketers Forum is now an annual event in the
Scottish Arts Council’s calendar and an
opportunity to come together, share, discuss,
challenge, inform and be informed about aspects
of arts marketing and audience development.
The Forum was broadly themed Cultural
Entitlement, a topical issue in Scotland. A
passionate St Andrew’s Day lecture by our First
Minister, Jack McConnell, emphasised the
Scottish Executive’s commitment to enhancing
the cultural rights of Scotland’s people. The
realities of this are being explored in a review of
the cultural sector, by the Cultural Commission.
The outcomes of Forum discussions were one
route for arts marketing professionals to
contribute to this consultation, as a united body,
on an issue of great relevance to the sector.
Hot off the press was the Scottish Arts
Council’s Audience Development Strategy
2004–7. Over the coming years, good practice
and lessons from completed projects will be
disseminated, and the strategy further
developed. Some of this will happen in
partnership with our burgeoning network of
audience development hubs. n

Q: I work for a small touring theatre company and marketing is part of my job, along with general
administration and tour management. We are doing reasonably well – but nothing spectacular. I have a
marketing budget of £8,000 per year, which includes all the print for two shows. I don't have a marketing
plan because I think it would be too expensive, likewise, we don't do any research. How can I use my
resources to move us up a gear?

Download the Scottish Arts Council’s
Audience Development Strategy 2004–07 at:
www.scottisharts.org.uk

A: Planning – research – partnership working – flexible budgeting and learning for free
Planning: You can’t afford not to have a marketing plan. A plan will ensure that you pinpoint who target
markets are and know how to reach them most cost-effectively, thus saving you a lot of time, money and
last-minute guesswork. As you’re both administrator and tour manager you should already have much of
the information to hand – income targets, knowledge of the shows and tour schedule etc. Block out some
days in your own diary and invest in a couple of days’ help from a mentor or freelancer who can help to
structure the plan, and to check and challenge your assumptions. Set aside £600–£800 for this, and you’ll
have a plan that can last the organisation for three years.
Research: a one-off investment in some initial research will also make sure that you spend your money
wisely and that your plan is based upon sound evidence. Find out if the venues you’re going to have any
data that’s relevant to your company, and see what this tells you. Work with a handful of selected venues
to find out more about your audiences: crucially, who they are and how they find out about you. A budget
of around £750 should allow for printing of short questionnaires, and then commissioning a local college
or audience development agency to undertake analysis for you (or better still, involve them from the start).
Partnership working: my third rule of thumb would be to question the implicit assumption that most of
your £8,000 budget will need to be swallowed up by print. There are so many other tools at your disposal,
and most critically you must view your activities as a partnership with the venues you visit. As part of your
liaison with them get a list of the marketing activities they’ll be undertaking to promote your visit and
supply them with a list of suggestions: can you be involved in an e-marketing campaign? What about
their website? Are you part of a special season? Can your cast members contribute to media promotions?
Flexible budgeting: I dare you to cap your budget so that no more than 60% is absorbed by print, and
the remainder can be allocated on a more flexible basis to targeted activities. And, with this flexible
resource, make sure you prioritise: for example, it’s wise to invest more heavily in a number of key venues
where you want to build audiences and return in future rather than spread your resources thinly but
equally across the whole of the tour.
Learning for free: finally, as you’re doing now, learn for free. There’s never been a better time to access
the things you need, be it research or case studies, models for marketing plans or guidelines for working
with venues. Nor has there been a better time for seeking the advice of colleagues via the AMA, the
audience development agency network, and the funding system. n

See the Cultural Commission’s review of culture:
www.culturalcommission.org.uk

Anne Millman, Director, Matthews Millman Ltd
e-mail: anne@matthewsmillman.co.uk

Fiona Sturgeon, Head of Audience and
Organisational Development,
Scottish Arts Council
e-mail: fiona.sturgeon@scottisharts.org.uk
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Marketing on a shoestring

Time and energy are key when marketing on a shoestring. David Popple takes us on a
whistle-stop marketing tour to show us how

It doesn’t take long after ‘Let’s put on the
show right here!’ to recognise the daunting
prospect of finding an audience. At one
extreme we have the national institutions,
where the marketing machinery kicks
in with the flick of a switch. At the other
end, panic sets in to a chorus of ‘We don’t
have a budget for marketing’.
For many of us, falling somewhere
between the two usually means making the
most of very limited funds. Fortunately there
are ways to do this but it’s all about having
the time and the energy.
Companies tell me the venues that get the
best houses on each tour are those where
audiences are attracted by the energy the
building gives out. This comes from the staff,
the look of the building, the tone of voice in
print and what people are saying about the
venue, etc. It’s all about the enthusiasm
behind putting on the show.
Why marketing?
Marketing involves standing back, taking
a hard look at what you do and working
out exactly what you need to do to achieve
our goals. This planned approach to your
work means that you can concentrate your
limited resources of time and money on the
things that will get you where you want to be.
Marketing planning should become
second nature to the organisation. The
communication between the people
responsible for programming, marketing
and education is paramount and integral
to ensuring that everyone is working
towards the same goals. To focus that
energy, you need time together to plan.

The marketing budget
If money to spend on marketing is limited
then the marketing budget becomes an even
more central part of your planning process.
Budgets should be created by the
person/people who are going to be
responsible for them. They should always
start from the detail and work up. This is
when you forecast what you are going to
spend, making educated guesses or taking
the time to get actual quotations from
designers, printers, etc. (Another subject …)
Seven steps of marketing:
Step 1: Decide what you want to achieve
Step 2: Talk to the right people
Step 3: Talk about the right things
Step 4: Talk in the right way
Step 5: Talk to people at the right time
Step 6: Set goals
Step 7: See if it worked

The marketing budget is generally spent
on talking to people in the right way (Step
4) in the most cost-effective way possible.
But by the time you’ve got to this step, you’ll
have already made some key decisions – the
most important of which is who is your
target market. Making the right decisions
means taking the time to think and plan.
Prioritise
There are loads of communication methods
you could use. The fewer your resources,
the more important it is to prioritise.
You need to look at what you have decided to

say to each target group and choose
the most effective way of getting that message
across to that group of people.
You will have to use different communications
methods with different target groups.
Use your knowledge about what really
works. Think of the expenditure as an
investment – how many ticket sales will be
generated by each brochure, leaflet or
posters? If it’s not essential, don’t pay for it!
Branding helps enormously. It can say a
lot about quality, expectations, value for
money. Steer everything towards presenting
a coherent identity – smiling staff,
welcoming atmosphere, clean toilets ….
Make sure everything is aligned to create the
impression you want. Being clear about your
corporate identity has a positive effect on
organisational thinking and forces you to
identify your audiences.
Remember that selling is about helping
people to buy. Having got their interest,
make it easy for them to spend their money
– in person at the box office, by phone, by
fax, by e-mail, online.
The mix
Sometimes you will have to use several
methods in a sequence to persuade someone
to do something. Get the marketing mix
right. Remember that the five Ps of product,
price, place, promotion and people should be
the basis of an integrated approach to finding
and keeping customers. Use the programme
to create marketing opportunities, e.g. a
popular comedian, exhibition or theatre
company at the start of the season will
generate good PR for later.
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Q&A

Don’t assume you have to
compromise on quality just
because you’re not spending
a lot. Print quality is linked
to your corporate identity so
think about how you can
get your core message
across in words and images

