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Section 1

Background information

What is audience development?

Audience development is about knowing who your users are, or aren’t, and developing your service to appeal to them so that they become active, satisfied users of your service.

It’s not just about attracting ‘new’ audiences

Audience development includes activities to attract new audiences.  It is also about knowing more about your existing or lapsed users and developing activities to increase the frequency of their visits or extend their usage of your service.

eg Audience development planning may include activities to encourage:
· parents/carers to borrow books for themselves as well as their children,

· teachers to use a record office for source material for subjects other than history,

· children to visit a museum with their friends or family, not just with their school,

· particular audience groups to use your services more frequently.

It’s not just about one-off projects
It’s important to develop a longer-term relationship with your users.

It’s more advantageous to establish audience development activities which have a more sustainable, long-term impact on usage of your service.

In commercial terms, it’s approximately ten times more expensive to attract a new user than it is to retain an existing one.  This has a significant impact on resources such as staff time, budgets and use of staff skills and facilities.  Loyal users are also more likely to recommend your service to others and are more likely to make repeat visits or use of your service themselves.

It’s important that in your audience development planning you include, from the start, how you are going to make the work have long-term impact.

eg Plans for sustainability might include:

· ensuring ongoing contact with new partners,

· keeping customers updated with developments, eg, by regular newsletters,

· establishing a consultation group for disabled users – with regular meetings/contacts.

Why do you need an audience development plan?

Audience development is all about focusing on users and developing a service to meet their needs.  Users are vital to ensure the long-term future of our museums, libraries and archives.

By planning for audience development organisations should:

· become better informed about their users,

· be more likely to develop services that people want and use,

· hopefully, have a more stable future.

An audience development plan can help by giving a focus to the work your organisation does and by putting users and potential users at the centre of your activities.

What makes a successful audience development plan?

The main principles behind developing a successful audience development plan are:

· involve people – staff, volunteers, governors, trustees etc as well as users and non-users,

· understand people’s needs and interests, eg, why aren’t people using your service?

· address people’s reasons for not using your service and aim to increase their usage of the service,

· review and update your plan regularly as your organisation and audience development work progresses – your plan needs to be a ‘living’ document.

How to use this guide

There are three main stages in an audience development plan:

The audit stage focuses on what you know about various factors relating to audience development.  It can also help to identify what you don’t know (and what you may need to find out).

The assessment stage gives you an opportunity to reflect on the information highlighted by your audits and to stop and think about what you need to know in order to develop your audience development plan.

The planning stage is where you decide how you will take your audience development work forward.  It also includes details of when you will review your audience development plan.

This guide takes a step-by-step approach, leading you through the stages of audience development planning.  It is intended to help you identify what it is you need to know and what you need to do.

You may find that your organisation can’t complete every step in the planning process outlined in this guide at the moment.  However, as the guide indicates how different aspects of audience development fit together it should help your organisation work through each stage of the audience development planning process when you are ready to do so.

There are many different ways of preparing and writing an audience development plan - the approach in this guide is a suggestion, not the only way of preparing your plan.  You may want to change, omit or add activities and sections within your plan according to the needs of your organisation.

NB

Throughout this guide the terms ‘users’ and ‘audiences’ are used interchangeably to refer to customers/visitors and, in general, include users, non-users/potential users and lapsed users.

How the steps help you to write your audience development plan

Each step in the guide contains:

· some background information (a bit of theory),

· an example of how an organisation has completed this step (eg),
· an activity or series of activities for your organisation to complete ((),

· points to bear in mind related to this step (TIP).
By completing the activities ( you are writing your audience development plan.
When this guide can be used

This guide is designed to help museums, libraries and archives at various stages in the development of their service, including:

· service wide – for organisations intending to open or redevelop a facility/service,

· site or service/product specific – for organisations intending to redevelop a particular site or service/product,

· as part of an ongoing programme of audience development work.

eg A plan to open a new museum in a village location

If the museum has not opened yet, staff cannot identify or profile its existing users.  However, the principles behind audience development planning will be relevant to:

· how they target particular audiences for consultation purposes to help inform the development of their service – particularly community profiling,

· how they profile other existing audiences, eg ‘friends’ group, volunteers, trustees, business sponsors etc,

· how the organisation looks at data relating to existing audiences of similar organisations, ie, other village museums, to give them an idea of potential audiences for their museum,

· their planning as they look to set up mechanisms to record information on users for when they are ‘open for business’.

Audience development planning links very closely to other plans and strategies that your organisation may develop, eg marketing, communications, promotions, access etc.

For further information on these types of plans, contact MLA East Midlands.

Tel 0116 285 1350 or email info@mlaeastmidlands.org.uk 

Links to MLA toolkits: Inspiring Learning for All and Access for All
Inspiring Learning for All

Audience Development is a key aspect of MLA’s learning framework Inspiring Learning for All and this guide supports all sections in the framework:

Section 1 People

1.1 Do you engage and consult with a broad range of people to develop learning 


opportunities?

1.2 Do you provide opportunities for people to learn?

1.3 Do you broaden a range of learning opportunities to engage with new and diverse


users?

1.4 Do you stimulate discovery and research?

1.5 Do you evaluate the outcomes of services, programmes and activities?

Section 2 Places

2.1 Do you create environments that are conducive to learning?

2.2 Do you develop staff to provide support for learners?

2.3 Do you promote the museum, library or archive as a centre for learning, inspiration 


and enjoyment?

Section 3 Partnerships

3.1 Do you identify suitable partners and evaluate the benefits of working in partnership


to support learning?

3.2 Do you work with partners to plan and develop learning opportunities?

3.3 Do you invite contributions from outside the museum, archive or library to broaden


the range and appeal of learning opportunities?

Section 4 Policies, plans, performance

4.1 Do you identify and seek to influence local, regional and national initiatives relating 


to learning?

4.2 Do you respond to local, regional and national initiatives in your plans and priorities?

4.3 Do you demonstrate that your museum, archive or library is a learning organisation 


through your staff development and evaluation processes?

For more information about Inspiring Learning for All go to www.inspiringlearningforall.org.uk or contact MLA East Midlands.

Telephone 0116 285 1350 or email info@mlaeastmidlands.org.uk 

Access for All
Audience development is a key aspect of MLA’s Access for All toolkit and this guide supports the following goals in particular:

An accessible organisation will…

Goal 3 Collections… develop collections, stock and resources that take all users and potential users into account, seeking to engage their interest and celebrate diversity.

Goal 4 Users and Potential Users… actively consult a diverse range of users and potential users to ensure that services provided meet their needs.

Goal 5 Marketing and Publicity… have marketing and publicity processes that identify and promote its collections and services to all users and potential users.

Goal 7 Partnerships and Networking… be outward looking, proactive and responsive in networking and forming links with other domains, organisations and agencies.

For more information or to download a copy of the MLA Access for All Toolkit go to www.mla.gov.uk/website/policy/Inclusion/MLA_Activity_on_Social_Inclusion   

Checklists

MLA has also produced two self-assessment checklists linked to Access for All.  

These checklists relate to working with specific audiences and may be helpful in planning consultation.

To download a copy of MLA’s Checklist 1: Disability Access for Museums, Libraries and Archives go to www.mla.gov.uk/website/policy/Diversity/People_With_Disabilities     

To download a copy of MLA’s Checklist 2: Cultural Diversity for Museums, Libraries and Archives go to www.mla.gov.uk/website/policy/Diversity/Cultural_Diversity_Checklist     

For more information about the Access for All toolkit or checklists contact MLA East Midlands.  Telephone 0116 285 1350 or email info@mlaeastmidlands.org.uk
What’s included in an audience development plan?

This is a suggested layout and structure for your plan.  Subsequent pages of this guide give you the detail needed to complete each part of the plan.

Executive summary

Content: gives a brief overview of the contents of the subsequent sections of the plan

Length: approximately three to six A4 pages

Stage 1 - Audit stage: where are you now?

Internal audit

Content: Introduction – putting the plan in the context of your organisation

Length: maximum one A4 page

Content: SWOT analysis

Length: maximum one A4 page for each SWOT (you may do more than one)

External audit
Content: STEEPLE analysis

Length: maximum two A4 pages

Audiences audit

Content: Profile of existing audiences - what you know about your existing audiences

Length: depends on how much you know 

Content: Profile of non-users - what you know about your non-users

Length: depends on how much you know

Content: Identification of barriers to access – what you know about why people aren’t using your service

Length: depends on how much you know

Services/audiences audit

Content: Ansoff’s matrix

Length: maximum two A4 pages

Stage 2 - Assessment stage: your capacity for audience development

Content: Reviewing your SWOT analysis

Length: maximum one A4 page (each SWOT)

Content: Identifying and evaluating key factors and information gaps

Length: depends on how many key factors and information gaps you have

Content: Developing an action plan

Length: depends on how many key factors and information gaps you have

Content: Evaluating readiness for audience development planning

Length: depends on how many key factors and information gaps you have

Stage 3 – Action planning stage: what actions will you take?

