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Introduction 

Background 

The ADESTE (Audience DEveloper: Skills and Training in Europe) project is funded by the 

European Union’s Lifelong Learning Programme, Leonardo Da Vinci – Development of 

Innovation. The project aims to support cultural organisations and practitioners to face the big 

challenges of building wider audiences, deepening engagement and increasing accessibility to 

arts and culture. 

The project consortium is made up of seven partners in 5 different European countries, 2 

international partners from India and the United States and 5 associate partners. 

The partners are working together on various strands of activity: 

• Pooling  resources and expertise 

• Identifying the skills required of people working in audience development 

• Mapping and collecting audience development best practice 

• Designing and testing formal, informal and innovative training methods for audience 

development in line with the needs of the cultural labour market 

• Promoting cooperation and exchange between different stakeholders through a pan-

European and cross-sectorial approach 

 

ADESTE has researched and codified a new European occupational profile in the fields of arts 

and culture: those who are building wider audiences, deepening engagement and increasing 

accessibility to arts and culture. 

This resource was produced to accompany the Adeste pilot training programme as part of the 

resource to help organisations in the development of their audience development plans. 

The Pilot Training Programme aims 

The purpose of the Pilot Training Programme was to establish a comprehensive and shared 

understanding of audience development for arts and cultural organisations and the role of 

professional practitioners within this process. 

The Adeste view is that audience development is the process by which cultural organisations 

might become more democratic and socially relevant in a lasting and meaningful way. 
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Furthermore, the kind of audience-centric thinking that audience development demands is still 

a new idea, often requiring organisational change, if not a change of hearts and minds. 

Our approach to training therefore reflects this understanding and is designed to equip trainees 

to use simple and effective strategy tools, whilst valuing their combined knowledge as 

audience practitioners, and recognising their role as change agents.  

This training methodology was devised to support practitioners working in various cultural 

contexts and to be flexible enough to support a wide range of audience outcomes. 

The training approach 

The training approach then, recognised ‘hard’ and ‘soft skills’ and looked in particular to 

encourage participants to learn in an experiential way that drew on their own experences and 

those of fellows. The intersection between the techniques chosen to promote hard and soft 

skills was a critical element in the success of the programme.   

 

The devised approach therefore has two elements: 

1. Development of an Audience Development Plan 

focussing on use of strategy tools, tried and tested in audience strategy and exploration 

of real-world activity, which delivers successfully on a range of audience objectives. 

The tools and techniques used are simple and well known, the emphasis being placed on 

how and when they mght be expertly applied. 



  5 

 

 

2. Support through participation in an Action Learning Set 

Scheduled to enable participants to reflect and learn from their experiences (and those 

of fellows) to try to embed audience strategies within their organisations. Action 

Learning is a powerful co-coaching tool recognised for its capacity to enable learning by 

doing and to foster a collaborative approach to leadership. 

Action Learning is a group coaching and learning method developed by Reginald Revans. At the 

centre of the philosophy is the taking of action and reflecting on results in order to learn. 

Participants become part of an Action Learning Set who meet periodically to support each 

other and find solutions to issues they face in the workplace. 

The Action Learning process created an impetus for participants to try out the techniques used, 

to reflect on their success, supporting individuals in their often challenging progress as change 

agents, and expanding learning through a deep understanding of the work of colleagues in the 

action learning group.  
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The training of the trainers to deliver this skills development was therefore built on the above 

schedule. In practice, each training group altered the timings and position of the different 

element but each one had to have a reasonably equitable balance between these hard and soft 

components. 

 

Action Learning 

Action Learning is a group coaching technique particularly suited to supporting people to 

change and develop their personal approach in the workplace and to build self-awareness. See: 

http://www.actionlearningassociates.co.uk/actionlearning.php 

It addresses the need for ‘soft’ skills or personal leadership qualities identified in the Adeste 

research. It encourages learning through consideration of live, real situations and is 

complementary to an action-based assignment. 