What does 'marketing on
a shoestring' mean?
If you are marketing on a shoestring, it means
that you are achieving your marketing
objectives with a low level of time and
money. 'Low level' is a subjective term, and a
relative one; small organisations may weep at
what they perceive to be the astonishing
budgets of larger arts organisations, and
large-scale organisations in their turn look
lustfully at the marketing budgets of
businesses outside the arts. Many marketers
outside the arts are impressed by the
resourcefulness of arts marketers, and their
ability to achieve outstanding results with
relatively few resources – they might argue
that all arts marketers, to some extent, are
'marketing on a shoestring'.
What should my marketing budget be?
How long is a shoestring? Some practitioners
take the view that an organisation should
have an identified direct marketing budget
(i.e. excludes staff and office costs) that is a
percentage of the organisation's overall
expenditure, often around 10 per cent. Other
practitioners argue that marketing should be
regarded in the same way as overheads such
as heat and light. That is to say, that just as if
you are going to run an organisation you
accept that there will be fixed costs that
cannot be varied, so you need a basic
marketing budget to achieve anything of
merit, regardless of the scale of the
organisation or the size of the project.

6 | JAM 16

The personal touch
The more personal the method of communication, the more effective it is in getting
them to remember your message. You can't
possibly talk to every single person in your
target group so get other people to do it for
you. Try keeping the profile of the venue
high so that it is always a good topic of
conversation and concentrate on the key
people who might persuade others. Making
sure that people in ‘public service’ know
about you is key, for example: councillors,
taxi drivers, hairdressers, doctors, dentists,
solicitors, teachers. Offer to speak to groups
that might generate party bookings.
The brochure
The season brochure is the most effective
piece of print. It probably makes the most
important statement, next to the programme
itself, about the character of your organisation.
Don’t assume you have to compromise on
quality just because you’re not spending a lot.
Print quality is linked to your corporate
identity so think about how you can get your
core message across in words and images.
Steal ideas from others – but ask first!
Don’t try and design it yourself – it’s too
important.
Mailing and distribution costs are
determined by the size of your mailing lists
so prioritise the active bookers and effective
bulk mailings. Postage costs depend on
weight as well as quantity. Ask the Post
Office for advice on how to make savings.
Avoid sending things first class; minimise
bulk mailings by using board members,
staff, etc., for delivery.

Posters, leaflets and advertising
Research tells us that, for most activities,
advertising in local newspapers, putting
up posters or advertising on the radio only
attracts a tiny proportion of your audiences.
Newspaper advertisements seem to reach
lots of people but they are bad at
persuading. All they can do is give basic
information. When cash is limited, don’t
bother. If you can prove it sells tickets, limit
yourself to the local weekly press, deciding
whether you are going to list all your events
in a ladder ad (not good at persuading but
at least it sets out your whole ‘menu’) or
promote one event with a broad appeal each
week in a small display ad. Make sure that
you are getting substantial discounts. And
don’t advertise if they don’t give you good
editorial coverage as well. Steer clear of
special features – who reads them? And that
special price for front-page advertising? –
beware of the wrap-around!
Posters aren't good at persuading either
because they don't give potential customers
anything concrete to take away with
them. They are good at attracting people’s
attention, though. If you need to do
that, think carefully about how many
you need and consider digital printing
for small runs.
Think how leaflets are going to be
used. Do you really need them for
every show? How many visiting companies
will supply them? If you have to
produce them yourself, can you package
shows together?

FEATURE | JAM

Q&A

Editorial
Articles in newspapers and on radio are
good at getting people’s attention and
at persuading people who are influenced
by public opinion. Investigate opportunities
for free publicity, e.g. competitions, free
print distribution, free listings.
Press releases are crucial. Try to aim for the
non-arts pages by creating an angle that has
popular interest. Every week would be good.
Direct mail
Monitor every mailing and don’t do it if it
doesn’t work. Know if your audience
responds to simple last-minute reminders or
to letters designed to persuade by giving lots
more information.
What works?
Reaching your audience isn't the end of it.
You need to know if you achieved your goals
and if you got good value from your
investment of time and money. This is
particularly important if you have few
resources. Review things constantly – each
show, each series, each season.
Learn from your mistakes. Get feedback on
the shows, print, pricing and sales methods.
Touring companies
Effective touring marketing is about time
and energy too. Usually, your role is to help
the venue or promoter to communicate with
their existing and potential audiences. The
five characteristics they value most in
companies are:
1. Practical help and support with the aspect
of the campaign they find most difficult.

2. Face-to-face meetings to talk about the
show and plan the campaign (many say
they value doing this in conjunction with
other venues on the tour so you can hold
regional meetings rather than visit each
one individually).
3. Keeping in touch, being easy to get hold
of and returning calls promptly.
4. A comprehensive marketing toolkit (see
the list below).
5. Marketing tools and information in
good time.

How much does everyone else have?
The AMA conducted some research
across its membership (1,900 people) in
October 2004. One of the things the
questionnaire asked was the level of direct
marketing spend in their organisation.
Many respondents either don't know, or are
unwilling to divulge. Turn to page 20
to read more about this or go online to
www.a-m-a.co.uk for the results. You will
be able to see what the marketing spend is
of other organisations like yours.

The absolute essentials venues need from
the marketing toolkit you send are:
• sufficient quantities of high quality,
effective print
• effective brochure copy and images
• accurate information about
the production
• a range of images for the media (save time
and money by putting them on a website
but make sure that they are technically of
good enough quality)
• a consistent point of contact
• information for press releases
• information about potential target audiences
• getting the toolkit in time to use it!

I don't have any budget at all –
what should I do?
It takes time, thought and effort (rather than
money) to put together a marketing plan
that will guide what actions you take, and
for the price of a few light bulbs you can
buy a copy of Thinking BIG!, published by
the AMA in association with Arts Council
England. You also have free access to
a treasure trove of information on the
AMA website: go to www.a-m-a.co.uk to
develop your skills, knowledge and
expertise on all matters relating to
marketing and audience development.
And why doesn't your organisation have
a dedicated marketing budget? The purpose
of marketing is to create and keep
customers, and organisations that don't have
customers only have costs. Your customers
might be segments of the public,
or they might be institutions, other
businesses, sponsors or funders. But
somewhere, somehow, your organisation
needs to have ring-fenced resources to
achieve marketing objectives. n

Marketing on a shoestring underlines the
importance of planning – of having the time
and the energy to save money. And there’s
no room for crisis marketing – just learn
from your mistakes! Good luck. n
David Popple, General Manager,
Stamford Arts Centre
e-mail dpopple@aol.com
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Welcome to the press office – the original
home of the shoestring

Caroline Leech, Head of Press and Public Affairs at the Welsh National Opera, guides us