Action planning to deal with information gaps

Content: Developing a plan to fill your information gaps

Length: depends on how many information gaps you have

Action planning for audience development activity

Content: Establishing your aim

Length: one or two sentences

Content: Identifying and profiling your target audiences

Length: maximum one A4 page per target audience

Content: Finding out what your target audiences want

Length: depends on how many target audiences you have and what you need to find out

Content: Establishing your objectives

Length: depends on how many target audiences you have, your organisation’s resources and the timescale of your audience development plan

Content: Developing action plans

Length: one to two A4 pages per objective

Content: Timetable for audience development activities

Length: depends on how many objectives you have and timescale of your plan

Content: Common risks and ways of preventing them

Length: maximum two A4 pages

Content: Show the relationships between the plans for different target audience groups

Length: depends on how many target groups and objectives you have

Content: Reviewing your audience development plan
Length: a few sentences outlining your review date and rationale for choice of date

Appendices

Content: Various relevant documents, eg, community profile, consultation reports, access strategies, management/staffing structure, completed MLA toolkits/checklists etc

Length: depends on documents

Section 2

Writing your audience development plan

Stage 1

Audit stage

Where are you now?

The audit stage gives you a chance to review a variety of factors relating to audience development work to answer the question ‘Where are we now?’

The activities in this section should help you to decide how prepared you are for progressing your plans for audience development activity.  

You will go on to act on the information gathered at this stage as you work through the assessment and action planning stages of the guide.

The audit section of the guide looks at:

Internal audit – taking a look at your organisation, your services, your staff etc and identifying your strengths and the areas in need of development.

External audit – taking a look at factors in the environment your organisation is working in which may affect what you do.

Audiences audit – taking a look at what you know about your users/visitors and what you know about the people who aren’t using your service.

Services/audiences audit – taking a look at what services you offer and at whom they are targeted.

Involve people in your audits

There are many benefits of involving staff from all levels of the organisation as well as volunteers, governors etc:

· you are more likely to develop a plan which everyone feels part of,

· the plan is, hopefully, more likely to be successful,

· different people can bring different skills and information to the process,

· you can share the workload.

Part one

Internal audit

What is an internal audit?

An internal audit gives you a snapshot of various aspects of your organisation and includes:

· an introduction to your organisation,

· a SWOT analysis of your organisation.

Why do you need to do an internal audit?

Before you start preparing any plans for audience development it’s a good idea to take a look at your organisation to see how prepared you are for this type of work and to help you identify the areas on which you need to focus.

How to do your internal audit

Introduction

An introduction to your organisation/service would include a summary of the following:

· organisation/site/service etc – (what and where?),

· organisation aims and mission statement,

· how your audience development plan helps to deliver your organisation’s objectives/future direction/future plans,

· how the audience development plan fits into other strategic plans and supporting policies, eg, education/access/equal opportunities/conservation etc,

· staffing/management/governance of organisation (include staff skills and training),

· finances, ie, how you are funded, budget for audience development work etc,

· services and facilities, ie, what you offer the public/businesses,

· details of collections/stock/holdings,

· partners and relationships with stakeholders, eg, trustees, local authority, funders.

TIP

Much of the above information may already be available in business plans or other documents your organisation has already developed.

eg A museum in a market town
Pepperford Museum was first opened in 1996 as a partnership between the town council and the Pepperford Historical Society.  The museum occupies two rooms in the town hall and is open for three days a week in winter and four days a week in summer.

The main aim of Pepperford Museum is to provide a facility which enables the past and recent history of the town to be recorded, displayed and enjoyed by residents and visitors alike.

Our audience development plan fits with our future plan of extending the museum into a larger facility within the town hall and of increasing our visits from the local population.  

The museum’s collections include items of local historical interest including artefacts and photographs, many of which have been donated by the Pepperford Historical Society, as well as archaeological finds reflecting Pepperford’s significant settlers.  

We have collections and conservation policies in place (relevant appendices would be attached) and have recently conducted an access audit of the site (relevant appendix would be attached).

Pepperford Museum has one full-time curator and three part-time assistants.  The museum is also fortunate to have an active ‘friends’ group, many of whom work as volunteers in the museum – equivalent to three full-time posts.  None of the paid staff have specific audience development skills although some of the staff have some experience of some aspects of audience development work, eg, developing surveys.

Pepperford Museum is funded directly by the town council.  We also receive donations from visitors and assistance for financing specific events from the fundraising efforts of the ‘friends’ group.

Our budget for audience development work has not yet been identified but is likely to be very small – with much of the work conducted by volunteers and co-ordinated by the curator.

( Now write your introduction
SWOT analysis

(Strengths, Weaknesses, Opportunities, Threats)

What is a SWOT analysis?

A SWOT analysis is a business-planning tool designed to help you to audit your organisation.
How do you use it?
· Consider all the points you included in your introduction and think of other relevant factors.
· Identify if they can be classified as strengths, weaknesses, opportunities or threats facing your organisation in relation to your audience development work.
· Complete a chart like the example overleaf (strengths and weaknesses are factors internal to your organisation; opportunities and threats are external).
· It may be helpful to involve different people in your organisation to discuss and decide on what factors to include in this analysis.

· You may find it useful to do more than one SWOT focusing on different aspects of your organisation and your work.  It’s up to you.

Why do you use it?

· A SWOT analysis will give you an insight into your organisation and will therefore help you to assess your potential for audience development.

· It will also help you to work out priorities.

When do you use it?

A SWOT analysis can be done at this stage – assisting your organisation to focus on its capacity for audience development work.  It can then be reviewed and amended after the audiences audit – at the assessment stage – to enable you to make any changes in light of your audiences audit.

eg A museum in a market town

	INTERNAL
	Strengths

Good relationship with local schools

Collection with a local focus

Motivated staff and volunteers

Management are visitor-focused

Commitment across museum staff to implementing audience development plan


	Weaknesses

Lack of skills re audience development

Lack of funding to operate full timetable of opening hours

Lack of space for extra facilities, eg, café, activity room etc

Poor physical access to the museum

Lack of signage/interpretation for children

Few resources for teachers and school groups

Little information about current visitors



	EXTERNAL
	Opportunities

Develop partnership with new Tourist Information Centre

New housing developments in area

Developing partnership with local youth club 

Sponsorship from local businesses

Subsidised training available from local training provider, eg, Business Link


	Threats

Closure of local shops/amenities means less passing trade

Less external funding available each year

Increased competition from local or regional recreational venues

Increased competition from other activities in leisure time, eg, Sunday shopping, etc

Pedestrianisation of main road past the museum planned for 2007/8




How to complete your SWOT analysis

You could:

· hold a meeting/meetings for staff across your organisation and note comments,

· leave a flipchart up in a staff area on which staff can add their ideas (over one or two weeks),

· ask colleagues in other sections/museums/libraries/archives for their comments,

· use post-it notes for staff to add comments to and stick to flipchart/posters etc – can also be ranked, ie, if very important moved to the top or moved down by other colleagues.

TIP
Make sure that your SWOT relates to audience development work.

( Now do your SWOT analysis
	INTERNAL
	Strengths


	Weaknesses



	EXTERNAL
	Opportunities


	Threats




Part two

External audit

What is an external audit?

An external audit enables you to take a look at various aspects of the environment that your organisation is working in.

An external audit involves a STEEPLE analysis.

Why do you need to do one?

Factors identified by an external audit may have a positive or negative effect on any audience development work you may undertake.

Being aware of, and planning for, these factors may help you to take advantage of the positives and be prepared for dealing with the negatives.
A STEEPLE analysis goes into more detail about external factors than a SWOT analysis.

STEEPLE analysis (Social, Technological, Environmental, Economic, Political, Legal, Educational)

What is a STEEPLE analysis?

A STEEPLE analysis is a business-planning tool designed to help you to audit factors outside your organisation which may affect your audience development work.
How do you use it?  

Discuss and list any factors under the headings on page 19 which may affect the audience development work your organisation is planning to undertake.
Why do you use it?

A STEEPLE analysis gives you a structure for an audit of external influences.

eg A community library

Social
Technological
Population increases in new housing 
Development of broadband access to estate
locality

Increase in refugee community locally
Use of mobile phones in library

Ageing population
Web technology, eg, library service

Increase in Internet access at home
website to include online joining


Developments in People’s Network

Developments in accessible software/ hardware

Environmental
Economic
Recycling
State of local economy

Disposal of unwanted stock
High levels of unemployment locally

Local authority environmental policies

Political
Legal
Local elections annually (May)
Disability Discrimination Act

General elections due (xx/xx)
Race Relations Act


Data Protection Act


Child Protection Legislation


McPherson Report

Educational
Changes in National Curriculum

Schools offering homework clubs

Inspiring Learning for All

How to complete your STEEPLE analysis

You could:

· use the same techniques/ideas as for the SWOT analysis (see page 17),

· complete internal and external audits in one meeting by splitting into groups and then feeding back and discussing ideas,

· ask different members of staff to focus on one type of audit, then meet up to discuss ideas etc.