 “Action Learning is based on the idea that people have an unlimited capacity to learn from 

experience but a limited capacity to learn from being taught.” (Reginald Revans) 

Action Learning can be used for different situations and themes. In the case of Adeste, 

trainers and trainees were encouraged to base the sets around the implementation of 

audience development and the change required to make this happen in organisations. 

Support materials 

This document exists as part of an online tool-kit and resources available to trainees taking 

part in Adeste located at www.adesteproject.eu where there are also examples and links to 

articles of interest. 

Participants 

The process is based on working face to face in small groups of 6-8 people. This provides 

enough time for individual attention alongside the development of group dynamics. It also links 

back to Action Learning which is usually centred on similar sized groups. The recruitment of 

participants can take place in different ways but it should always include an element of 

‘application form’ in the sense of the participants committing to this training need and 

demonstrating how it fits into their organisation’s practice. 
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Anticipated learning outcomes  

By the end of the programme, participants will: 

• Have gained new strategic planning techniques  
• Be able to gather and use audience insight and evidence  
• Be able to select effective audience-building approaches 
• Have developed effective negotiation and influencing skills 
• Understand how to put theory into practice 
• Have developed their self-awareness understanding of their personal strengths 
• Have built a supportive professional network 

 

Other features/ benefits of taking part 

As part of the programme, participants will have 

• Learned by doing 
• Developed a flexible, scaleable framework, applicable to many situations 
• Covered a range of different practices spanning mediation, co-creation, marketing, 

education, programming and artistic aspects 
• Drawn on tried and tested best practice from across Europe 
• Discovered practical case-studies 
• Applied learning to a live situation 
• Had the opportunity to participate in an international community  
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Audience Development Planning 

What is Audience Development? 

Audience development is a term used to describe the way in which relationships between 

audiences and cultural organisations are managed. 

The Audience Agency definition: ……a planned, organisation-wide approach to extending the 

range and nature of relationships with the public, it helps a cultural organisation to achieve 

its mission, balancing social purpose, financial sustainability and creative ambitions. 

Audience Development planning 

The most effective audience development takes place in planned way and contributes to broad 

organisational aims. Having a well-considered plan is the starting point. 

There is no single, right way to create an audience plan. Organisations play different roles in 

the “cultural eco-system” and any audience development plan should reflect the scale, 

resources, personality and purpose of each. Organisations try to reach different audiences for 

different reasons and do so in different ways. This diversity is the sign of a healthy and creative 

cultural sector. 

The framework which follows for building a plan is a simple one, suitable for all sorts of 

experiences, artforms and types of organisations, regardless of scale, resources or mission.  

The process of creating an audience development plan will illustrate the principles of effective 

audience development and highlight the skills and approaches required. 

What is an audience development plan? 

An audience development plan is an explicit, suitably detailed plan for achieving a range of 

audience aims. These might be social, financial, creative and/or educational; most cultural 

organisations have the demanding task of managing all sorts of competing priorities and a plan 

can therefore help them to balance these. Actions listed in the plan might combine 

programming, marketing and communications and educational activities. It is crucial therefore 

that the process of creating and implementing the plan involves a range of relevant staff across 

the organisation.  

An audience development plan is therefore not a marketing or campaign plan for a specific 

event, activity or season, nor is it a programme of special activities, nor an outreach initiative 

but could set the context for such activities and inform a delivery plan. 
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Why have a plan? 

The most effective plans are clearly articulated and communicated consistently across an 

organisation and are a necessary first step for any organisation which seeks to grow and 

diversify their audiences. The process of collaborating in a plan’s creation is a useful exercise 

in itself as it helps to: 

! Define a well-framed purpose 

! Create shared understanding of audience potential and what success looks like 

! Provide a route-map for where an organisation wants to go 

! Create a framework for collaboration between everyone planning and delivering aspects 

of the audience offer, from programming to customer welcome 

! Determine resources – budgets, people and skills. 

