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This resource will help you to: 

1) Plan how you make meaningful connections with new and existing audiences.

2) Choose how you will communicate and create a two way dialogue with audiences. 

3) Signpost you to engagement case studies. 

Once you’ve found your audience you need to get talking to people to find out what they are interested in and where the work that you do connects with their interests. 

1) Understand barriers and motivations
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You can get this type of information by hosting a discussion, creating a survey or conducting a focus group. Once you understand more about what drives people and what puts them off you are in a much stronger position to establish a strong and positive relationship with them. 

At this stage it is wise to do as much as you can to find out about peoples’ previous experiences in terms of engagement with culture, heritage and archives and their communication preferences.   This will help you to make your work more effective. 
2) Set up genuine ways to communicate and deepen your relationship

There are many different approaches you can take to communicating with your audience.  In order to help you decide which of these are right for you and your organisation we’ve designed this guide detailing different ways to stay in touch alongside their potential pros and cons. Before you read these you should first consider what it is you are trying to achieve. Is it about keeping people informed, encouraging people to participate by providing personal materials and stories or 
are you at a point where you actively want to encourage people to be influencing the direction of your work?
Taking a moment to review other examples is a fantastic thing to do at this stage and is likely to help you make clearer decisions about what it is you want your work to achieve.   
The National Archives have a range of audience development case studies online at 
http://www.nationalarchives.gov.uk/archives-sector/audience-development.htm
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Culture Hive is a new website that has been made by The Arts Marketing Association in collaboration with The Audience Agency. It is a portal for good practice in cultural marketing and contains case studies, toolkits, research and articles.  All content is free to download.

http://culturehive.co.uk/
Our suggestions on the following pages are for, 
· Mailing Lists
· Social Networking
· Host Venue
· Mystery Shopping
· Volunteering Schemes
· Community Partnerships
· Ambassador Schemes
· Shadow Boards/Community Board Members
These are not exhaustive and you should explore any others that fit your current needs and the audiences you are aspiring to attract. 
Mailing lists 

If you’ve got an email or postal address staying in contact is a short step away. 

Good if…
You want to keep people informed about your offer. They must already know you so the communication is meaningful, and they should be individuals who don’t need any additional or specific information particularly relevant to them.  They need to be able to access your offer independently. You must have their accurate contact details, and know that they are happy to be communicated with in this way.
Pros
· Simple and cheap to incorporate into your existing activities
· You can build your list without even being there – email contact forms, visitors book etc.
· Lists help you map your audience   
· Tried and tested method - People are used to ‘signing up’
· Give opportunity to be in regular contact 
Cons
· One way communication – no opportunity for feedback from individuals
· Only suitable for individuals already engaged with you
· Delivery of your usual marketing messages, not information targeted to their specific needs
· If you’re going to learn from your data someone needs to manage it
Social Networking 

Tap into Facebook, Twitter, You Tube and countless other or use your own site to host blogs and message boards.  

Good if…
Your target group use social networking regularly to communicate.   Social Networking can provide an inexpensive source of on-going information about your group/s and can allow you to lead a conversation with them that will give you useful data.  Social Networking sites are part of the current zeitgeist so there are lots of good examples to learn from and if you want to latch on to – i.e.  Face Book allows you to set up new groups which many community driven organisations do.  Projects that are more event based can make use of my space which is more event performance led, or You Tube to host video content.  As a result there is a strong association between social networking and digital arts.   
Pros
· Quick to use
· Quick to set up
· Inexpensive/free to link up
· Anonymous (?)
· International scope
· Can be tracked – site stats, location, length of page loads etc. 
· Directly links with e-marketing (£)
· People will pass on the link
· Potential to tap into vast audiences – (33 million unique users in the UK, Jan 2013
)

· Potential to generate campaigns and form issue groups online v quickly
Cons
· Reliant on people having regular access to computers.  
· Not a good fit for all groups – likely some of your target groups will be immediately excluded from this method.
· Issue of monitoring content – do you or don’t you?
· What will you learn and how useful is it? - You’ll find out more if the volume of hits is high and someone can analyse the data frequently - do you have the resources for this? 
· Can look out of date v quickly 
· Quantity v quality content?
Host Venue

If your venue can host community groups, events or performances you can easily extend your community offer and make links with new organisations in the process.
Good if… 