TIP
Make sure that your STEEPLE analysis relates to audience development work.

( Now do your STEEPLE analysis
Social
Technological
Environmental
Economic
Political
Legal
Educational
Part three

Audiences audit

An audiences audit focuses on:

Profile of existing audiences 

What do you know about your existing users?
Profile of non-users

What do you know about the people in your community that don’t use your service?

Barriers to access
Do you know why people don’t use your service or part of your service? 

Why do you need to do an audiences audit?

Before you can plan to develop your audiences you need to know where you are starting from.

Without an audiences audit there is a danger that time, effort and resources are spent on audience development projects that are built on perceptions rather than on reality.  You need to know who your key audiences are (or could be in the future) and what they need/want.

By identifying what you know, you will also get a picture of what you don’t know.  You then need to decide if and how you will fill those information gaps.

Profile of existing audiences

Step 1

Summarising types of audiences

Start by summarising what types of audiences you have under the following general headings.

Audiences might include people who:

· physically visit your premises,

· use outreach elements of your service, eg, Bookbus,

· use facilities and services (including remote users, eg, website, deposit),

· live in residential/care homes,

· work in the sector – paid,

· work in the sector – voluntary,

· sit on governing bodies,

· support your work/organisation, eg, ‘friends’ groups,

· deposit material with/donate objects to your service, and

· partner organisations, including sponsors.

TIP
Get your colleagues involved and discuss your ideas together.

eg A public record office
Our audiences include people who:

- physically visit the record office – researchers of family history, students, school groups, interest groups, those attending events/talks etc,

- use outreach elements of our service – roadshow at community venues,

- use facilities and services, including remote users – website, email enquiry 

service,

- work in the record office – 13 FTE paid staff,

- support our work/organisation – ‘friends’ group and local family history group.

( Now make a list of your types of audiences
Step 2

Identifying sources of information

Identify the sources of information you have regarding your existing users/visitors.

eg A museum in a market town

How our audience data is collected

Details are completed on a school visit form* when school groups make a booking for a visit.  This holds information about:

· type of school,

· year group and key stage of pupils/students,

· national curriculum area of interest,

· focus of visit, ie, which collection(s) they want to focus on,

· date and duration of visit,

· number of pupils/students and teachers in the group.

After the visit the teachers are asked to complete an evaluation form* commenting on their visit and the collections.  Currently the pupils/students don’t complete any form of evaluation.  Plans are in place to develop an evaluation form for pupils/students to be used from next year.

General visitors to the museum are monitored by a daily visitor count undertaken by reception staff.  This is a simple number count recording visitors entering the museum either in the morning or afternoon of each day.

Satisfaction and more detailed personal data about visitors is captured by our visitor survey* which is conducted on an ongoing basis.  These are made available for visitors to pick up on the reception desk and at other points around the museum.  

(* These documents would be attached as appendices to the audience development plan).

TIP
If you don’t have any information about your existing users, you could read through the rest of this stage but don’t start planning any work to fill the gaps in your knowledge without looking at Stage 2, Assessment stage, on pages 40-46.

TIP

Other ways to provide information about audiences include:

· monitoring membership/ticket sales/parking/attendance at events/borrowing patterns,

· evaluation techniques, eg, focus groups,

· comments boxes/books/cards and complaints procedures,

· user observation programmes (how visitors use the site/facility),

· correspondence including telephone, email, letters etc,

· visitors books.

( Now write a summary identifying the sources of 


 information you have about your audiences

Step 3

Defining your audience groups
Use the criteria below to list users with similar characteristics by, for example, purpose of visit, gender, age, ethnicity, disability or combinations of these or other criteria.

Criteria for recording information about users

For all audience groups

· Postcode of where they live (eg, visitors living in X ward of Y village)

· Age

· Gender

· Ethnicity

· Disability 

· Social class

· Work status

· Type of visitor – eg, individual/whom they visit with

· Interests/motivations (including special interest groups)

· Reason for visit

· When they visit - time of year/week/day

· Length of stay (dwell time)

· First visit/frequency of visit

· What they do when they are there/activities undertaken

· What services do they use/not use?

· How did they find out about the site?

· Visitor experience/satisfaction data
For education groups also include:

· Size of group

· Type of school

· Year group

· Key stage

· National Curriculum core skills studied by pupils visiting

For information on the impact of your site/service on local tourism economy also include:

· Visitor’s length of stay in the area

· Type of accommodation they’re staying in

· Method of travel to your site/facility

· Method of travel to the East Midlands

If you wish to contact them, you could also include:

(check Data Protection Act first at http://www.ico.gov.uk/what_we_cover/data_protection.aspx )

· Name (including title)

· Address (including postcode)

· Home telephone number

· Mobile telephone number

· Email address

· Work telephone number

· The method they would prefer you to use to contact them

TIP

See Appendix 2 for guidance on how to define the criteria above, ie, how to categorise ethnicity etc

Step 4

Writing audience profiles

Write audience profiles – starting with the people who use your service most (your core audiences).  Then do the same for other audience groups who use your service less frequently (you might just list these without writing full profiles).

eg A museum in a market town

Core audience group one

Who they are

Our most significant audience group is primary school groups at Key Stage 2 (aged 7-11).

The groups are usually made up of approximately 30 pupils/students and accompanying adults.

In 2004 we had 32 visits from a total of 18 schools in the city of Xxxx, with a further eight visiting from the county of Xxxxshire and six visiting from outside the county.

Nature of their visit (including interests)

They visit Monday-Friday, term-times only.

Most of these groups undertake sessions led by museum staff focusing on our xxxx collection.

The average length of visit is two hours and visits are equally popular in the morning and the afternoon.

Visitors in this group usually visit the shop, but not the café.

Satisfaction 

Some satisfaction data is collected from teacher evaluation forms.

TIP

You may only have two core audience groups, eg, primary schools and families or family and local historians or researchers and students… or you may have more.

( Now prepare profiles of your core audience groups

(You can list outline details of less frequent users/non-core audiences)

Profile of non-users

What do you already know about the non-users of your service?

The approach followed is the same as that for your existing audiences profile on pages 22-26 of this guide.

TIP
If you don’t have any information about your non-users, you could read through the rest of this stage but don’t start planning any work to fill the gaps in your knowledge without looking at Stage 2, Assessment stage, on pages 40-46.

Step 1

Identifying sources of information

Identify the sources of information you have regarding your non-users.

This could include non-user research, community profiles etc.

( Now write a summary identifying the sources of 


 information you have about your non-user audiences
Step 2

Defining your non-user audience groups

If you have up-to-date information about your users and you have developed a community profile, this will help you to identify non-users of your service.

Define your non-user audience groups.  Use the criteria on pages 25-26 to list non-users with similar characteristics, as you did for your existing audiences.

How do you define a ‘non-user’?

You will need to get a clear picture of who’s using which parts of your service to identify non-use by particular groups of people.  

You may also want to identify lapsed users, ie, people who have used your service in the past but aren’t doing so currently.  You will need to discuss and decide how you will decide if someone is a lapsed user or if they are a current or non-user.  For example, you might decide you want to profile people who haven’t used your service in the last two years.

eg A public library service
· parents of young children may be attending events such as storytimes but aren’t borrowing books for themselves (users of part of the service),

· people have membership cards but haven’t used the service for xxxx period of time (lapsed user),

· people may never have joined or used the library service (non-user),

· public libraries can’t rely on membership data to provide a complete profile of users because, for many services, you don’t need to be a member, eg, enquiries, event attendance, use of reference materials etc.

( Now discuss and decide how you are going to define

non-users of your service and make notes about your decisions

Step 3

Writing non-user profiles

Write non-user audience profiles using your community profile as a starting point. 

One approach is to take the criteria used to profile your audiences, eg, gender and age, and compare the information you have about your users to your community profile.  This would give you some information to help you identify non-user groups.

eg A public record office

If 43% of your visitors at weekends and 30% on weekdays are male and your community profile shows a 50/50 split between men and women, then you can identify a potential figure relating to male non-users at weekends and on weekdays.

If you have used your community profile to identify that 7% of your community is made up of males aged 15-19 and your user figures indicate that this group only make up 1% of your users, you can identify a significant group of non-users.
( Now prepare profiles of your non-user audience groups
Barriers to access

Do you know why some people don’t use (part of) your service?