Use of evidence 

One of the defining features of an audience plan is that it is based on real evidence, rather 

than untested assumptions. All planning benefits from evidence, but in the case of audience 

strategy, it is particularly important to understand the world from outside in. Without evidence 

that the audiences we hope to reach are really within our reach or without listening to their 

opinions or tracking their habits, our efforts to reach them are at best a shot in the dark and at 

worst a waste of our limited resources. 

Different organisations however need different kinds of evidence, and there is a great diversity 

in the level of resources and skill organisations are able to invest in this area. Broadly speaking, 

the higher the stakes are, the greater the need for evidence. So large organisations with high 

revenue targets and social expectations will need plenty, but a small organisation planning a 

radical change will also need to think about investing at the right level.   
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Planning process overview 

Our planning process can be applied more or less explicitly and every organisation can answer 

the questions in different ways. Many organisations will carry out aspects of this process as part 

of their overall strategic planning and will not necessarily complete each step or necessarily in 

this order. As a flexible framework it is possible to pause, return to earlier sections and re-

consider as evidence and understanding develops. 

 
 What you want to achieve 

Agreeing where audiences sit in your mission and strategy - articulating 

ambitions.  

 What is your potential, what are the limitations? 

Using evidence to assess your situation, identify audience potential and 

understand audience barriers and needs. 

 How will you achieve success?  

Choosing the main approaches likely to meet your aims, capitalise on 

opportunities and mitigate risks. 

 

What will success look like? How will you measure it? 

Refining ambitions into SMART objectives for chosen strategies 

 How will you know it’s working?  

Approach for monitoring success, regular review of progress and adaptation 

of action plans. 

 What will you do, when? 

Timetabled, budgeted and resourced range of activities designed to meet 

objectives. 

 

Mission  

Analysis 

Strategies 

Objectives 

Action 

Review  
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Mission Analysis Strategies Objectives Action Review 

Your audience development plan: step-by-step 

1. Mission: Setting audience goals 

 

 

 

 

 

The starting point is to identify the broad audience goals - implicit or explicit - in your 

organisation’s overall mission and other strategic plans. At this level, though rooted in reality, 

goals might also be aspirational and ambitious.  

Your goals will probably be a mix of: 

! Financial – income from ticket sales, secondary spend, membership, donations 

! Social – involving specific communities, increasing less engaged audiences, overcoming 

barriers, contributions to civic life or community-building, instrumental impacts on 

communities, advocacy with stakeholders 

! Educational or experiential – developing the range and depth of audience engagement, 

the quality of their experiences, learning opportunities, instrumental outcomes 

! Reputational/creative – building audiences for specific types of work, gaining 

recognition 

Audience Goals 

In linking purpose to audience goals these are likely to be some of the considerations 

• How many/much audience do we want? 

• Who would we like them to be? 

• What do we want them to do? 

• What do we want them to feel/think/appreciate? 

• How do we want them to progress/develop? 

• What impact would we like in the wider world? 
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Mission Analysis Strategies Objectives Action Review 

2. Analysis: understanding your situation and potential 

 

 

 

 

 

 

 

With these broad audience aspirations in mind, you will need to assess the real potential for 

audience development in your organisation. Which audiences do you need to engage to enable 

you to meet those aspirations? How possible is that? What might help or hinder your efforts? 

Analysis should explore the opportunities and barriers you might encounter and test out the 

achievability of your ambitions. Thorough analysis is the foundation of a successful plan, and 

here, more than any other stage requires real evidence.   

Useful analysis combines internal and external exploration: 

! Internal: your organisation’s current activities and their success  

! Current audiences: overall trends, patterns of engagement, knowledge of needs  

! External: who does similar things, opportunities and threats, changing environment 

! Potential audiences: location, profiles, preferences and barriers/motivations 

One of the most powerful ways of analysing target audiences is to create a clear 

‘segmentation’ which identifies distinct audience groups who have a shared set of needs and 

are likely to respond in a similar way to your offer. 

