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Arts Audiences is a partnership initiative of the Arts Council and Temple Bar Cultural Trust, further information about these organisations and this scheme is available at www.ArtsAudiences.ie
INTRODUCTION

ABOUT THE ORGANISATION

The Linenhall Arts Centre has been providing an arts service to the people of Mayo for the last twenty years, including programming in the areas of music, drama, visual arts, literature, film, participatory arts and arts programming for children. Funded by the Arts Council since 1990, our policy at the Linenhall is to provide an arts service for the community by: programming local, national and international arts events and activities; supporting those working in the arts who live in the region; providing opportunities for all in the community to participate in making art. 

We programme a broad range of events and activities over the year. Our audience base is local and regional. Like many arts venues in Ireland, the Linenhall reduces its evening programming through the summer months of July and August. July at the Linenhall is dedicated to day-time summer camps for children, and during August we traditionally programme only one or two events, effectively “going black” for the month. 

ABOUT THE PROJECT

Early in 2011 we decided that we should look again at our summer programming. We felt that we should attempt to address the fact that we weren’t capitalising on visitor audiences during the summer months despite the fact that we are acknowledged to be very successful, according to independent audit, at attracting audience during the remainder of the year

As an Arts Centre we were keen to develop a cultural tourism product, which has for some time been identified as a growth sector, in order to play our part at community level. We have a lovely facility and we wanted to maximise its use in providing excellent cultural experiences for our visitors. 

We decided to run a series of six traditional music events, and an associated exhibition from mid-July through August, targeted at a visitor audience. Orla Henihan, our Arts Access Officer, is a traditional music expert and she curated the programme, and managed the project.

The Full Irish: A Feast of Traditional Music at the Linenhall featured six high-quality traditional music gigs, one per week, from mid July to the end of August. The concerts took place on a weeknight, offering the opportunity to see the best of Irish musicians in an attractive and intimate environment. Ticket prices were €15/12 conc., with a family ticket (for four) available at €45.

Programme by date:

Wed July 20
John Carty (fiddle, banjo, guitar) and Arty McGlynn

Wed July 27
Joe Carey (accordion, vocals, guitar), Liam McGonigle (accordion, melodeon), Seamus O Mongáin (concertina)

Thur Aug 4
Harry Bradley (flute), Tommy Keane (pipes), Seosamh O Neachtain 


(sean nós dance, accordion)

Thur Aug 11
Verena Commins (accordion), Julie Langan (fiddle), Pádraig O Broin 


(guitar)

Thur Aug 18
Laoise Kelly (harp), Michelle O’Brien (fiddle)

Thur Aug 25 
Emer Mayock (flute), Aoife Ní Bhriain (fiddle), Mick O’Brien (pipes)
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The concert series was accompanied by an exhibition of photographs in the Linenhall’s foyer exhibition space, by Danny Diamond, himself a musician as well as a photographer. The exhibition, entitled Chasing Shadows, Irish Music Photographs, ran from July 18th  to August 27th  and featured images of Irish traditional music in its continual evolution from generation to generation, from rural to urban, from session to stage and back again. Entry to the exhibition was free. 

ABOUT THE VISITOR MARKET
Holidaymakers to the West of Ireland are made up predominately of domestic tourists: 49% of holidaymakers to the West are Irish*. The next most prevalent tourist group is visitors from mainland Europe (23%), who make up almost a quarter of all holidays in the West, and many of which are independent fly-drive travellers who comes in July and August. 12% of holidaymakers are North American, followed by visitors from Britain, who, at 11% of visitors are much less prevalent in the West than in other regions. Of the approx 1.1million overseas visitors to the West, 314,000 visit Mayo (the majority visit Galway).

Demographically, visitors to the West tend to be overwhelmingly ABC1 (managerial / professional / white collar), which matches with a tendency for arts appreciation and attendance. The most common party composition is couples (47%).

Over half of all holidaymakers to the West arrive in the months June, July and August (although domestic visitors are spread much more evenly throughout the year) and 70% of them stay in hotels, guesthouses or B&Bs. They tend to hire cars (51%), but also do a lot of walking, particularly the European visitors. Americans are the most likely to be part of an organised coach tour (30%).

* Source: Failte Ireland, 2009 (most recent available)

VISITOR MARKETING STRATEGY

With guidance and support from marketing consultant Annette Nugent we developed a marketing plan for the project in late March. See Appendix 1. We particularly worked with Annette to identify target audience segments that the Linenhall doesn’t normally engage with, to see if we can use this project to bring new people into the centre. The segments identified include new locals, domestic holidaymakers (particularly families and activity visitors), traditional music enthusiasts and, to a lesser extent, overseas visitors.