The term ‘barriers to access’ is used to describe a variety of factors which can influence why people don’t use services or facilities.

TIP
If you don’t have any information about why people don’t use your service, you could read through the rest of this stage but don’t start planning any work to fill the gaps in your knowledge without looking at Stage 2, Assessment stage, on pages 40-46.

Step 1

Identifying sources of information

Identify the sources of information you have regarding why people don’t use your service (this might include information from your access audits or access plans, non-user consultation etc).

eg A public record office
Sources of information re barriers to access:

· feedback from outreach events (2003-2004),

· non-user research with general public (2002),

· non-user research with university students (2005).

( Now write a summary identifying the sources of 


 information you have about barriers to access 

 in relation to your organisation
Step 2

Relating barriers to non-user groups

Relate the information you have about barriers to access to your non-user groups

Barriers to access can be categorised as:
Social/psychological/attitudinal, eg, mis/under-represented by collections/stock

Financial, eg, cost of transport/entrance or leisure budget spent elsewhere

Physical, eg, location or appearance of site, nature of buildings, including transport

Cultural, eg, the image the organisation presents

Organisational, eg, joining procedures, staff attitude, lack of promotional activity

Intellectual, eg, the way that information is provided – use of jargon, no visuals etc

Sensory, eg, the way that information is provided - not in large print, audio

eg

Museum: user survey (2006) – families with young children (under age of 5)

Physical barrier

Library: lapsed user survey (2006) – male and female users (aged 20-34)

with visual impairments 



Sensory and organisational barriers

Archive: non-user survey (2005) – young people (aged 16-24)

Attitudinal and organisational barriers

TIP

Have a look at the framework in Appendix A of HLF’s Guidance notes on Audience Development Plans as a way of recording your information.

This can be found from their home page www.hlf.org.uk following the link via publications and info; guidance notes; audience development plans or by going direct to: www.hlf.org.uk/NR/rdonlyres/C9AEA926-6272-4E65-8F16-B63CF391E75B/0/AudienceDev.pdf
( Now write a list relating the information you have about

 ‘barriers to access’ to your non-user groups
Step 3

Writing profiles of non-users and their barriers to access

Produce profiles of your non-users and their barriers to access

eg
Museum

· Results of our user survey (conducted in May 2006) show that families with young children (under the age of 5) visit only the ground floor galleries as access to the other floors is limited because of several flights of stairs.

(Physical barrier)

Library

· Results of our survey of lapsed users (conducted in February 2006) show that lapsed users (male and female aged 20-34) with a visual impairment felt that the software on our public access computers was not appropriate to their needs.

(Sensory barrier and organisational barrier)

Archive

· Results of our non-user survey (conducted in September 2005) showed that most young people aged 16-24 who don’t use our service feel that it doesn’t have anything to offer them or aren’t aware of the service we provide.

(Attitudinal and organisational barriers)

( Now prepare profiles of your non-user audience 


 groups and their barriers to access
Part four

Audit of services/audiences

An audit of services/audiences using Ansoff’s Matrix

What is Ansoff’s Matrix?

· Ansoff’s Matrix is a marketing planning tool to help you develop your service.
· Ansoff’s Matrix works around the four factors of new or existing audiences and new or existing products/services.

How do you use it?  

· Discuss with colleagues and complete the matrix, thinking about all areas of your service.  Try to achieve a ‘balanced’ matrix, ie, don’t concentrate all of your efforts on diversification.

When do you use it?

· When planning what to consult with people about.  You may not want to give your audiences a blank sheet as they may suggest lots of areas of service development which you already know are unachievable given your constraints of budget, time, staff resources, focus of the development etc.

· You can also use the matrix at a later stage in your planning to help prepare strategies for reaching your target audiences.

Why do you use it?

· Ansoff’s Matrix will help you to focus on key elements of audience development.

· It can also help inform your business planning, ie, if you have lots of new services that target new audiences this could affect your staffing or resource allocations.

· It can help you to plan your promotions and marketing communications by identifying and grouping services which are suitable for similar audiences, eg, study support sessions, new reference materials and a café could all be grouped together in publicity targeted at new students at the start of the academic year.

Step 1

Listing existing and planned services/products
Discuss with colleagues and make a list of all your existing services/products and those which you have already planned to develop.

eg A public library
Examples from list of existing services

Stock: adult and children’s fiction, non-fiction, reference book stock

ICT: ten public access PCs

Information services: enquiry service by phone, letter, email and in person

Events: weekly storytimes for under fives

Building and facilities: comfortable seating areas

Services offered: learning opportunities using PCs

Examples from list of planned services

Stock: introduce top ten bestsellers – based on user consultation

ICT: upgrade software for visually impaired users – based on consultation 

Events: monthly reading group meeting – roll out of programme at other sites

Services offered: monthly free pensions advice sessions – organised by pensions service

Targeted areas: improve under fives area – with Sure Start funding

( Write a list of your existing and planned services
Step 2

Deciding at whom your services are targeted

Think about who you are targeting – are they existing and/or new users?

TIP

There’s no right or wrong way of doing this.  It’s up to you to decide what is appropriate for your organisation.

eg A public library
Examples from list of existing services and target audiences

Stock:

Adult and children’s fiction, non-fiction, reference book stock

Existing audiences and new audiences for specific stock, eg, study collections 

ICT:

Ten public access PCs

Existing audiences and new audiences through partnership with local college for study support

Information services:

Enquiry service by phone, letter, email and in person

Existing audiences

Events:

Weekly storytimes for under fives

Existing audiences and new audiences in partnership with local nurseries

Building and facilities:

Comfortable seating areas

Existing audiences

Services offered:

Learning opportunities using PCs

Existing audiences and new audiences through partnership with local college for study support

Examples from list of planned services and target audiences

Stock:

Introduce top ten bestsellers – based on user consultation

Existing audiences and new audiences through promotions in other venues

ICT:

Upgrade software for visually impaired users – based on consultation 

Existing audiences and new audiences through partnership with local groups

Events:

Monthly reading group meeting – roll out of programme at other sites

Existing audiences and new audiences through partnerships

Services offered:

Monthly free pensions advice sessions – organised by pensions service

Existing audiences and new audiences through partner’s promotions

Targeted areas:

Improve under fives area – with Sure Start funding

Existing audiences and new audiences through Sure Start networks

( Write a list of who you are targeting with your existing and planned services

Step 3

Transferring the information to Ansoff’s Matrix

Transfer the information from your list in step 2 to the matrix.

TIP

Remember you can put services in more than one category.

eg A public library
	AUDIENCES (MARKETS)
	EXISTING
	Market penetration

Adult and children’s fiction…

10 public access PCs

Weekly storytimes for under fives


	Product development

Introduce Top Ten bestsellers

Upgrade software for visually impaired users



	
	NEW
	Market extension

Study collections

10 public access PCs

Weekly storytimes for under fives


	Diversification 

Introduce Top Ten bestsellers

Upgrade software for visually impaired users

Monthly listening group meeting for visually impaired users



	
	
	EXISTING
	NEW

	
	
	SERVICES/PRODUCTS


eg A museum in a market town
	AUDIENCES (MARKETS)
	EXISTING
	Market penetration

Increase number of under fives activity sessions
	Product development

Develop new learning session for regular school visits

	
	NEW
	Market extension

Existing Romans learning session with primary schools in Xxxx area of town.


	Diversification 

Open interactive gallery to attract new family audiences

	
	
	EXISTING
	NEW

	
	
	SERVICES/PRODUCTS


( Now complete Ansoff’s matrix for your organisation including details of your existing and planned services and at whom they are targeted
	AUDIENCES (MARKETS)
	EXISTING
	Market penetration


	Product development



	
	NEW
	Market extension


	Diversification 



	
	
	EXISTING
	NEW

	
	
	SERVICES/PRODUCTS


TIP

Market penetration, product development, market extension, diversification are marketing terms used to describe your plans relating to your audiences and services.  You don’t need to use the terminology if you don’t find it helpful.  If you don’t use these terms, the matrix is still a useful tool.

Stage 2

Assessment stage

Assessing your capacity for audience development

You have now completed the audit stage of your plan.

The audit stage focused on what you know about various factors relating to audience development:

· your organisation and its strengths, weaknesses, opportunities and threats,

· your external environment,

· your existing audiences,

· your non-users,

· barriers to access – why people don’t use your service/part of your service,

· how your services relate to your existing and new audiences.

The audit stage also helps you to identify what you don’t know about the above (your gaps in information).

The next section, the assessment stage, now gives you an opportunity to reflect on the information highlighted by your audits and to stop and think about what you need to know and do in order to develop your audience development plan.  You particularly need to consider the results of your SWOT and the gaps identified by your audiences audit.

Completing the assessment stage will lead you into the final section of this guide, the planning stage, where you will decide how you will take your audience development work forward.