Having an appropriate and usable audience segmentation is critical to successful audience 

development. 

 

Evidence to use: 

Internal: box office reports; audience surveys; qualitative research; feedback cards; comments 

book; marketing activities and impacts 

External: population profiles; secondary or desk research; primary research or consultation 

with target groups; analysis of the external environment 
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Key tools 

SWOT analysis  

 
  

 

STRENGTHS 

Good things about your organisation; things 

you do well 

 

 

 

WEAKNESSES 

Less good things about your organisation; 

things you struggle with 

 

OPPORTUNITIES 

Aspects of the external environment that 

could be beneficial to you, but you don’t 

have control over 

 

THREATS 

Aspects of the external environment that 

could have a negative impact on you, that you 

don’t have control over 
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PESTLE Analysis 
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Mission Analysis Strategies Objectives Action Review 

 

Audience Segmentation 

You can segment audiences by:  

 

These could also be combined to be practical for your use. For example, regular attenders at 

your organisation that live nearby. 

3. Strategies: deciding your broad approach 

 

 

 

 

 

Having identified your audience potential, you can now think about possible approaches to 

engage those audiences and in so doing, reach your goals.  

One helpful way of narrowing down your potential strategies is to consider the balance 

between developing your existing audiences with your ambitions to reach new audiences. It is 

also important to check back with the broad audience facing goals you outlined at the start of 

the process to ensure your strategies will help you achieve these goals. 

 

Factor Examples 

Demographics Age, life stage, ethnicity, gender, family 
circumstances 

Geography Where people live/work 

Behaviour Attendance pattern at your organisation, 
attendance pattern elsewhere 
 

Attitudes Motivations, values and beliefs 
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Evidence to use:  

Your original broad audience goals, SWOT findings and conclusions from your analysis 

 

Key tools 

Ansoff Matrix  

 

  
 

 

 

 

 

 

 

 

 

 

  
 

  

Existing 

Market Penetration 

Making your existing 
audience more active, or 
reaching more people 
like your existing 
audience with your 
current programme 

Diversification 

Creating a new 
programme to reach a 
new audience 

Product Development 

Developing a new 
programme for your 
existing audience or 
encouraging audiences to 
try something new or 
deepening their 
engagement 

New 

Market Development 

Attracting new 
audiences to your 
existing programme 

New Existing 

A
ud

ie
nc

es
 

Programme 
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Mission Analysis Strategies Objectives Action Review 

4. Objectives: setting specific audience objectives 

 

 

 

 

 

 

Once you are clear about your strategic options, you can then set more specific audience 

objectives.  These objectives should reflect your broad audience goals, translating them to 

quantifiable, SMART targets for financial, social, experiential or creative achievements.  

SMART objectives make action planning and monitoring easier and will enable your organisation 

to identify what you want to achieve from your strategies and to know if you have been 

successful.   

 

Evidence to use:  

Your analysis 

 

Key tool 

SMART 

S pecific - The goal is clearly defined and unambiguous 

M easurable - The goal uses concrete evidence to measure achievement 

A greed – The goal is agreed by relevant colleagues to contribute to your overall aims 

R ealistic - The goal should be something challenging but not out of reach 

T imetabled - Goals need grounding within a time frame, incorporating a delivery date 
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Mission Analysis Strategies Objectives Action Review 

5. Review: evaluate and adapt your plan 

 

 

 

 

 

This is a good moment to consider how you will monitor and review your progress, thinking 

about what evidence you need to collect to know if you are on track and how you can adapt 

your activities if required. The SMARTer your  objectives, the easier it will be to measure your 

success. As well as measuring if you have achieved your objectives, it will be useful to build in 

on-going monitoring of your activities to enable you to review and adapt as required. 