An important element of the planning process was setting objectives, not only to provide us with something to strive for, but also to have a benchmark against which to review the outcomes of the project. In addition to overall objectives such as increasing first-time attendance, optimising the centre’s attractiveness to non-local audiences and improving our engagement with the busy tourism infrastructure surrounding us in Mayo, we also set objectives that were SMART: Specific, Measurable, Achieveable, Realistic and Time-specific. This process really focused the mind and forced us to put numbers on a page that we had to stand over throughout the process.
The strategy was put into effect in April and continued right through to the end of August. Taking budget and time resources into account, we set out a week-by-week plan which also incorporated how to monitor the success of activity undertaken. This critical path, outlined in Appendix 2, indicates the various actions carried out to fulfil the marketing strategy.

Box Office staff at the Linenhall were diligent in capturing information from ticket buyers, in order to enable tracking of the effectiveness of our marketing efforts. Each buyer was asked where they came from, and how they heard about the concert. 

What follows is a summary of the main marketing strands and how they played out.

POSTERING

From the outset we felt that it was essential to have a very well-designed poster to promote the series. Designer Frank O’Reilly delivered a quirky poster design concept based on the Irish breakfast, which we felt would capture the imagination of both visitors and locals. 

500 posters were printed and it was decided that we extend our postering far beyond what we would normally do for our ongoing performances at the Linenhall. Towns postered included Castlebar (pop.11, 800), Ballina (pop. 10,500), Westport (pop. 5000), Claremorris (pop. 2500), Ballinrobe (pop. 2000), Swinford (pop. 1500), Foxford (pop.1000), Charlestown and Cong (which has a large throughput of tourists). 

Other strategic postering included erecting posters in Ballymote (for the Connaught Fleadh), Miltown Malbay (for the Willie Clancy Summer School), Ballinrobe Race Course (for two race meetings), and key locations in Galway and Ennis (music shops, pubs and tourist offices). We also erected posters in selected hotels and tourist information offices throughout Mayo.
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We were very grateful for the support extended by Fáilte Ireland West in relation to organising the print and display of a large format PVC poster on a prominent window on Bridge Street in Westport. While the resident population of Westport is relatively small at 5000, the visitor influx during the summer season more than doubles this number. 

Seven tickets were purchased by buyers who cited the poster as the item that alerted them to the concert. At the outset this appears to be a very disheartening figure, however the data captured is problematic. It does not take into account the fact that a buyer may have come across the information in a number of formats, but only cites one at the point of sale.

FLYER DISTRIBUTION
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10,000 six-page A5 concertina fold flyers, outlining all the details of the series, and using the same design concept as the poster, were printed to aid with promotion of the series.

These flyers were distributed in all the locations where posters were erected, as well as in key hotels, tourist information offices, and visitor attractions. They were also mailed out to 585 people who had attended traditional music concerts presented by the Linenhall from 1st March 2007 to 1st June 2011. 

An electronic version of the flyer was uploaded to issuu.com and links provided from thelinenhall.com, discoverireland.ie, thesession.org and facebook.com/thelinenhall. 

The Linenhall’s May-August brochure also featured a double page spread on the Full Irish. This brochure was posted to 3312 households, and was distributed through the Linenhall, and at the Museum of Country Life’s Féile na Tuaithe (attended by 20000 people)

When asked where they heard about the concert, buyers of 189 tickets cited either the flyer (136) or brochure (53). 
LIAISING WITH TOURISM PROVIDERS

As a small organisation with limited resources, plugging into the tourism infrastructure and availing of the promotional activity undertaken by organisations such as Faitlte Ireland and Tourism Ireland was vital for us to reach a non-local audience. 

Hence, very early on in planning our marketing approach we met with Brian Quinn of Fáilte Ireland West. This meeting was very useful and we were given advice that saved us time, and provided opportunities that we might not have otherwise come upon. Mr Quinn offered us the opportunity to erect a large format poster in a prominent position in Westport; put us in contact with the people creating the new Tourist Office ticketing system; and advised us to ensure that all our events were on the database which feeds the various Failte Ireland websites. He also suggested that we work to ensure that The Full Irish was on the front page of the Westport section of the Discover Ireland website. We were successful in making this happen.
As well as meeting with Brian Quinn at local level, we worked hard to ensure that all the relevant officers at national level in Failte Ireland and Tourism Ireland were provided with press releases for The Full Irish.