Step 1

Reviewing your SWOT analysis

Having completed the audit section of your plan it’s probably a good idea to have another look at the SWOT analysis you completed in stage 1.

During your external audit and your audiences audit you may have identified other factors which you could include in your SWOT.

( Now check all your audits and add to or amend your 


 SWOT analysis accordingly

	INTERNAL
	Strengths


	Weaknesses



	EXTERNAL
	Opportunities


	Threats




Step 2

Identifying key factors and information gaps

Ask yourself questions such as:

Have you got all the information you need about your audiences to start preparing audience development work?

Do you have enough resources in your organisation?

Is the time right for your organisation to start audience development work?

Discuss these questions with colleagues and identify key factors from your SWOT and information gaps from your audiences audit that will have a major impact on your audience development planning.

eg SWOT factors

· Weakness: Limited funds

· Opportunity: Developing a partnership with the new TIC

· Threat: Closure of local shops may affect passing trade

Audiences audit

· A public record office
Information gap identified: no information regarding non-users or barriers to access

· A museum in a market town

Information gap identified: no information about existing audiences or

non-users and their barriers to access

· A public library

Information gap identified: no community profile so incomplete information 

about non-users and their barriers

( Identify and list key factors from your SWOT and the 

 information gaps from your audiences audit

TIP

MLA East Midlands has produced complementary guides, How to... Develop a Community Profile  and How to… Manage Consultation.  These guides are both available at: www.mlaeastmidlands.org.uk 

Step 3

Evaluating the significance of key factors and information gaps

Decide how significant the key factors from your SWOT and the gaps in your information are.

Are you able to develop and implement a plan designed to develop your audiences without this information?

eg SWOT factors

· Weakness: Limited funds


Significance: May need to develop a grant application or partnership or to 


source funding prior to moving any further forward with the plan

· Opportunity: Developing a partnership with the new TIC


Significance: May provide further opportunities but if not developed immediately won’t necessarily adversely affect audience development planning

· Threat: Closure of local shops may affect passing trade



Significance: Depends on when, how many shops, future plans for the area etc

Audiences audit

· A public record office


Information gap identified: no information re non-users or barriers to access



Significance: unable to develop audience development activities for non-users

· A museum in a market town



Information gap identified: no information about existing audiences or non-users and their barriers to access



Significance: unable to develop any audience development activities 

· A public library



Information gap identified: no community profile so incomplete information 



about non-users and their barriers to access



Significance: unable to develop accurate audience development activities



for non-users

( Decide how significant the key factors from your SWOT 

 and the gaps in your information are – make notes
Step 4

Developing an action plan

Depending on how significant the key factors or your gaps in information are you might decide to develop an immediate action plan.  It might also be worth considering other areas of your work to see how your action plans might fit together.

eg SWOT factors

· Weakness: Limited funds

Significance: You may need to develop a grant application or partnership or 

to source funding prior to moving any further forward with your plan

Action plan: immediate plan (next six months) implemented to identify 

funding sources

· Opportunity: Developing a partnership with the new TIC

Significance: May provide further opportunities but if not developed immediately won’t adversely affect audience development planning

Action plan: medium-term plan (next 12 months) as part of partnership development plan

· Threat: Closure of local shops may affect passing trade

Significance: Depends on when, how many shops, future plans for the area etc

Action plan: immediate plan (next six months) implemented to find further 

details and identify impact on audience development

eg Audiences audit

· A public record office


Information gap identified: no information re non-users or barriers to access



Significance: unable to develop audience development activities for non-users


Action plan: immediate plan (next six months) implemented to identify non-users and consult with them regarding their barriers to access

· A museum in a market town


Information gap identified: no information about existing audiences or non-users and their barriers to access



Significance: unable to develop any audience development activities 


Action plan: immediate plan (next six months) implemented to profile existing 


audiences; medium-term plan (next 12 months) to identify non-users and consult with them regarding their barriers to access

· A public library


Information gap identified: no community profile so incomplete information about non-users


Significance: unable to develop accurate audience development activities for 


non-users



Action plan: immediate plan (next six months) implemented to develop a 



community profile and identify non-user groups; medium-term plan (next 12 months) consult with non-users regarding their barriers to access

( Decide how and when you will develop action plans and make notes
Step 5

Evaluating readiness for audience development planning

Decide if you are now ready to undertake some audience development planning or whether you have some more work to do first (see step 4 above).

Audiences audit

A public record office
Information gap identified: no information re non-users or barriers to access

Significance: unable to develop audience development activities for non-users

Action plan: immediate plan (next six months) implemented to identify non-users and consult with them regarding their barriers to access

Assessment: unable to develop audience development plan until action plan for identifying non-users and barriers to access has been implemented

A museum in a market town

Information gap identified: no information about existing audiences or non-users and their barriers to access

Significance: unable to develop any audience development activities 

Action plan: immediate plan (next six months) implemented to profile existing audiences; medium-term plan (next 12 months) to identify non-users and consult with them regarding their barriers to access

Assessment: unable to develop audience development plan until action plans for profiling existing audiences and non-users have been implemented

A public library

Information gap identified: no community profile and incomplete information about non-users

Significance: unable to develop accurate audience development activities for non-users

Action plan: immediate plan (next six months) implemented to develop a community profile and identify non-user groups; medium-term plan (next 12 months) consult with non-users regarding their barriers to access

Assessment: unable to develop audience development plan until action plans for developing a community profile and for profiling non-users have been implemented

( Assess whether you can develop an audience development plan now or whether you still have some work to do – make notes explaining your decisions

Stage 3

Action planning stage

What actions will you take?

This section is divided into two parts:

Part one: Action planning to deal with information gaps regarding:

· your existing audiences,

· your non-users,

· your non-users’ barriers to access.

Part two: Action planning for audience development activity:

If you need guidance on Action planning to deal with information gaps work through this section before proceeding to the audience development planning part.

or

If your assessment stage has identified that you don’t have any major information gaps which would make audience development planning difficult, you could go straight to Action planning for audience development activity on pages 53-64.
Part one 

Action planning to deal with information gaps

What information gaps do you have?

The work you did at the audit stage should give you a good idea about the information gaps you have.  Now is the time to think about how and when you will go about finding the information that you need.

Little or no information about your existing audiences?

You won’t be able to develop your existing audiences if you don’t know who they are, how they match up to your community profile or potential audiences, when they visit, what they like about your service etc.

Little or no information about your non-users?
You won’t be able to develop your non-user audiences if you don’t know who they are, where they are from etc.

Little or no information about your non-users’ barriers to access?

You will find it difficult to attract non-users if you don’t know why they aren’t using your service at the moment.

Developing a plan to fill your information gaps
There are various factors to consider when planning to find out about your existing audiences, non-users and/or their barriers to access.
eg Timescale – when you implement a plan
· If you have a variety of consultation work planned, for example, with users and/or non-users to inform a service development or with non-users to identify their barriers to access, you may decide to combine this work and so may need to do it at the same time, possibly at a later date.

· If your visitor figures are affected by seasonality, eg, holiday periods, you may need to postpone the profiling of your existing audiences to an appropriate time.  Or, if you have different visitors at different times of the year, you may want to repeat the profiling exercise.

· Resources – if you are having a new ICT system installed, or a new member of staff is joining, this may affect when you start the process.  If budgets are very tight and you need to explore other funding, eg, sponsorship or grants, then you will need to look into this before starting to implement your plan.

Other factors to consider 

· Discuss objectives with colleagues including how, why, when, what, who etc.

· Draw up a method of capturing data, eg, for existing audiences, a basic number count and audiences survey (see criteria to include on pages 25-26).

· Develop a community profile to help identify non-users.  MLA East Midlands has produced How to… Develop a Community Profile which is available at: www.mlaeastmidlands.org.uk 
· Discuss and decide how often and how the data will be collected, how it will be recorded, who will record it and how the results will be presented.

· Discuss and decide if you need to profile different audiences, eg, existing users and non-users, at the same time or using the same processes.

· Decide if you need to consult with your existing audiences and/or non-users about areas of your service (including non-users’ barriers to access) at the same time as profiling them.  To help with consultation MLA East Midlands has produced How to… Manage Consultation which is available at: www.mlaeastmidlands.org.uk 
eg A public record office

From assessment stage

Information gap identified: no information re non-users or barriers to access

Significance: unable to develop audience development activities for non-users

Action plan: immediate plan (during next six months) implemented to identify non-users and consult with them regarding their barriers to access

Assessment: unable to develop audience development plan until action plans for identifying non-users and barriers to access have been implemented

Action planning stage

Aim

To find out why some people aren’t using our service.  This will help us to see if and how we can make changes to our service to make it appeal to a wider audience.