Your venue isn’t always in full use and you want to increase your profile in your local community.  Acting as a host venue means offering space to community groups for free or very cheap rates.  The most successful examples of this will involve getting your staff on board to be welcoming, understanding and quick to make the most of the opportunity to publicise what you do in a way that is relevant and friendly to the groups using your venue.  
Pros
· Not a great deal of organisation required.
· Opportunity to get to know and consult with a new potential audience.
· Inexpensive.
· Gets people into your building. 
· Establishes you as a Community friendly place.
· Likely to bring you ‘word of mouth’ PR (crucial to community audiences).
· Good learning opportunity about managing community relationships.
Cons
· Could backfire – i.e. If someone finds your staff or even other people who are at your venue unfriendly.
· May create more segregation between community organisations and your own if not well managed.
· Could lead to tensions in your staff if everyone’s not on board.
· You may be accused of favouritism if only certain groups can access your venue.
Mystery Shopping

Mystery Shopping refers to a process whereby target audiences are recruited (often by an independent organisation) to ‘test’ out the suitability of an event or product and offer structured feedback. Opening up your organisation to feedback from real consumers or ‘shoppers’ can be a transforming experience; showing your staff what your organisation looks like from the outside and communicating to your public that you’re seriously interested in what they have to tell you.  
Good if…
Your work is directly serving the public.  Mystery shopping provides a quick snapshot of the experience, service and information that your organisation has provided.  It is quick, inexpensive and possibly revealing about your staff and your service. The main types of information you’ll gain will be about the quality of service, the responses of staff, systems and operational issues and the overall experience.  Mystery shopping may be face to face, over the phone or now via email.  Mystery shopping is one way to show a commitment to your customer, their experience and good service.    
Pros
· Quick
· Inexpensive 
· Honest
· Anonymous (?)
· Controlled structure
· Can use it to create a baseline for customer service and improve on it.  
· Often creates some very tangible suggestions for change you can act on. 
· Mystery shoppers could be community volunteers who become empowered audiences as a result of the process.   
· Can show audiences that you value their feedback.  
Cons
· It is only a snapshot or collection of snapshots – one member of staff at one moment. 
· Requires follow up; will work best if built into a programme of staff performance management and continuous improvement including feedback to customers.  
· Staff may feel singled out – particularly in smaller organisations.  
· If you don’t change things as a result it will look like you don’t value your audience.  
Volunteering Schemes
The economic value of volunteers has been increasingly being recognized.  But there are lots of other benefits too – working with volunteers can generate valuable insight, connections and opportunities. 
Good if… 
You can mobilize local support for your project into (unpaid) action!  Recruiting volunteers can increase your capacity, raise your profile and increase your audiences – creating new networks into local schools, colleges and groups, increase your reach into the local community/ies you’re working and trying to work with, and providing work based learning and skills development for local people – which may open up potential new sources of funding for you in the process.    Volunteer roles are becoming increasingly broad and good schemes offer clear, monitored opportunities that enable volunteers to fulfill their individual goals and aspirations.
Pros
· Increased capacity.
· Benefit of local knowledge.
· Increased knowledge, networks and contacts.
· Potential source of new untapped expertise. 
· Route of ongoing informal consultation.
· Can recruit as needed 
· Cheap.
· You become a provider of skills development and training within local community.
· Could link you to external support sources – V, Do it, Pathways to employment, etc.
· Potential access to new funding streams.
Cons
· Requires ongoing support.
· Time intensive.
· Drop out likely.
· Requires genuine commitment to training and development – hours, expertise and £.
· Needs financial management – i.e. Expenses, Training.
· Element of unknown – difficult to know how committed, involved your volunteers will be in early stages of planning. 
· CRB’s (cost & timescale).
· The development time needed to build the strongest links might be hard to justify in the context of a busy organisation