Regarding working with other tourism providers in our region, our approach was to focus on large hotels within a 25 minute drive radius of Castlebar (see table below), as well as the various tourist information offices in the county. We spent three days on the road meeting with hotel managers and hotel reception staff as well as Tourist Office personnel, briefing them in relation to the series. As well as working to promote the Full Irish series, this was all done with a view to building a strong foundation for future events aimed at a cultural tourism market, in the expectation that this one would be a success.
	Hotels
	No. of Rooms

	Castlecourt Westport
	153

	Westport Woods
	122

	Clew Bay Hotel
	54

	Breaffy House
	127

	Knockranny House
	97

	Hotel Westport
	129

	Harlequin Hotel
	90

	Westport Plaza
	84

	Carlton Atlantic Coast
	85

	Pontoon Bridge
	58

	Mulranny Park
	61

	McWilliam Park
	103

	Breaffy Woods
	120


Although we devised the Full Irish series too late to engage with the various bus tour operators (engaging with them involves planning at least 12 months in advance), it was decided to send an email to all the Irish Tour Operators Association members, on the off chance that a gap had arisen in any of their schedules. This did not result in any ticket sales.

This element of our marketing campaign was the most disheartening of all in terms of outcomes. Only one person cited the hotel as the location where they heard about the series, and one of the hotels in our locality responded to our briefing by programming their own traditional music events in the hotel. 

PRINT AND BROADCAST MEDIA

In consultation with Annette, we drafted a long-lead press release which was sent to the relevant correspondents at the national and regional newspapers, as well as various niche music publications. As a result of this we succeeded in getting a panel in the Irish Times The Ticket supplement on July 15th. The Irish Times has a readership of 359,000 adults, 80% of which are ABC1 (managerial / professional / white collar), which matches with a tendency for arts appreciation and attendance. 

Weekly copy was sent to, and printed by, the various regional papers from two weeks before the series started. The Mayo News ran a couple of really nice features on the series, as well as organising two Ticket Competition promotions for us.

Press releases were also sent to the relevant producers and presenters (ie those with an interest in trad music and arts) at RTE Radio 1, Lyric FM, Raidio na Gaeltachta, and Mid West radio. Some coverage was received from Raidio na Gaeltachta on programmes presented by Seán Bán Breathnach and Máirtín MacDonncha. Jó Ní Chéide conducted a substantial interview on 30th June in relation to the series with the Linenhall’s technician Frank Herraghty. There may have been more national radio coverage, however we found it particularly problematic to track.

Mid West Radio, the main regional radio station for our area, offered us a good rate on radio adverts to coincide with The Heart of Castlebar Festival marking the completion of the street regeneration project in Castlebar. We ran seven ads on July 21st and 22nd, and they conducted a ten minute prime-time live interview with us about The Full Irish on July 21st.

39 tickets were purchased by people who had heard about The Full Irish through national (7) and local newspapers (32). One buyer said she had heard about it on the local radio. In short our work with the local newspapers was the next most effective marketing approach after distribution of our brochure.

INTERNET/ONLINE PROMOTION

With more and more visitors researching and booking holidays online, it was vital that The Full Irish had a strong web presence. Actions to ensure this included:

· uploading content to thelinenhall.com 

· researching and providing content for appropriate websites and blogs (including mayo.ie, irishabroad.com, pipers.ie, thesession.org, livetrad.com etc…)

· creating a Linenhall Arts Centre Facebook page (something which we had not done before this)

· liaising with Failte Ireland in relation to our presence on discoverireland.ie
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Mid-way through our marketing activities we became aware of LiveTrad, a website dedicated to the live web streaming of traditional Irish music sessions, concerts and festival events online. It was decided that it would be beneficial to have LiveTrad on board to broadcast the first concert in our series. The broadcast included airing an advert for the Full Irish series. 

There were 3413 concurrent connections, giving an overall audience of slightly over 10,000 (based on the estimate given by streaming service providers Amazon Web Services of 3 people per connection, a reasonable assumption as LiveTrad know of groups who come together, and pubs have begun to pick up on the webcasts too.) Viewers primarily tuned in from the USA, Ireland and the UK (the norm for LiveTrad webcasts), and we had viewers in 28 different countries. We were fortunate to secure advertising revenue from six local businesses to offset the cost of the broadcast.

Our online presence also included the availability of Full Irish tickets via the new Failte Ireland ticketing system operated by TicketSolve which enabled ticket sales both online through www.discoverireland.ie, www.thelinenhall.com, and in Tourist Offices throughout the country. This was an important element of the programme’s marketing as the Linenhall website does not currently offer an online booking service. Five customers purchased 14 tickets worth €118 via this system. Two of these were customers who had never previously attended the Linenhall.

OTHER ACTIVITY

The various musicians involved in The Full Irish were encouraged to promote their concerts. This was important in attracting peer attention for the season among trad artists, and generating awareness among trad music enthusiasts in Ireland and beyond.

Two e-newsletters were sent to members signed up to the Linenhall’s e-newsletter system. The first was sent to 764 people on July 26th was opened by 170 people with 23 click throughs to thelinenhall.com. The second was sent to 768 people on August 23rd with 150 people opening.