Brian Tarr

around the relatively reasonable world of the press office

Getting top-quality editorial
coverage in newspapers and
magazines, and on TV and
radio, can be done fairly
easily with no budget at all, and
really easily with just a little
money to spend. Having good
photographic images to offer
is probably the most expensive
thing you would need in press
terms – but nowadays you
need to order very few hard
copy prints – a CD of digital
images is far more useful (and cheaper). Also having a press ticket
allocation (not just for critics but for potential news/features
contacts) and the ability to pick up the odd drinks/lunch bill will win
you many editorial favours. Remember that a £40 lunch might win
you £40,000 of great feature (based on advertising equivalents).
These days, you barely even need to have a budget for print and
postage – most newsdesks operate on e-mail, and five phone calls
followed up by an e-mail will always get you a better return than
posting out fifty press releases.
What you need most of in the PR game is not money, but time.
The most important thing you have to do to get consistently
high levels of press and media coverage is to make your contacts,
impress your contacts and keep your contacts. Each of those three
areas of work will take time and effort, but when you have a pile of
double-page newspaper spreads, glossy mag features, as well as TV
and radio coverage, you will know that the investment of that time
has been worthwhile.
‘But,’ I can hear you mutter, ‘I never have any spare time’ – let me
offer you something else which might persuade you that spending
time on editorial, rather than money on advertisement is worthwhile.
We all know how easy it is – when ticket sales aren’t quite reaching
target – to pick up the phone to place an advert. A quick and easy
solution to the problem, but an expensive one too. But have you ever
thought that picking up the phone to the right journalist and offering
the right story could win you a two-page full-colour spread instead of a
8 | JAM 16

cheap two-column black and white advert? And in doing so you stand
a far greater chance of persuading potential audiences of your true value.
Edelman’s 2004 Trust Barometer charts, among many other
fascinating things, whether people in different countries across the
world believe more in paid advertising or in editorial (news, features
etc). What a difference! If you look closely at the graph opposite –
in the UK, 87% of people believe the information they get from
articles and news stories more than from adverts, while only 9% take
the opposite view. (And interesting to note the relative lack of trust
in China of editorial.) Of course it seems obvious, but that doesn’t
stop you picking up the phone to the advertising sales desk, does it?
It’s easy to talk about picking up the phone to the right journalist
and offering the right story, but how do you work out who and what
that might be?
First, you must remember that journalists (even arts
correspondents/editors, and even critics) are not there to promote
the arts – they are there to sell newspapers, no more, no less. So what
you must do is work out what will help them do that while selling
your show too. If you do your homework, offer a story that works,
and then keep up your relationship with that writer, you will be able
to go back to them time and again.
How do you find these new contacts? You need to do your research
– read the papers you would like to appear in as often as you can (be
they nationals or locals) until you know who is writing what, buy up
the magazine counter at WH Smith, watch TV and listen to the

You need to do your research – read the papers
you would like to appear in as often as you can
(be they nationals or locals) until you know who
is writing what, buy up the magazine counter at
WHSmith, watch TV and listen to the radio
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I believe information that I get from
articles or news stories more...
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Edelman Trust Barometer, 2004

90% of opinion leaders in the U.S. and 84% in Europe stated that they believe information from articles or news stories more than advertisements.

Don’t just offer them a story. Give them the best people to talk to, photographs or photo
opportunities, give them statistics, historical significance, an important date/day to hook the
story on. But remember, if they like the idea but want to change bits of the package you have
put together, be flexible and go with them on their idea

radio (online listening/viewing is a fantastic new development,
particularly for touring companies like WNO). Then phone the
switchboard and get the direct line and e-mail address of your target
reporter and you are ready for the next stage.
Impressing your chosen journalist is not as difficult as it sounds
if you have thought it through first. Once you have decided what
you think they are looking for, how do you impress them with it?
Here are just a few suggestions:
• Offer packages – don’t just offer them a story. Give them the best
people to talk to, photographs or photo opportunities, give them
statistics, historical significance, an important date/day to hook the
story on. But remember, if they like the idea but want to change bits
of the package you have put together, be flexible and go with them
on their idea, it may well get you better coverage in the long run.
• Do their job for them to save them time – at WNO we did it quite
recently when we announced our significantly cheaper ticket prices
for our opening seasons in our new home in the Wales Millennium
Centre. We didn’t just tell them opera was cheaper than rugby, we
did all the statistical comparisons to prove it, to save them having to.
• Offer them a by-lined article – arts and features editors (particularly
regionally and locally) have to produce thousands of words every
week, so why not offer them 1,500 words from your director/lead
singer/actor/artist/chairman discussing the issues in the
announcement you are making, or talking about the show from their
own first-person perspective. Ghost-write the piece yourself, getting
in all your messages, have it approved by whoever’s name will be at
the top – a great way to ensure all the right messages are included.

• Be accessible and available – journalists seldom work basic office
hours, particularly newdesks, so make sure they can get all the
information they need from you at the time they need it most.
Make sure that your regular press contacts have your mobile
number, put a named press contact and phone number on your
website, and don’t ever sound annoyed to be interrupted in the
middle of a Sunday afternoon, or late in the evening – if they think
you begrudge them information, they won’t bother with you next
time you want something from them.
Keeping your contacts once you have them is hugely important and
relatively simple to do. Stay in regular touch with them, even just a
phone call every so often to say hello and warn them about future
dates for their diary. Keep offering them stories, even if you get
knocked back on some of your ideas, until there is a trust built up
between you which allows you to get even more from the
relationship in terms of advice and favours.
And always remember to say ‘thank you’. You would be amazed
how much more favourably they will look on working with you again.
Good PR needs creativity, flexibility and integrity, and hard graft.
And these cost very little. Which is just as well when you are marketing
on a shoestring. n

Caroline Leech, Head of Press and Public Affairs, Welsh National Opera
e-mail: caroline.leech@ wno.org.uk
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Sold on bold

Rosalyn Fry describes how the Dorset Word Week literature festival was turned into
Blah di Blah, Dorset’s festival of words and voices – with little budget and fantastic results

People in the arts are creative, imaginative, bursting with flair and enterprise.
Those of us marketing the arts bravely create a buzz, stretching small
budgets, designing eye-catching publicity or writing gripping copy. We don’t
earn mega bucks but sleep soundly knowing what we do is a good thing.
That’s the story but it’s a bit of a myth. To me, arts marketing folk seem
increasingly uncreative. Timid, defeatist, hiding behind computer screens,
surfing websites, inventing complex segmentation schemes and avoiding
face -to-face engagement with performers, artists, directors or – God forbid
– audiences. Publicity is stuffed with meaningless jargon, frantic superlatives
and pretentious visuals. Marketing strategies are stale and formulaic. We
talk the talk about audience development, access and inclusiveness but
produce publicity materials that bore, deter and exclude. We are scared
to really analyse our products and uncomfortable about pushing
their true selling points.
Embarrassment is a big problem. We are ashamed to ask questions. Why is
Ninagawa a great director? Who is Stockhausen? What is physical theatre?
How does improvisation improve things? So we regurgitate every claim made
by agents, publishers, company managers and hope that no one will realise we
don’t really get it. The emperor’s new clothes are always in fashion.
Last year I was contracted to co-ordinate and market Dorset’s second
literature festival planned for March 2004. The festival is organised by the
Dorset Literature Network, a voluntary group of arts promoters, librarians,
writers, poets and storytellers who work together, under the auspices of the
county’s literature development officer, to ‘support a framework for the joint
promotion of literature’.