Objectives

1. To identify non-user groups of physical visitors to the record office by April 2007.

2. To identify barriers to access of non-users (physical visitors) by June 2007.

Method of capturing data

Information from a community profile compared with existing audiences data (see MLA East Midlands’ How to… Develop a Community Profile)
Plans for consultation

Programme of consultation to capture information regarding non-users’ barriers to access (see MLA East Midlands’ How to… Manage Consultation)
Action Plan

Objective 1
To identify non-user groups of physical visitors to the record office by April 2007

	Target audience

(new or existing?)
	New audiences: non-user groups of physical visitors to the record office

	Ways to reach the audience
	n/a

	Action/

development
	Develop a community profile for Xxxx county

Compare existing audiences data

Identify and profile non-user groups

	Benefits to the audience
	Clearer identification of and focus on non-users

	Staff responsible/

Key stakeholders


	Staff: Xxxx to co-ordinate work

Key stakeholders: Xxxx county council statistics section – for community profile data including data from other departments and external sources

Xxxx county council marketing dept re existing audiences data

	Workforce development issues
	Xxxx to receive support for community profiling



	Performance measures
	

	Quantitative target
	Community profile produced

Non-user groups identified and profiled

	Qualitative target
	n/a

	Timescale
	Completed by April 2007

	Budget
	None specified – costs of staff time covered by main staffing budget

No development budget identified

	Plans for sustainability
	Develop ongoing relationship with Xxxx county council statistics section

Develop ongoing annual programme of profiling non-users


Objective 2
To identify barriers to access of non-users (physical visitors to the record office) by June 2007

	Target audience

(new or existing?)
	New audiences – non-user groups of physical visitors to the record office

	Ways to reach the audience
	Research company recruited

Consultation publicised through local media, 

other venues/partners, eg, library, coffee shops, youth groups, community groups, supermarkets etc

Explore relevant partnership opportunities

	Action/

development
	Develop a consultation process which identifies non-users’ barriers to access

Non-users identified from actions in objective 1

Sample identified to be representative of non-user groups

	Benefits to the audience
	Opportunity to contribute views to facilitate service development and make services more appropriate to their needs

	Staff responsible/

Key stakeholders


	Staff: Xxxx to develop brief for research company and oversee

Research company to design and deliver consultation programme

Stakeholders/partners to publicise consultation (see above)

	Workforce development issues
	None identified

	Performance measures
	

	Quantitative target
	Report produced identifying non-users’ barriers to access

	Qualitative target
	n/a

	Timescale
	Consultation completed and report produced by June 2007

	Budget
	£4000

	Plans for sustainability
	Develop ongoing annual programme of consultation with non-users re barriers to access


( Now discuss and develop your action plans to fill your 


 information gaps

Part two

Action planning for audience development activity

The work you completed in the audit stage will have identified whether you have sufficient information about your audiences to start your audience development planning and by now you will have implemented action plans to fill your information gaps.

With all this work completed, you can now develop an action plan for your audience development activity.

Step 1

Establishing your aim

A good way of establishing your aim is to discuss, with colleagues, why you are developing an audience development plan.  You may have several different reasons.

Your discussions at the audit and assessment stages might help you to do this.

eg

· to develop or modify services based on consultation,

· to identify non-user barriers to inform the development of your service(s),

· to increase participation in your service by specific audiences,

· to develop baseline information to assist in your ongoing planning process,

· to help secure additional funding,

· to help secure a longer-term future for your service, basing it on customer need,

· to make your service more attractive to potential partners.

Establish the aim for your audience development plan based on your discussions.

eg Aim
To develop a plan which identifies and increases usage of the service by existing and new audiences.

( Now discuss and write the aim of your audience 


 development plan
Step 2

Identifying your target audience groups

Discuss with colleagues and identify the audience groups (possibly existing and non-user audiences) you want to focus on in your audience development plan.

Explain why you have decided to target them.  Your decision may be based on:

· your organisation’s needs or your organisational/corporate priorities,

· your capacity to deliver, eg, resources of time, funds, skills,

· any relevant funding or partnership opportunities,

· a balance of factors, eg, even geographical spread.

Draw up profiles for the audience groups as you did on pages 21-27.

eg A museum in a market town
Existing audience group to develop
Why we’ll target them

Local primary school groups
Our largest audience group.


Potentially sufficient resources 
to increase usage by this group.

Profile

Pupils at Key Stage 2, aged 7-11, attending these primary schools.

Target audience for content of visits is pupils – focusing visits on our xxxx collection and guided learning sessions.  Pupils study xxxx as part xxxx of the National Curriculum.  Target audience for consultation and promotion is the teachers – as they are the decision-makers.

eg A museum in a market town (continued)
Non-user audience group to develop
Why we’ll target them

Blind and visually-impaired people
Under-represented in our existing 


audience profile compared to our 


community profile.

Have new partnerships with local Society for the Blind.


Potential for other partnerships.

Profile

Adults who are blind or visually-impaired and live in the town of Xxxx.

( Now identify the audience groups you want to target (existing 


 and non-user audiences), explain why you have decided to target 


 them and develop profiles for each group

TIP

You may want to target more than one existing audience group or non-user audience group.  The ‘egs’ (above) provide only one from the user and non-user groups and are designed to provide a clear example of the work you’ll need to do.

If you decide to target several audience groups, you’ll probably need to decide with whom to work first and then prioritise the other groups.

Step 3

Finding out what your target audiences want

You need to know what your target audiences want from your service and what their needs are before you can develop services or activities that appeal to them.

Do you have up-to-date information about what your target audience groups want from your service?

If your answer is Yes – go to step 4.

If your answer is Some or No – you’ll need to find out more information to fill the gaps, so read on.

Some or No?

If you have answered Some or No, you will need to develop a programme of consultation to find out what your target audiences (existing users and/or non-users) want from your service and what their needs are.

Start by reading through the information and examples in Action planning to deal with information gaps on pages 48-52 of this guide.

eg A museum in a market town
Answer: Some

We have information about our target audience group in terms of existing users – 

local primary school groups – from teachers’ evaluation forms and our ongoing 

consultation with a group of local teachers.  No information from pupils/students.

We don’t have any information from our non-user target audience group – 

disabled people – about what they want from the service.

TIP

To help with consultation MLA East Midlands has produced a guide, How to… Manage Consultation, which is available at www.mlaeastmidlands.org.uk 

Step 4

Establishing your objectives

Identify and draft your objectives for audience development:

· based on your general aim,

· focusing on your target audiences,

· based on consultation with your target audiences to identify and address their barriers to access,

· including the services/activities you will develop to address what your target audiences want/need.

In order to help you judge if you have achieved each objective, they should be SMART:

Specific 
Does it address particular audiences and focus on particular activities?

Measurable 
Can you measure if it has been achieved, ie, by counting number or 


frequency of sessions?

Achievable 
Have you got the staff, resources, budget and time to achieve this?

Relevant
Does it address the needs/wants of your target audience groups and of


your organisation?

Timed
Has the objective got a date for completion?

eg A public library

Objective 1 To set up and co-ordinate a monthly meeting of a listening group for blind and visually-impaired users by February 2008

Objective 2 To upgrade software for blind and visually impaired users on accessible public access PC by March 2008

Objective 3 To set up and co-ordinate weekly storytime sessions for under fives and their carers by January 2008

( Now discuss and write your objectives
TIP

The number of objectives you write will depend on the timescale of your audience development plan, your organisation’s resources etc.  Try to be realistic about what you can achieve.
Step 5

Developing action plans

Develop an action plan for each of your objectives focusing on your target audiences.

eg A public library

Objective 1: To set up and co-ordinate a monthly meeting of a listening group for blind and visually-impaired users by February 2008
	Target audience

(new or existing?)
	Blind and visually-impaired adults living or working in Xxxx area

New audiences: 15 members with visual impairments of which six are active borrowers, currently under-represented in audience profile compared to community profile indicating c 100 people with visual impairments in Xxxx area of Xxxx city

	Ways to reach the audience
	Partnership with local society for the blind

Local talking newspaper and local radio station

Word-of-mouth via existing blind and visually-impaired users

	Action/

development
	Addressing needs identified in non-user consultation

To set up and initially co-ordinate a listening group meeting

To pass co-ordination of meetings etc over to the group

	Benefits to the audience
	Related to barriers identified: increased access to talking books; opportunity to discuss opinions about books; opportunity to meet people with similar interests

	Staff responsible/

Key stakeholders


	Staff: Xxxx to set up, recruit to and co-ordinate the group,

Frontline staff to welcome users etc

Partners: see ‘Ways to reach the audience’ above

	Workforce development issues
	Welcoming and working with people with visual impairments for all staff and co-ordination of listening groups

	Performance measures
	

	Quantitative target
	Number of meetings held – one per month

Number of people attending meetings – up to ten

Number of talking books discussed – one per month

Increase in talking book stock for the service as a whole – ten copies of each item for the group sent to other libraries