It is important to decide at this stage what constitutes suitable evidence, how to collect it and 

where and how to debate and review its significance.  

It’s important to measure what you value (not value what you measure), matching the most 

appropriate metrics to your objectives. 

Evidence to use  

• Financial information – income from ticket sales, secondary spend, membership, 

donations 

• Social – your reach of specific communities and audiences, response rates and audience 

impacts of different activities/campaigns 

• Educational/creative – measuring the quality of audience experience 
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Mission Analysis Strategies Objectives Action Review 

Key tools 

 

Review plan 

 

Objective Measure Evidence How evidence 
obtained 

Example: 

By the end of 2016, 
increase the 
proportion of young 
people aged 16-19 
in our audience 
from 10% to 15%  

Example: 

Young people aged 
15-19 make up 15% 
of our audience 

Example: 

Annual 
audience 
survey 

Example: 

Assisted self-
completion surveys 
across range of 
programme 

 

6. Action planning 
 

 

 

 

 

 

 

The action plan translates your thinking into what you will do to achieve your objectives. A key 

principle behind your action plan is the effective matching of your activities (using the 6 Ps) to 

the needs of your audience segments. Your action plan should include: 

• Budget 

• People responsible for actions / strands  

• Staff with relevant skills and capacity 

• Timelines 
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Evidence to use: 

SWOT findings and conclusions from your analysis 

Key tools 

6 Ps 

 

 

Five steps to community engagement 

1. Desk research 
2. Networking 
3. Face to face/reaching out 
4. Tailor activities/offer 
5. Develop mechanisms for ongoing dialogue 

 

 

Product 
Considering  who you want 

to reach as part of your 
programming decisions. 

Your programme and what 
surrounds it 

Promotion 
Choosing the most effective 

messages and promotion tools to 
reach your target audience 

People 
Your relationships 

Price 
Using pricing strategies to reach 

your target audience 

Place 
Considering where when and 
how audiences access your 

offer 

Partnerships 
Who you could partner with to 
reach and communicate with 

your audiences 
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Action Plan template 

 

Objective Audience 
segment 

Tools Budget When Who 

SMART 
objective 

Which 
audience 
segments 

Tools to use – 
how you will 
use the 6Ps to 
reach that 
audience 

Real 
costings 

Work 
backwards 
to set 
your 
deadlines 

Staff team 
or 
partners 
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Links and contacts 

There are a range of useful resources connected to this project which will help to support the 

work outlined. 

Adeste: www.adesteproject.eu 

The Audience Agency: www.theaudienceagency.org/insight 

Culture Hive: www.culturehive.co.uk 

Action Learning : www.actionlearningassociates.co.uk 

Engage Audiences: http://engageaudiences.eu/ 

For more information about the Adeste project, please email adeste@fitzcarraldo.it 

 



 

 

 

 

 

 

 

 

 

 



About ADESTE: 

Bringing in new audiences and retaining loyal followers is crucial for the 

health and sustainability of the cultural sector. With the complexity of such a 

challenge how can Europe support cultural managers and practitioners 

responsible for attracting audience development? What are the skills and 

attributes these “audience developers” need to successfully expand their 

institution’s reach? How can they implement audience development policies 

while keeping their current cultural consumers loyal and happy? How can 

“audience developer” skills, attributes and best practice be adapted and 

transferred to different cultural sectors and countries in Europe?  

These are some of the questions explored by the ADESTE (Audience 

DEveloper: Skills and Training in Europe) project. Running over the course of 

30-months (01/11/2013-30/04/2016) this project, funded by the European 

Union’s Lifelong Learning Programme, Leonardo Da Vinci - Development of 

Innovation - aims to support cultural organisations and practitioners in having 

a greater impact on access to culture and cultural participation. 

 

 

 

 

www.adesteproject.eu 

adeste@fitzcarraldo.it 

+39 011 5683365 
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