My first challenge was to ask the idiot questions. Why is this poet good?
What’s the point of storytelling? How does a writer’s workshop work? The
festival was called Dorset Word Week which sounds worthy and
uncomfortable like Back Pain Week – and was ten days long anyway.
My second task was to re-brand the product. I argued long and hard about
changing the name to something more eye-catching, memorable and
provocative and persuaded them not to use photographs of writers – they’re
boring, often bad and only work if the subject is already incredibly well known.
Finally they agreed to let me call it Blah di Blah, Dorset’s festival of words and
voices. I hired a photographer, borrowed a megaphone and persuaded
members of the network to attend a photo-shoot (alongside relatives who cost
nothing, are easy to boss about and represent a range of target audiences!).
With no artistic director and a firm DIY democratic ethos in place, members
of the network were able to ask themselves who they wanted to attract to
literature in their village or town and what they might like, as opposed to
merely booking a poet, play or workshop and then worrying how to find an

Timid, defeatist, hiding behind computer screens, surfing websites,
inventing complex segmentation schemes and avoiding face-to-face
engagement with performers, artists, directors or – God forbid – audiences.
Publicity is stuffed with meaningless jargon, frantic
Ian Robins

superlatives and pretentious visuals
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In the copywriting training session I
encouraged participants to talk aloud about the
events they were planning. Writers often
produce very dull selling copy so we tried to
record the words they used exactly as they
were spoken – understanding that the way we

‘word of mouth’ holy grail

audience for it. We had time to make overtures to new partners and latch
onto existing networks to get swathes of people, many not existing arts
attenders, to be aware of Blah di Blah.
We organised marketing training sessions for people thinking of organising
an event and we thrashed out the obvious, but rarely asked, question: what is
the point of going to a live literature event? Here are a few answers: ‘it touches
your emotions; it’s living someone else’s life; it’s about restoring some
credibility to language which is frequently debased; choosing to communicate
with neighbours, friends or fellow enthusiasts’. We had few star names in the
festival; we needed other bait that would push buttons and switch people on.
In the copywriting training session I encouraged participants to talk aloud
about the events they were planning. Writers often produce very dull selling
copy so we tried to record the words they used exactly as they were spoken –
understanding that the way we speak is persuasive and direct, closer to the
‘word of mouth’ holy grail. One writer was initially appalled to be described in
the festival brochure as ‘Dorset's own Simon Schama’ and I’m sure Wendy
Cope had never before been sold as: ‘Amusing, wry, clever – in a comfortable
way – the kind of poet who writes poems that everyone understands and
enjoys. Hearing her poems will make you smile at the person sitting next to you.’

Ian Robins

speak is persuasive and direct, closer to the

Results were wonderful. Attendance was extremely high. Ten events were
sold out and the average figure was 70% capacity – an extraordinarily high
figure for live literature. When audiences for the Poetry Menus we placed
in restaurants are added in to the evaluation, over 120,000 people – a fifth
of the population of Dorset – enjoyed literature during the festival.
Press coverage was phenomenal – editors loved the name and the photos –
and were ringing up for information before I’d even sent out press releases.
The commercial value of generated PR was £90,000 though I spent no money
at all on paid advertising.
But it wasn’t a total breeze. It’s scary challenging writers, librarians and
arts managers. They can make us marketers feel dirty and dumb. Being
told an arts event is great is not enough. You have to understand it so you
can sell it to audiences. Be bold, ask the idiot questions and communicate
the answers sticking as close as you can to the word-of-mouth principle.
Sold on bold! n

Rosalyn Fry, Consultant and Trainer
e-mail ros@bridport.demon.co.uk
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It’s not all about the money

Sarah Gee, Director of Communications at CBSO, explains that even with large budgets
you can still use some help on the ground
‘An article about marketing on a shoestring?’ said
my friend. ‘What the heck would you know
about that, given the kind of budgets you have at
the CBSO?’
I confess, I do have a reasonable budget to
spend each year, but the City of Birmingham
Symphony Orchestra’s (CBSO) ten-strong hardworking communications team has to bring in
£2.34m each year and that doesn’t happen
without investment. So what do I know about
marketing on a shoestring?
Well, once in a while a new project lands in your
lap. You know the sort of thing: confirmed
relatively late in the day, once the budgets are fixed
for the year. For the CBSO, this was our first foray
into programming for and marketing to South
Asian audiences – two concerts with Bollywood

audiences we were aiming for.
We had been watching for some time the
ground-breaking work being undertaken in this
area by Birmingham Arts Marketing (now
Audiences Central) which had achieved great
things with their Ambassador scheme, pairing arts
organisations with enlightened, wonderful people
who were plugged into Black and Minority Ethnic
(BME) communities around the city. I am also
a big fan of Seth Godin’s books and have been
keen to activate viral or word-of-mouth marketing
for some time.
And so our South Asian panel was born. Ably
chaired by our ambassador Anamika Jalalvand, an
enormously diverse group was assembled,
ranging in age from late twenties to seventysomethings: teachers, retirees, a city council

Perhaps the single most useful thing that our panel did for
us was something that we didn’t actually ask them to do.
We all know that orchestras have a bit of an image problem –
not entirely surprising when the performers wear
nineteenth-century evening dress and we tend to be best
known for playing music by dead white Germans.

film-score legend AR Rahman – and therefore
rather big and scary, but very exciting. We were
fortunate to have some money set aside for
Bollywood-style posters but knew that this
combined with our more traditional marketing
materials would not necessarily reach all the
12 | JAM 16

employee and a manager at Jaguar. Two of them
were CBSO regulars, but the rest were recruited
by word of mouth.
To be honest, I was a bit worried that they’d get
bored by our incessant questions. At first the
meetings were rather surreal, as some of the panel

members hadn’t actually ever heard an orchestra
play live, but after a few induction concerts we
were able to make good progress in discussions
on cultural differences and similarities, with CBSO
staff learning as much as our panel members.
One notion of which I was quickly disabused
was the classification of South Asian communities
along religious lines. I feel that the media
brainwash us into this line of thinking but, as one
of the panellists said, ‘Why assume all people from
India fall neatly into Hindu, Sikh or Muslim boxes?
I don’t assume that you are Christian because
you’re white.’ Point taken.
The panel members helped us in a variety
of ways. We asked them about Asian newspapers
and magazines, to assess where we should be
concentrating our media relations work. On other
occasions, they offered practical help, such as
dropping piles of leaflets into local shops and
putting up posters in their workplaces. One top tip
was that many Indians are used to buying tickets
through local agencies, often set up in ‘sweet
centres’. Don’t let this title conjure up Billy Bunteresque images; Indian sweet centres sell take-away
pakora and bhajis, as well as wonderful sticky
confectionery, and are almost community centres
in their own right.
Perhaps the single most useful thing that our
panel did for us was something that we didn’t
actually ask them to do. We all know that
orchestras have a bit of an image problem – not
entirely surprising when the performers wear
nineteenth-century evening dress and we tend to
be best known for playing music by dead white
Germans. But in Birmingham, things are changing.
As a result of a major re-branding campaign over
the past four years, the word has gone out on the
streets that the CBSO is a world-class orchestra
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As no one at the CBSO had a
strong background of working
with South Asian artists, our
panel were able to tell us
whether many of the Indian
artists and musicians who
were interested in
collaborating with us would
attract an audience

which remains true to its Midlands roots by putting
something back into the community. Our panel
helped us get that message into South Asian
communities through their sheer enthusiasm for
our cause, and we now have very few questions on
our relevance to the wider population.
We also used our panel to help our programming, which some artistic directors might find quite
a radical step but it made a lot of sense to us. As no
one at the CBSO had a strong background of
working with South Asian artists, our panel were
able to tell us whether many of the Indian artists
and musicians who were interested in collaborating with us would attract an audience, and which
most certainly would not.
So did it work? I will never forget those concerts.
It’s a most bizarre experience to sit in a venue
where you spend the majority of your waking

hours, knowing that you are suddenly in a minority.
I didn’t feel in any way uncomfortable but I was
very aware that I was an outsider in that audience.
Both Rahman concerts were sold out, with over
half of the audience hearing the CBSO for the first
time. Of those who had heard the orchestra
perform previously, the vast majority of
experiences were through CDs, radio or one of the
CBSO’s annual fireworks concerts in Cannon Hill
Park, Birmingham, rather than one of our regular
performances at Symphony Hall.
The audiences were also younger than the
CBSO’s core market, with 22 per cent aged 25–34
years; 63.5 per cent came from Birmingham, 10.5
per cent from Wolverhampton, 5.5 per cent from
Coventry and the remaining 20.5 per cent from the
rest of the UK, including Bradford, Pontypridd,
Southampton, Truro, and London. We had a huge
increase in numbers of attenders from certain parts
of Birmingham compared to our average audience
statistics: twelve times the average numbers from
B11 (Small Heath), five times the norm from B20