You can calculate the value of volunteer time to your organisation using this tool –maybe helpful for those funding bids!  http://www.volunteering.org.uk/component/gpb/is-there-any-way-of-measuring-the-economic-value-of-the-work-our-volunteers-are-doing
Community Partnerships
Developing aspects of the work that you do with, or in response to, the needs and interests of your local community will bring you closer to them.  Options can range from asking partners to input or be involved in a specific project to handing over responsibility and power to them to lead on the development of archival interpretation or a community exhibition. 
Good if…
Your organisation is flexible and willing to embark on a genuine partnership, which will mean giving up some control and doing things differently. 
You are able to work flexibly yourself.  It is likely that working in community partnership will bring some changes to the types of activities you do every day.  For example, you may well be required to train and induct volunteers and provide an entry level introduction to archives.   
. 
Pros
· Indicates a genuine commitment to your local community
· Provides opportunities for a wide range of different communities and interest groups to access your organisation
· Offers a first step for audiences to know about you from a position of familiarity and comfort
· May bring new publicity, particularly from local press.
· Likely to open up new funding possibilities.
· Likely to bring you a wealth of new learning and ideas. 
Cons
· Takes considerable management.
· Can be hard to project a consistent brand identity
· Need clear guidelines around what is possible within the partnership.
· It is a new process so you may need to make some mistakes as you go along to truly learn what is possible and what is not. , 
· It may create segregation more than inclusion – For example, you could get a ‘them’ and ‘us’ situation between community groups events and your programmed events 
Ambassador Schemes
Developing an ambassadors’ scheme is a great way to bring together a pool of people who are enthusiastic about your organisation and want to communicate this to others.  
Good if…
You want to harness positive word of mouth about your organisation and what you offer within a particular community. There are a range of ambassador approaches from sales oriented to relationship building, and different resource implications for each. Ambassadors can act as a bridge between your organisation and the community, getting your message across to the target communities and relaying feedback from them about their experience of what you offer. Both approaches need you to be clear about your objectives. Selection of ambassadors will be crucial to the success of any scheme; ambassadors need to be genuinely well connected within the target community. They may not necessarily be community leaders, but those who know and come into contact with plenty of people. They should be confident and approachable, sympathetic to and understand the arts. Both approaches will make considerable demands on your time; ambassadors may want an office base, access to photocopying, phones etc. You need to be prepared for demands on your time beyond scheduled meetings. A shared understanding between you and your ambassadors about what is expected of them will be crucial. Ambassador schemes can provide valuable opportunities for ambassadors to develop their skills and experience and it is important that they are well supported by the organisation in their activities.
Sales approach
Good if there is already awareness of your organisation within the target community, and if you offer a variety of programmes of interest to them. The aim is primarily to generate visits, attendances and ticket sales. Ambassadors are likely to distribute existing marketing materials, meet groups and talk to them about what is on offer. They are less likely to accompany groups and organise visits. With this type of approach communication will be more from you to the community.
Ambassadors (cont’d)

Relationship building approach
This approach is more appropriate if the community isn’t particularly aware of/doesn’t access your offer already.  Ambassadors’ priority will to develop awareness of what you offer within the community, this will be resource intensive for them and you. They may need to re-purpose your communication materials, spend time talking to people about what you offer, organising and accompanying visitors, having follow up discussions. You might want to organise introductory talks, guided tours etc. With this approach you need to be willing to listen to feedback from the community and be clear about to what degree you can develop your services to meet their needs.

Pros 
· Can provide valuable links to particular community
· Useful route to quick insight into new ideas, programming etc.  
· Positive 2 way relationship - directly engages pool of interested advocates – in the meantime giving them new skills, access to your archive/venue/activity 
Cons
· Can be an arm’s length relationship
· Managing ambassadors makes considerable demands on time
· How well can your ambassadors advocate on your behalf?
· You need to be ready to hear and respond to feedback from the target community
Shadow Board / Community Board Members

Setting up a Board structure or having community members join your Board panel are both options if you’re ready to start involving people at the strategic level in your organisation.  

Good if…
You want to involve users in the setting the strategic direction of your organisation and you are prepared to listen to the views of users/community representatives. A shadow board can provide you with a fresh set of perspectives on your organisation beyond existing board members and can be more representative of communities and users; this can work particularly well if you are embarking on a time limited project such as a capital development and you want to build up community support and advocacy for the project.  Including community members on your main Board communicates a desire from the top down to work with communities throughout your organisation.  
You should follow a similar process in establishing a shadow board or panel as you would for your main board, for example
· Identify the appropriate and relevant skills, knowledge and experience required from board members – this should lead to development of a board member profile 
· Decide on the ways in which potential board members might be identified - for example through existing community contacts, advertising in your marketing materials, in other external channels such as council magazines, posters in community centres etc.
· Develop a transparent appointments process for selecting and recruiting shadow board members 
· Put together an information pack about the organisation and the roles and responsibilities of shadow board members
· Develop an induction session that includes a comprehensive skills assessment and introductory training for each shadow board member.
Shadow Board / Community Board Members (cont’d.)

Pros
· Illustrates you are serious about listening to the views of your local communities
· Provides a genuine opportunity for community representatives to influence the activities of your organisation
· Bring greater levels of commitment to your organisation from a range of individual community members. 
· Makes you a more serious partnership contender for funders community focused organisations – such as Local Authorities and Health Trusts.
Cons
· Needs considerable administrative set up and on-going support
· The role and degree of influence of the community members needs to be clear and signed up to by everyone
· Likely to need time to evolve and start working effectively
· A bad experience could damage your organisation and the way it is perceived by communities 
·  Who to involve?  - There’s more than 1 or 2 voices in any community.
� Social Bakers, 2012 [accessed online 6/5/13 at �HYPERLINK "http://www.guardian.co.uk/technology/2013/jan/14/facebook-loses-uk-users-december"�http://www.guardian.co.uk/technology/2013/jan/14/facebook-loses-uk-users-december�]
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