Number of new library members with visual impairment increased – ten new members joining at Xxxx library in 2008

	Qualitative target
	Comments from group members - ongoing evaluation

	Timescale
	First meeting of the group in February 2008

	Budget
	£xxxx from audiovisual stock fund

	Plans for sustainability
	Build on partnership with local society for the blind

Ongoing review of the group – for rollout to other sites


( Now develop an action plan for each of your objectives
Step 6

Making your action plans work together

Once you have developed a series of action plans for each of your objectives you will need to draw them together so that you can:

· develop an overall timetable for your audience development activities,

· identify any common risks which might affect the successful achievement of your objectives and suggest how you’ll try to prevent them,

· show the relationships between the plans for different target audience groups.

eg A public library

Timetable for audience development activities

	Objective
	Autumn 2007
	January 2008
	February 2008
	March 2008
	April 2008

	1
	Establish programme to recruit members to new listening group

Set up ongoing order for multiple copies of talking books
	Promotion of new listening group
	First meeting of listening group held

Evaluate success against performance measures
	Second meeting of listening group held

Evaluate success against performance measures
	Third meeting of listening group held

Evaluate success against performance measures

	2
	Alternative software for blind and visually-impaired users trialled, selected, then order placed
	
	Promotion of new software to existing users and non-users
	New software for blind and visually-impaired users installed on public access PC 
	Promotion of new software to existing users and non-users

	3
	Planning stage: staffing, promotion, stock, facilities etc
	First series of weekly storytime sessions for under fives and their carers held
	Ongoing promotion

Evaluate success against performance measures
	Ongoing promotion

Evaluate success against performance measures
	Ongoing promotion

Evaluate success against performance measures


( Develop a timetable for audience development activities

Show the relationships between the action plans for different target audience groups

By identifying any relationships or similarities between your audience development objectives and plans you will be more aware of any strengths/opportunities where you can make plans work together and any areas where plans may clash (drawbacks/weaknesses).

eg A public library

Objective 1 and Objective 2 are related in that they target the same non-user audience 

Objective 1:  To set up and co-ordinate a monthly listening group meeting for blind and visually-impaired users by February 2008

Objective 2:  To upgrade software for blind and visually impaired users on accessible public access PC by March 2008

Opportunity 

There is a clear opportunity for joint promotion in the planning stage of these developments and for cross-promotion once they have been set up, ie, promote the listening group to people using the software and vice versa.

Objective 1 and Objective 3 are related in that they involve hosting regular sessions in the library

Objective 1:  To set up and co-ordinate a monthly listening group meeting for blind and visually-impaired users by February 2008

Objective 3:  To set up and co-ordinate weekly storytime sessions for under fives and their carers by January 2008

Opportunity

Once established there are opportunities for members of both groups to meet up at a joint event.

Drawback

Setting up two new regular sessions in the library will have implications for staffing, use of meeting room/library space etc.

eg A public library (continued)

All three objectives are related in that they are to be introduced in the first quarter of 2008
Objective 1: To set up and co-ordinate a monthly listening group meeting for blind and visually-impaired users by February 2008

Objective 2: To upgrade software for blind and visually impaired users on accessible public access PC by March 2008

Objective 3: To set up and co-ordinate weekly storytime sessions for under fives and their carers by January 2008

Opportunity

Lots of good news stories for promotional/PR activity – focusing on the New Year.

Drawback

Implications for staffing, resources etc.

( Now show the relationships between the plans for 


 different target audience groups and identify any 


 opportunities and drawbacks

TIP

You need to plan how you will deal with drawbacks and how you will maximise opportunities.

Common risks and ways of preventing them

eg A public library

Lack of available stock/software, stock/software not delivered on time etc:

· ensure contracts detail delivery times in advance of when the item is needed,

· look to include payment clauses for poor delivery,

· nominate a member of staff to chase deliveries in advance.

Poor uptake in local press/media to promote the new developments:

· plan PR campaign well in advance with press office/communications staff,

· learn how to produce professional press/media releases – ask for advice from a specialist (or your communications staff),

· provide the media with a story they can update on a regular basis,

· don’t rely on the media – consider other communication channels, eg, local shops, community groups, local newsletters etc.

Poor attendance at new activities:

· develop a promotional campaign in advance to raise awareness,

· offer incentives to people for attending, eg, vouchers, refreshments etc,

· plan for a promotional push to target other groups if early meetings are poorly attended.

Activities attended/software used by existing users – as non-users aren’t being attracted:

· focus your original promotional work on non-users, ie, don’t just let your existing users know about it or rely on posters in the library,

· offer incentives to existing library users to get someone who’s a non-user involved – ‘introduce a friend’,

· at the planning stage, make sure you work with partners who have access to your non-user audiences.

( Write a list of potential risks for your audience development activities and how you can address them
TIP

Remember the links to other plans and strategies, eg, promotions, access etc.

Reviewing your audience development plan

Why set a date to review your plan?

When you produce the plan, as well as building in deadlines for achieving your objectives and actions, it’s also a good idea to decide when you will review the plan itself.

This will enable you to make sure that the audience development planning process fits in with any other planning work your organisation will be undertaking.

Setting a review date, even if it changes, will help to ensure that your audience development planning becomes an ongoing process rather than a one-off activity.

How do you decide when to review your plan?

The date that you set for reviewing your audience development plan will be influenced by the deadlines and timescales associated with your action plan.

eg 
A museum in a market town
Review date: August 2008

All the actions outlined in our audience development plan are set for completion 

in summer 2008.  As a result we have decided to start the review process in June 2008 in order to make sure that our audience development work is ongoing. 

( Now look at your action plan/timescales and set a review date for your audience development plan

Appendices to your plan

In order to keep your plan focused and to enable you to present relevant related documents you might want to include some appendices.

For example you might want to include:

· a community profile,

· consultation reports,

· audience research,

· access strategy/plan/policy,

· learning strategy/plan/policy,

· collections/stock/holdings strategy/policy,

· management/staffing structure,

· volunteer recruitment policy,

· completed MLA toolkits/checklists etc.

These appendices could be presented as attachments or as a list of references to websites where they can be viewed and/or downloaded.

Appendix 1

Definitions of terminology used in this guide 

Action plan - identifies the individual tasks that need to be completed under each objective 

Aims - are the broad, long-term goals your organisation would like to achieve in key areas  

Ansoff’s Matrix – a marketing planning tool looking at markets (audiences) and products/services 

Audiences – people who use or don’t use your service 

Audience profile – an analysis of the characteristics of the people who use or don’t use your service

Audit – a process giving a snapshot picture of ‘where we are now’

Community profile - collects together a variety of information about a group of people, usually based on their geographical location, including information about the people themselves, eg, ages, gender, ethnicity, as well as employment status, access to private/public transport etc
Core audience(s) – groups of people who share common characteristics and who together make up your largest group(s) of visitors/users

Diversification – a marketing planning outcome, part of Ansoff’s Matrix, where an organisation develops new products for new audiences

Evaluation – methods of assessing the success of an organisation’s audience development activity

External audit – a process giving a snapshot picture of factors in the environment in which you work
Internal audit – a process giving a snapshot picture of various factors within your organisation
Market extension - a marketing planning outcome, part of Ansoff’s Matrix, where an organisation develops new services/products for new audiences
Market penetration - a marketing planning outcome, part of Ansoff’s Matrix, where an organisation develops existing services/products for existing audiences
Mission statement - one or two sentences that sum up the organisation’s approach and vision
Objectives - what you intend to do to achieve your aims

Performance measures - how you will measure if you are achieving your aims

Product development - a marketing planning outcome, part of Ansoff’s Matrix, where an organisation develops new services/products for existing audiences
Quantitative targets – performance measures concerned with numbers 

Qualitative targets – performance measures concerned with quality

STEEPLE analysis – a tool for external auditing focusing on Social, Technological, Environmental, Educational, Legal and Economic factors
SWOT analysis – a business planning tool for auditing an organisation’s Strengths, Weaknesses, Opportunities and Threats
Target audience(s) – group(s) of people you intend to focus on in your audience development work

Appendix 2

Collecting data that describes users – how you define each category
You don’t need to include all these criteria for describing users.  What you ask for will depend on what you are trying to find out and how you intend to analyse and use the data you collect.

You will also need to work out how you are going to capture this data, eg, a survey/questionnaire which could be issued to every visitor during a particular period of time, or to every nth visitor, or which is available for people to pick up on an ongoing basis etc.

You could also consider using a survey which staff/volunteers talk through with users and complete with them.

There are lots of different ways to capture this information.  The guide that MLA East Midlands has produced to help with consultation, How to… Manage Consultation, available at www.mlaeastmidlands.org.uk should help you to decide which methods(s) are appropriate for your audience(s).