(Handsworth), and even a 1.56% increase in
attenders from B13 (Moseley), an affluent area of
the city where we thought we already had the
entire population on our database.
Our panel lives on. We’re now working closely
with colleagues at Symphony Hall, as they have
developed a complementary programme of events
for South Asian audiences. We’re also working on
a new programming strand – Music of Black Origin
– which will target the Black and AfricanCaribbean communities in Birmingham, and we
plan to use a similar model for this.
And the total cost? Well, let me see: £1.82 for tea
bags, £2.64 on biscuits and 99p on milk. Now
that’s what I call a return on investment. n

Sarah Gee, Director of Communications,
City of Birmingham Symphony Orchestra
e-mail: sg@cbso.co.uk
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From strength to strength

Sean Kelly describes successful marketing at the Cathedral
Quarter Arts Festival in Belfast

Although there is a new spirit of optimism in Belfast, the arts infrastructure
and performance places are woefully inadequate in terms of the number
and the facilities within them. At the end of the 1990s, however, a
government planning group was set up to oversee the regeneration of an
area of Belfast that is now known as the Cathedral Quarter, largely through
arts and culture. This represented an opportunity to present a new type of
arts festival in the city as there was a gap in provision in Belfast arts. During
the Troubles, people deserted the city centre, rushing back into the security
of their own areas at 5.30pm. After the second ceasefire in 1998/1999 there
was a willingness of people to come back into the city centre at night.
It was felt that a festival would work best in May and June when the weather
was better, as many of the arts organisations stop operating around April and
May, and the theatre companies don’t tour during May, June, July and
August. This was an opportunity to present arts activity at this time of the year
and what really informed the festival was a sense that people wanted to
consume the arts but in a different way to the more traditional methods of
going to the theatre or a concert.
The festival has managed to attract some heavy hitters, including Will Self,
Frank McCourt, Pete McCarthy, Germaine Greer, Nick Hornby, Bill
Drummond, Mark Thomas, Billy Bragg and on it goes. These have all played
to capacity gigs and, if schedules permit, eight or nine times out of ten those
artists have written back and said that they would like to come and that
they’ve never been asked to come to Belfast before. There’s a certain caché
with Belfast – it’s really kind of sexy because it is in transit. Many of those
artists have come and done a performance for a nominal fee or no fee.
Considering the minuscule budgets available to the festival, with a turnover
now of about £170,000, it means that marketing spend is only about £25,000.
The festival has worked with a local graphic designer since he was just starting
his career, to create something that is contemporary and stylish and speaks to
the festival demographic, which is also easy to navigate and doesn’t alienate an
older audience.
Five years ago the festival was probably the only small arts organisation
that did things like take out billboards on the main arterial routes into the
city, fly post and do short ‘at a glance’ flyers. Distribution is all done in-house
and print gets everywhere, into places where traditional arts organisations
haven’t reached before.
As the festival gets good editorial coverage from incredibly supportive
journalists there is no need to buy much newspaper advertising. New media
14 | JAM 16

was harnessed effectively from an early point, with a good website and
e-mailing lists. People are asked to feedback on the website and for suggestions
for the festival in order to give them a sense of ownership over the festival.
This year, ‘guerilla’ or ‘stealth’ marketing was tried. For up to £500 an artist
who does beautiful chalkings on pavements was hired and he went round the
city one weekend night and did chalkings on walls – teaser campaigns with
details of the festival and directing people to the website – there was a huge
response and amount of feedback from that.
For the festival, the strongest marketing tool is word of mouth. A large
emphasis is placed on customer care and the quality of the experience and
therefore word-of-mouth marketing is strong with people going into their
workplaces the next day and talking positively to colleagues about the festival
and their experience.
It’s important that the festival experience, from purchasing the tickets to
leaving the venue, is a hugely positive one including: treatment by front-ofhouse staff, getting a good seat/view – gigs are never oversold for reasons of
comfort and good sightlines. Initiatives such as ‘meal deals’ have been done
with local restaurants so that people can have the complete experience of
getting a meal and then going to the show, and taxi firms are being
approached so that after leaving a venue taxis are easy to find and attenders
can get home safely.
The first festival took place in May 2000 and although numbers were fairly
modest at around 5,000, the feedback, the press and publicity and the
number of sold-out events showed that there was a very real demand for the
festival. At that point it was decided to run the festival as an annual event and
extend it from seven to ten days. The festival has grown each year, in a way
that’s manageable and sustainable, and audiences have increased to just over
30,000 visitors recorded at the most recent festival. n

Sean Kelly, Director, Cathedral Quarter Arts Festival
e-mail: cqaf@hotmail.com
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Champagne ideas

Jonathan Goodacre points out that with all the creativity at
our disposal in the arts, marketing on a shoestring can be fun

My grandmother used to say that I had
champagne ideas but beer money. I don’t think
she meant it as a compliment and when it comes
to marketing with few resources it’s important to
be realistic. Through imagination and resourcefulness though, you will not only increase your
impact but also have loads of fun along the way.
Before going on, let’s be clear about one thing;
marketing is an investment, not a cost. Yes, we
have to be tough; there is little elbow room and we
must squeeze the best possible value out of our
tiny budgets. This is not the same thing as the
‘batten down the hatches’ approach you often see
in organisations in crisis. On these occasions,
marketing should be moving up, not down, the
agenda. I don’t want to write about bad
management, I want to share some of the superb
work that small arts organisations do day in, day
out, year after year.
Successful small organisations are particularly
good at these things:
• planning and monitoring progress
• understanding the audience
• encouraging good word-of-mouth
• using small inputs to create big impact
• being inventive.
These are important in any marketing operation,
but it’s worth having a look at some of the
particular emphases.
Have a plan
Working in a small organisation is hard work. In a
venue, for example, marketing will be only one
thing in a day that includes selling tickets, doing the
banking, dealing with the get-in and unblocking
the toilets. Time is a major issue and in order to stay
sane and healthy you must be a good planner.

There’s a temptation to think you are too busy
to plan. The show that’s only sold six tickets or the
copy that needs writing are pressing matters.
A common phenomenon is to feel that promotion
has to be done event by event, by which I mean
that everything has the full works – a press release,
an advert, a direct mail letter, a poster, etc. Down
this route – madness lies. A plan that covers
the season ahead, prioritises, assesses likely
audiences and responses seems scary because it
involves deciding that there are things that do not
need to be done. To be effective you must be
tough on yourself – the show that has only sold six
tickets is probably a piece of bad programming, or,
from a touring company perspective, a venue that
no-one likes going to.
Assessing what is really a good use of time and
money is fundamental in a small operation. It may
require psychological tricks to force yourself to do
it, but do it you must. This should be done away
from the computer screen with a large sheet of
paper and a pen. Chapter 2 of The Marketing
Manual by Heather Maitland (AMA, 2000)
provides an excellent starting point.
Divide and conquer
The most common misconception within smallscale marketing operations is an overwhelming
desire to believe that the audience is either an
undifferentiated homegenous mass or that it is
made up of groups of people known mysteriously
as ‘dance bookers’ or ‘theatregoers’. This attitude
is often led from the top and I would recommend
a strong dose of Malcolm Macdonald to cure it.
Clustering your customers into groups of people
sharing similar characteristics makes marketing
efficient and effective. By honing and sharpening
your efforts you can spend more time on

communicating with the right people in the right
way rather than wasting time on that which
will not have an impact.
It doesn’t have to be a full-blown labourintensive activity and doesn’t need to involve
computerised box office systems (although that
helps). A short questionnaire, some structured
observation and a little imaginative thinking will
enable you to build up a picture of your customers.
Buzz
I was lucky enough to work at The Junction, a
venue in Cambridge, when it first opened. As a
new operation, positive word-of-mouth was
important and, inspired by a campaign for the
Superman film, we decided to give hairdressers
a starring role. The idea was simple. Hairdressers
talk to everyone – we give hairdressers free
tickets and they then talk to everyone about their
experience. I have to admit I wouldn’t do it in the
same way today; giving people free tickets
doesn’t mean they’ll turn up and what’s more
they might have a bad experience and spread
that around with the conditioner. We also didn’t
monitor the response well. Nevertheless, we
know that hairdressers did attend and by many
accounts set about passing on the good word.
Through this and similar ventures, The Junction
became an established part of the city’s life – just
ask any hairdresser in Cambridge.
Word-of-mouth is not a spiritual force over
which we have no control. With a little research
about the way that community networks
operate, combined with a sprinkling of creative
thinking, it’s possible to have an influence.
Trinity Arts Centre in Gainsborough, for example,
have ‘Programme Champions’ – enthusiasts
living locally who not only talk up their events
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but also provide programming ideas. This costs
virtually nothing; all that is needed is a little time
and attention.
Small inputs – big impacts
Working collaboratively is crucial to stretching
budgets and time. I’ve often thought that, within
marketing consortia, the smaller organisations
benefit more than bigger ones. They get the
posh leaflets they can’t normally afford, access
into wider distribution networks than normal and
can tap into the large, already established,
audiences of the bigger organisations.
In Berkshire, five venues have recently formed
a consortium and have developed simple yet
distinctive initiatives which have already proved
popular. In the summer, for example, they
developed a campaign called Around the Fringes
(www.aroundthefringes.co.uk). This was a
package that included tickets for two separate
shows at different venues linked by a trip on a
bus. There was entertainment on the bus too and
the promotional activity pushed the idea of a total
night out. It provided a way for people who were
used to attending one venue to take a risk and
attend another. Some were big venues and some
were small. A big venue might be able to do this
sort of campaign on their own but it’s unlikely
that a small one could.
The mother of invention
The greatest resource you have is you. Ideas,
creativity and imagination don’t cost anything.
What’s more, when you’re working small scale,
you’ve got fewer people to block your ideas,
mess them up or slow them down. You can have
an idea and do it.
Colchester Arts Centre has a brilliant track
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I’ve often thought that, within marketing consortia, the smaller
organisations benefit more than bigger ones. They get the posh
leaflets they can’t normally afford, access into wider distribution
networks than normal and can tap into the large, already
established, audiences of the bigger organisations

record for engaging its audience through creative
thinking. Director Anthony Roberts and his team
have, over a number of years, developed
alternative formats for direct mail – not a matter of
writing on two sides rather than one – but a whole
package that means something. So there have
been brown paper bags sent out for a live art tour,
screwed up letters and flowers sent through the
post. People love it.
Making an effort to be engaging reaps results.
It says that we are intelligent people who work in
a creative industry. Demonstrating that we value
our audience enough to try to communicate with
them in an imaginative way is one of the things
that larger arts organisations could learn from
smaller ones.

Shoestring marketing is great because there’s no
hiding! Bad marketers get found out very quickly
and good marketers just have loads of fun. And
personally, I prefer beer to champagne anyway. n
Jonathan Goodacre, Senior Manager for
Programme Delivery, Momentum Arts
e-mail: jonathan@momentumarts.org.uk
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What gets my goat!

Dutch AMA member Freek Bloemers argues that arts organisations should shift their focus
away from persuading the public to experience the arts

We have to start finding the courage to recognise the limits of our own
growth. It sometimes seems as if we don’t want to believe that there are
substantial groups in our society who are just not interested in our products
and services. Of course they turn up for the annual panto, but it would be
overly optimistic to think they might then be interested in a Sarah Kane.
Even if we pay them, fetch them from home with a stretched limousine and
submerge them in oven-ready educational trajectories, they just won’t
come. That is their good right. Perhaps we should just leave them in peace.
Please note that I am looking at the issue on a macro level. Of course I’m
aware of the many success stories here and abroad. I even succeed in my own
efforts sometimes. But when you examine the statistics over a longer period,
it becomes increasingly clear that it doesn’t help much.
Even if we buy the most sophisticated box office software, give ourselves a
headache analysing the databases, write the most divine copy, it doesn’t seem
to help much. There would appear to be natural boundaries dependent on
the character of our theatre, concert hall, museum or whatever (call it the
complexity threshold). A boundary that would appear to encompass about
5% to 8 % (*) of the population when we are discussing the serious performing
and visual arts.
In a report by a very renowned research bureau, I once read the sensational
news that more than 50% of the British population participates in the arts. I
wondered what was going on. Fortunately, it turned out that, for the sake of
convenience, a couple of visits to the cinema every year also made one an arts
participant, whatever the film. Well I never, sounds good to me! In other
words: you have ‘lies, damn lies and statistics’ and ‘figures don't lie, but liars
do figure’.
I do not really have very many scruples when it comes to helping to
maintain and improve our socio-political market share. Anything goes in
love, war and the arts. But only under the following conditions: let’s fool the
others, not ourselves.
In the last 25 years, the theory and practice of arts marketing has developed
rapidly. In this regard, the UK has certainly played a pioneering role in Europe.
That is still the case. What has repeatedly surprised me here is the emphatic
and honest social and communicative component that I see in UK arts
marketing and communication. Social inclusion, relationships between core
product, service and ambience, enthusiasm, etc.
But again, many of us are close to the boundaries of what can be achieved
when it comes to end users. This is of course not an invitation to ignore

audiences and visitors from now on, but we should take a good look at what
is our real return on investment. I have great admiration for my colleagues
who work their butts off to persuade 18-year-olds to attend Mahler recitals.
In view of the grey wave, I can only advise them to expend their energies on
the third age. There’s money to be earned there.
Under the tried and tested motto ‘fish where the fish are’ (60%), I would
suggest that, in the coming years, we invest more in the many other
stakeholders who (can) have an influence on the survival of our artists.
Because that’s why we do it, isn’t it? Let’s put our heads together, within the
AMA too, and see how we can develop a more powerful, collective strategy
to maintain our artistic and social right to existence instead of spending all our
time counting bums on seats again.
Public funding for cultural organisations is primarily intended to make
high-quality art. One increasingly sees, on an international level too, that this
basic principle is being abandoned in favour of increasingly deep
genuflections to audiences. Let us apply our marketing acumen to argue in
favour of our autonomous rights to administrators, politicians, scientists and
captains of industry.
When we focus on quantity, we are sure to lose the battle for audiences. n
(*) I was surprised to find percentages like these in many research papers from
England, the Netherlands, Germany, USA, Australia and Sweden.
Freek Bloemers has worked since 1971 in the arts industry in Holland.
He has been involved in management, production and marketing with
municipal arts venues in Groningen and the international Mickery
Theatre Workshop, Amsterdam. Since 1984 he has been a selfemployed management and marketing consultant, trainer and coach,
mainly in the performing and visual arts.