· Postcode (where they live)

Postcodes can help you to identify if your users/non-users are local residents or tourists and can also help you to find out more about patterns of usage, eg, if you have lots of users from a particular geographical area.  Postcodes can also provide information about other neighbourhood characteristics, without identifying individuals.  MLA East Midlands’ guide, How to ….. Develop a Community Profile, available at www.mlaeastmidlands.org.uk, provides details about the type of information you can find out about neighbourhoods by using postcodes.

In the case of tourists you may also want to include the postcode of the place where they are staying (consider asking for the name of the village, town or city as they may not know the postcode).

· Age groups, eg, under 5, 6-11, 12-15, 16-19, 20-24, 25-34, 35-44, 45-54, 55-64, 

65-74, 75+

You may want to merge some of the categories above, depending on your needs.

· Gender, eg, female/male or girl/boy (depending on the age of the target audience).
· Ethnicity www.statistics.gov.uk/about/ethnic_group_statistics/ will provide you with an idea of how to define ethnicity.  You may also want to include other, more specific, categories relevant to your communities, eg, travellers, Portuguese, Somali.

· Disability, eg, Do you consider yourself to have a disability? (yes/no)

You may also want to include other, more specific, categories relevant to your communities or your service.  For example, do you consider yourself to have a disability? (please tick as many as applicable): blind/visually impaired, deaf/hard of hearing, mobility difficulties, learning difficulties, mental health problems.

· Work status/social class You might want to ask people to describe their work status 

in terms of categories outlined on the government’s neighbourhood statistics website: (do a search in Google for Approximated Social Grade – the neighbourhood statistics website keeps moving the information so the link to it changes).

If you ask people for other information about their work status, eg, job title, the following might help you to define relevant social grades: 


www.mrs.org.uk/publications/publications.htm#occupation 


Or consider other categories, eg, working full-time, working part-time, retired, home 


carer/at home with children, permanently sick/disabled, student, unemployed, not 


working or other.

· Type of visitor, eg, visit alone, with family, friends, school group, visitors staying with them, club/association/community group.

· Interests/motivations/reason for visit, eg, school visit, interest in collections, to use computers, special event, day trip/tourist, passing by etc.
· When they visit, time of year/week/day.
· Length of stay, eg, less than one hour, one to two etc.
· First visit/frequency of visit, eg, first visit, once per week, once per month, twice a 

year, once a year, more than 12 months ago etc.
· What they do when they are there/activities undertaken?

· What services do they use/not use?

· How did they find out about the site? eg, word of mouth, leaflet, radio/TV/press, 


website, teacher, passing by, previous visit etc.

You might want to include more details, for example, which newspaper, where they saw/picked up the leaflet etc to help you evaluate your promotional activities.
· Visitor experience/satisfaction data, eg, Did you enjoy your visit?  What did you 
enjoy most?  Can you suggest any improvements?  Or questions relating to particular aspects, eg, reception area, seating, welcome, stock/collections, opening hours.
For education groups you might also want to include:

All of the points outlined below can help you to plan for future visits from school groups or for outreach sessions with schools.  They can help you to identify what types of school groups you are currently attracting and where there is potential to develop this work further.

· Size of group

· Year group

· Type of school

· Key stage

· National Curriculum Core skills studied by pupils while on school visits

Information on the impact of your site/service on local tourism economy:

All of the points below, in combination, can help to demonstrate the impact that your service has on the local tourism economy.

For more information go to Evaluation of museums, libraries and archives as tourist destinations in market towns (emda and MLA East Midlands 2004) www.mlaeastmidlands.org.uk (Reports and publications)

· Length of stay in the area, eg, one day, two to three days, up to one week, longer than one week.
· Type of accommodation they’re staying in, eg, with friends/family, B&B/hotel, 

camping, self-catering etc.
· Method of travel to your site/facility, eg, on foot, by car, bus, train, bike, motorbike, 

boat, coach etc.
· Method of travel to the East Midlands as above.
Appendix 3

Relevant research/documents

Evaluation of museums, libraries and archives as tourist destinations in market towns

(emda and MLA East Midlands 2004)

www.mlaeastmidlands.org.uk (Reports and publications)

Booklet re audience development plans (HLF)

This can be found from their home page www.hlf.org.uk following the link via publications and info; guidance notes; audience development plans or by going direct to:

www.hlf.org.uk/NR/rdonlyres/C9AEA926-6272-4E65-8F16-B63CF391E75B/0/AudienceDev.pdf
Disability Portfolio re barriers to access (MLA 2003)

www.mla.gov.uk/website/policy/Diversity/Disability_Portfolio
Visitors to museums and galleries (MLA 2004)

http://www.mla.gov.uk/website/publications/browse_by_date/publications_2004
Harborough Museum Audience Development Plan (developed using this guide)

www.leics.gov.uk/index/community/museums/harborough_museum/harborough_museum_audience_development_plan.htm
Evaluation of MLA East Midlands’ guide

How to… Write an Audience Development Plan

We are going to use the information you give us on this form to evaluate and improve our series of ‘How to … ’ guides.  Please give us as much information as you can.

If you require any further information about this evaluation form or the ‘How to…’ series of guides, contact Isobel Ashford at MLA East Midlands, tel 0116 285 1361, email isobel.ashford@mlaeastmidlands.org.uk 

Your details

Your name

Tel 


Your email

Organisation 


Address of organisation


Your organisation

Type of organisation (tick as many as applicable)

 FORMCHECKBOX 
 Museum
 FORMCHECKBOX 
 Library
 FORMCHECKBOX 
 Archive
 FORMCHECKBOX 
 Other 

(please specify)

 FORMCHECKBOX 
 Independent
 FORMCHECKBOX 
 Local authority
 FORMCHECKBOX 
 Registered charity
 FORMCHECKBOX 
 Volunteer-run

 FORMCHECKBOX 
 University, school or college
 FORMCHECKBOX 
 Other 

(please specify)
1. Why did you feel that you needed to use this guide? (tick as many as applicable)

 FORMCHECKBOX 
 Relevance to Inspiring Learning for All
 FORMCHECKBOX 
 Word of mouth recommendation


 FORMCHECKBOX 
 Contact with MLA East Midlands staff
 FORMCHECKBOX 
 Relevance to grant application

 FORMCHECKBOX 
 Link to corporate priorities, eg, cultural strategy, preparation for CPA assessment

 FORMCHECKBOX 
 Reference in another MLA East Midlands ‘How to…’ guide ………….. (please specify)
 FORMCHECKBOX 
 Other………………………………………….…………………………….. (please specify)
Background to the development of this guide

This guide has been written to help museums, libraries and archives develop activities and services targeted at users and non-users and to produce a service-specific audience development plan.

2. Do you think that the objective, above, has been achieved? (please circle)

Completely
    To a great extent
      To some extent
    Hardly at all

Content and presentation (please circle)
3. Is the content relevant to your organisation?

Completely
    To a great extent
      To some extent
    Hardly at all

4. Is the level of detail appropriate for your needs?

Completely
    To a great extent
      To some extent
    Hardly at all

5. Are the explanations helpful?

Completely
    To a great extent
      To some extent
    Hardly at all

6. Is the guide easy to use?

Completely
    To a great extent
      To some extent
    Hardly at all

How you used the guide in your organisation

7. Please provide us with the job titles of people who used this guide and explain their involvement.

eg

	Job title
	Involvement 

	Access officer
	Lead piloting process 

	Three middle managers
	Working group established to implement

	Five front of house staff
	Input/consultation at various stages

	
	

	
	

	
	

	
	

	
	


8. If you have used more than one MLA East Midlands ‘How to…’ guide is the link between them clear? (please circle)

Completely
    To a great extent
      To some extent
    Hardly at all 

9. Is there anything that you will now do differently as a result of using this guide?

You personally ……………………………………………………………………………………

……………………………………………………….…………………………………………..

……………………………………………………….…………………………………………..

Your organisation …………………………………………………………………………………

……………………………………………………….…………………………………………..

……………………………………………………………………………………………………

10. What is your overall impression of this guide?

……………………………………………………………………………………………………

……………………………………………………….…………………………………………..

11. Please suggest ways for us to improve this guide.

……………………………………………………………………………………………………

……………………………………………………….…………………………………………..

Thank you for taking the time to complete this evaluation form.

Please return it to Isobel Ashford at MLA East Midlands or email isobel.ashford@mlaeastmidlands.org.uk 
Data Protection
The details you provide on this form will be held by MLA East Midlands.  Information identifying specific individuals or organisations will not be passed onto third parties without prior consent.  

We may occasionally contact you regarding MLA East Midlands events, projects and initiatives. 

If you do not wish to be contacted, please tick here.  FORMCHECKBOX 

© Museums, Libraries and Archives East Midlands (MLA East Midlands) 2006






PAGE  
2