Freek Bloemers, Director, Bloemers and Leach
e-mail: bloemersleach@quicknet.nl
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JAM spends a day with Alison Copeland
of Talawa Theatre Company
I’m tucked away on the third floor of a periodstyle building, in one of London’s trendiest
districts, Clerkenwell, a haven of coffee shops,
boutiques, wine bars and eateries. There’s not a
theatre building in sight, but our loyal and
committed team of seven manages to keep the
spirit of the arts alive.
‘Is it really still possible to have big dreams with
tiny savings?’ This is something I ponder over in
the company of numerous stacks of paper and a
few used coffee cups. It’s 10am, my desk has seen
better days and I’m thinking about wealthy
entrepreneurs. I indulge in a little office chat to get
over the psychological and physiological effects of
travelling by Tube, then prepare for the challenges
that lay ahead.
There are many important issues afoot. Talawa
needs to raise £1.5 million as part of our Capital
Development project to build the UK’s first Blackled and Black-managed purpose-built theatre and
the latest round of quantitative research reveals
that a further cash injection is needed to create a
winning marketing plan. To cap it all off, the
marketing budget has been slashed in another
round of cost-cutting procedures, and there are
two back-to-back productions that require my
urgent attention. With limited resources and
seemingly unlimited objectives, it’s time to put into
motion a low-cost or free marketing effort that will
raise awareness, generate leads and boost sales.
Luckily, I have a number of good contacts at the
BBC and so my first task is to follow up a call with
the London Tonight Team, whom I had sent a
promotional press pack the previous week. I leave
a message, extolling the virtues of our forthcoming
production and propose a freebie lunch date to
discuss Talawa’s ambitions. I make a few more calls
to some of the local and national papers, and type
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in a reminder to speak to the Founder of the
European Federation of Black Business Women
Owners, who’ve kindly offered to run a
fundraising raffle on Talawa’s behalf.
At 11am, I spurt out of the office and head to the
Royal Academy of Art, with Starbucks coffee and
muffin in tow, to meet with the chair of the
marketing committee. A few Tube rides later, we
discuss my second-quarter budget and I report on
the progress of an interim fundraising brochure,
before heading back for lunch, which incidentally
is a sarnie and a quick flick through Heat. So much
for the power networking lunches of old.
For the remainder of the afternoon, I take
unsolicited calls and swap ideas with various board
members, other venues interested in reciprocal
mail swaps, advertisers trying to flog last-minute
space and undergraduates searching for work
experience. Of course in my world, these are
golden opportunities and within the space of a few
phone calls, my direct mail expenditure is reduced
by half, I’ve hired a freelance foot-soldier and
negotiated a series of four-page ads to run in the
next issue of the New Nation.
At four o’clock, I check our photographer is still
on cue for this evening’s planned photo-shoot.
We’re using Daniel, a recent photography
graduate, who wants to build his portfolio, in return
for expenses and accreditation. Not only is Daniel a
great photographer and inexpensive, but many of
his friends are on the first rung of their creative
careers and eager to win new clients. We arrange
to meet in Hackney at 5.30pm. I’m particularly keen
to find out what his friends have to offer. This leaves
me just enough time to delegate and plan
tomorrow’s activities. Just as I jot down tomorrow’s
things to do, my mobile phone rings. It’s the first
solicited call I’ve taken all day – Dekan from the

BBC. He wants to film an extract of our forthcoming
production and interview our artistic director about
Talawa’s Capital Project. What a result! Elated, I
book a provisional slot for him to come down and
synchronise dates for our celebratory lunch.

Scooping a pre-recorded
interview and a three-minute
extract on national TV is the
finest form of coverage that
money can’t buy

As I leave the office, I can’t help but remind myself
how limited resources can work to your advantage.
Scooping a pre-recorded interview and a threeminute extract on national TV is the finest form of
coverage that money can’t buy. They say an
effective campaign on a shoestring starts and ends
with good PR. They also say it’s better to listen
twice as much as you speak. Ideas are free and they
can come from anywhere. n

Alison Copeland, Marketing and Publicity
Manager, Talawa Theatre Company
e-mail: alison@talawa.com
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The Marketing Manual
Heather Maitland (2000, AMA, £25, ISBN 1 903315 02 6)
The comprehensive reference book about the practicalities of arts marketing.
Thinking BIG!
Stephen Cashman (2003, AMA, £15, ISBN 1 903315 06 9)
A guide to strategic marketing planning – commissioned by Arts Council England
and published by the Arts Marketing Association (AMA)
Available from SAM’s books www.sam-arts.demon.co.uk
Tel: 01883 345011
Journal of Arts Marketing (JAM)
ISSN 1474-1172
Sixteen issues of JAM have now been produced since 2001. Full of case studies,
features and examples of best practice to spark off your own bright ideas – these
are all available for AMA members to download for free from the AMA website:
www.a-m-a.co.uk/publications.asp
AMA website – online learning
The AMA website contains full reports from AMA events including conferences,
seminars and workshops. Members can download them for free at:
www.a-m-a.co.uk/publications.asp

The Arts Council’s websites
These are large resources of free downloadable reports and information packs.
Search for ideas and inspiration at:
Arts Council England:
www.artscouncil.org.uk/information/
Arts Council of Wales:
www.artswales.org/publications/
Scottish Arts Council:
www.scottisharts.org.uk/1/information.aspx
Arts Council of Northern Ireland:
www.artscouncil-ni.org
fuel4arts.com
fuel4arts.com is a project of the audience and market development division of
the Australia Council. Go to: www.fuel4arts.com to download for free, a range
of case studies, reports, publications and resources.
ArtsProfessional
Receive monthly copies of ArtsProfessional magazine and download previous
issues full of case studies and best practice from the arts for a small subscription
fee. Go to: www.artsprofessional.co.uk
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Benchmark of AMA member
marketing budgets

Julie Aldridge, Marketing Manager at the AMA, reveals the facts about marketing budgets as
discovered in the recent AMA member research

In October 2004, we carried out member research to help us shape
the future of the Arts Marketing Association (AMA). This research
covered many areas and has therefore also produced a wealth of
information which we think might interest you. We are including articles in
the next couple of issues of the Journal of Arts Marketing (JAM) with
findings from the research (look out for the report on member salary levels
in the next issue).
This article focuses on the level of marketing budget each member has to
work within. Members responding to the research (639 members – 36% of the

total membership) had widely varying marketing budgets. The chart below
shows that the most frequent response (17%) was a marketing budget of
£100,000 – £249,999. However, there were some organisations (2%) with a
marketing budget over £1.5m and many (15%) with no dedicated marketing
budget at all. It should also be noted that 20% did not know what their
total marketing budget for the last twelve months was and 8% chose not to
answer the question.
So what influences the level of budget you are allocated? This report
highlights some of the key relationships identified.

17.17%

16.09%
11.52%

13.7%

15.0%

80

4.78%

4.78%

7.17%

7.83%

60
40

1.52%

0.43%

20

Total marketing budget

20 | JAM 15

Over £1.5m

£1m – £2.5m

£500,000 – £999,999

£250,000 – £499,999

£100,000 – £249,999

£50,000 – £99,999

£25,000 – £49,999

£10,000 – £24,999

£5,000 – £9,999

Less than £4,999

No dedicated
marketing budget

0

Frequency (number of respondents)

Fig.1
Please indicate your organisation's total marketing budget for the last full financial year.
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What is the average marketing budget for your organisation’s
turnover? (Fig.2)
The research has highlighted a strong relationship between the level of
turnover your organisation has and the marketing budget you are allocated.
Which is the cause and which is the effect? Is your organisation more likely
to achieve a higher turnover if you have a larger marketing budget? Perhaps
worth the argument with the person who holds the purse strings!
• 40% of respondents without a dedicated marketing budget had a turnover
less than £49,999

• 50% of respondents with a marketing budget of £5,000 – £24,999 had a
turnover of £250,000 – £499,999
• 66% of respondents with a marketing budget of £50,000 – £99,999 had a
turnover over £1m – £2.5m
• 100% of respondents with a marketing budget between £500,000 and
£2.5m had a turnover over £5m
• 67% of respondents with a marketing budget over £1.5m had a turnover
over £25m

Fig.2
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£249,999
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Less than
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Don't have a dedicated
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Less than £4,999
£5,000 – £9,999
£10,000 – £24,999
£25,000 – £49,999
£50,000 – £99,999
£100,000 – £249,999
£250,000 – £499,999
£500,000 – £999,999
£1m – £2.5m
Over £1.5m
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0%
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£10m –
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£15m –
£25m

Over
£25m

8%

5%
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0%

2%

7%

3%
6%
26%
35%
12%
6%
0%
0%
0%
0%

0%
0%
9%
9%
66%
40%
15%
0%
0%
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0%
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2%
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12%
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0%
0%

0%
0%
0%
0%
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0%
33%

0%
0%
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0%
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0%
0%
0%
0%
0%
0%
15%
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0%
0%
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What is the average marketing budget for the size of your organisation? (Fig.3) There is strong relationship between the size of the
organisation you work for (shown below by number of full-time employees) and the marketing budget that you have. As could be expected, the larger the
company, the higher your marketing budget.

Fig.3
Don't have
a dedicated
marketing
budget
Fewer than 10
10 – 49
50 – 99
100 – 249
250 or more

26%
5%
3%
3%
11%

£4,999

£5,000 –
£9,999

£10,000 –
£24,999

£25,000 –
£49,999

16%
2%
0%
0%
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24%
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5%

14%
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7%
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Less than
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£99,999
£499,999
£999,999 £2.5m
£249,999
5%
33%
21%
3%
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4%
19%
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2%
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18%
23%
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0%
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Fig.4

England, East
England, East Midlands
England, London
England, North East
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England, West Midlands
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Northern Ireland
Outside UK
Scotland
Wales
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marketing
budget

Less than
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What is the average marketing budget for your geographic location? (Fig.4) There is little relationship between the geographic location of
your organisation and the marketing budget you have. The highest percentages have been highlighted.
Fig.5

Arts centre – large
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Don't have
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Less than
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0%
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16%
36%
0%
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17%
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0%
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0%
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20%
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0%
25%
2%
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23%
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13%
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17%
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50%
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£10,000 – £25,000 – £50,000 – £100,000 – £250,000 – £500,000 –
£24,999
£49,999
£999,999
£99,999
£249,999
£499,999
0%
8%
29%
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0%
22%
0%
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13%
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16%
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0%
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33%
17%

What is the average marketing budget for the type of
organisation you work for? (Fig.5)
There is a wide distribution of results for this section of the research.
Your marketing budget while working in opera, for example, will be far
higher than if you work in a small-scale venue.
• Large-scale theatre venues are likely to have a budget between £100,000
and £499,999 (70%)
• Small-scale arts centres between £10,000 and £99,999 (75%)
• Freelancers/consultants were the most likely not to have a dedicated
marketing budget (62%)
• Gallery/museums between £25,000 and £249,999 (49%)
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11%
24%
25%
2%
5%
6%
20%
0%
0%
28%
2%
15%
24%
0%
33%
0%
10%
13%
0%

17%
36%
21%
10%
53%
28%
40%
10%
0%
36%
0%
17%
4%
7%
27%
0%
0%
13%
0%

22%
16%
8%
41%
40%
22%
20%
20%
13%
0%
1%
17%
16%
0%
27%
0%
0%
10%
17%

17%
8%
0%
29%
3%
6%
0%
40%
0%
0%
0%
8%
8%
0%
7%
38%
0%
0%
0%

22%
0%
0%
7%
0%
0%
0%
0%
0%
9%
0%
13%
8%
0%
7%
38%
0%
3%
0%

£1m –
£2.5m

Over
£1.5m

0%
0%
0%
0%
0%
0%
0%
0%
0%
0%
0%
0%
0%
0%
0%
13%
0%
3%
0%

0%
0%
0%
0%
0%
0%
0%
0%
13%
0%
2%
4%
0%
7%
0%
0%
0%
0%
0%

• Local authorities between £10,000 and £49,999
• Opera and music theatre from £250,000 to £2.5m (89%)
Please note: those at the top end of the budgets for marketing/audience
development agencies are commercial marketing agencies, i.e. not those
representing each region. n
Julie Aldridge, Marketing Manager, AMA
e-mail: julie@a-m-a.co.uk
A full copy of the AMA member research report can be found on our
website at: http://www.a-m-a.co.uk
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Museums and galleries marketing day
A day of ideas, debate, best practice and networking

What is it about?
An established date in the AMA calendar, this is a day of
presentations, seminars, discussions and workshops from
people working in the museums and galleries sector.
'The AMA is a fantastic source of information and inspiration,
the conference and events are great places to share
experiences with people from other museums and galleries.'
Catherine Holden, Director of Marketing and Development,
National Museums of Scotland
Who is it for?
If you have responsibility for marketing, audience
development,or any aspect of a visitor's experience
of your gallery or museum, then this day is for you.

What will I take from the day?
• an overview of key issues in museum and
gallery marketing
• an insight into current best practice and how to apply it
• creative ideas on how to develop further the role of
marketing with your organisation
Cost
£119 + VAT AMA member
or £169 + VAT non-AMA member
How to book
Book online at www.a-m-a.co.uk,
e-mail tom@a-m-a.co.uk or phone 01223 578078

If you would like a Large Print,
Rich Text Format, or other
format copy of JAM,
please contact Helen Bolt,
E: helen@a-m-a.co.uk
T: 01223 578078

Want to advertise in JAM?

For further information and rates
call Helen Bolt at the AMA on 01223 578078

JAM is designed by sugarfreedesign.co.uk