OUTCOMES

The main aims of the marketing strategy were 

· To ensure all shows in this series attract at least 70% capacity audiences in the Linenhall theatre space (capacity 98)

· To attract 40% of the audience from the Linenhall’s current audience base

· To attract 20% of the audience from the resident population in the Westport-Ballina-Castlebar area as first-time attenders to the Linenhall

· To attract 40% of the audience from the non-local/visitor summer population 

Regarding audiences achieved for The Full Irish concerts: 

Total capacity for the entire series was 588 seats. We sold 329 seats to 128 ticket buyers, almost 56% capacity across the series. Separated out this was as follows:

	Artist
	Tickets Sold
	% of capacity

	John Carty & Arty McGlynn
	43
	44

	Joe Carey, Liam McGonigle & Seamus O Mongáin
	59
	60

	Harry Bradley, Tommy Keane, Seosamh O Neachtain 
	41
	42

	Verena Commins, Julie Langan, Pádraig O Broin 
	63
	64

	Laoise Kelly, Michelle O’Brien
	38
	39

	Emer Mayock, Aoife Ní Bhriain, Mick O’Brien 
	85
	87


So in only one case did we reach or surpass our target of 70% capacity for a concert.

Of the audience that attended the series, 62 tickets were purchased by 27 buyers who were first-time attenders to the Linenhall from the resident population in the Westport-Ballina-Castlebar. These ticket sales represent almost 19% of the total audience. Thus while the audience numbers attending were lower than our targets, the percentage of new local attenders almost reached our target of 20%. 

In relation to the non-local/summer visitor population, statistics were nowhere near our target. Forty two tickets were purchased by 17 buyers who were from this group. These tickets represent almost 13% of the total audience. Our target was 40%.

The remaining 68% of attenders to the series were previous Linenhall attenders and part of our current audience base. So, mainly local residents and mainly people who were already Linenhall audience members.

It is worth noting at this point that in late June it came to our attention that a similar series of concerts, was being organised in Westport on a twice weekly basis under the title “Tunes in the Church” through the summer. Westport is a 15 minute drive from Castlebar, and is the main tourist location in our area. We immediately contacted the organiser who was unaware of our programme and had already gone to print with his. While ticket sales for “Tunes in the Church” were low (in the order of 20 to 30 per concert), this series most likely had some impact on ticket sales for The Full Irish.
Audiences for the Chasing Shadows Irish Music Photographs exhibition were measured by Mackenzie Cobb, an intern who worked at the Linenhall during summer 2011. Mackenzie observed visitors to the exhibition over four days and figures extrapolated from her observations suggest that upward of 1500 people actively engaged with the exhibition over its six-week run. 

So of those who came, how did they hear about it? 

At the point of sale each ticket buyer was asked where they had heard about the series. The following table outlines the results gleaned from 329 ticket transactions:

	Publicity Method
	Tickets
	%
	Publicity Method
	Tickets
	%

	Flyer
	136
	41
	Newspaper (National)
	7
	0.02

	Brochure
	53
	16
	Poster
	7
	0.02

	Newspaper (Regional)
	32
	10
	Internet
	6
	0.02

	Unclassified
	31
	9
	Word of Mouth
	4
	0.01

	From a friend
	27
	8
	In Hotel
	1
	0.003

	Tourist Office
	12
	0.04
	Local Radio
	1
	0.003

	Other
	12
	0.04
	
	
	


This, for us, clarified the importance of print promotional material in getting the word out, not only among the local audience but also for visitors: almost 60% of ticket purchasers cited the flyer or the brochure as the source of their information about the programme. It also cemented our belief that regional newspapers are a vital channel in reaching local residential audiences. These will continue to be core channels in promoting all Linenhall activity going forward.

Some of these figures were surprising: we were disappointed with the impact of the postering activity, particularly as it was significantly more extensive than we would normally undertake. We theorise that the “unclassified” and “from a friend” categories may actually have seen the poster but not have remembered exactly where or when. We plan to investigate the impact of posters in generating sales more extensively in future programmes and will possibly reduce their role in future event marketing. 

The internet figure caught us by surprise: given that the series actually reached an estimated audience of 10,000 people through the Livetrad.com broadcast we felt sure significant numbers of attenders would also have heard about the series through the web. The Linenhall is undertaking a major overhaul of its web presence at the moment, including the development of an online booking service, and we believe that the percentage of people who find out about events online will increase significantly as we place online marketing more centrally in our promotion going forward.

The most disappointing figure here was the tiny percentage of people who heard about the series through the Tourist Office or at their hotel. Given the amount of time and energy devoted to contacting this sector and literally pounding the pavements to brief local hotels and tourist office staff about the series, there was very little visible return on our time and energy investment in this regard. 

LEARNINGS AND RECOMMENDATIONS

The major positive of this project was the programme created by Orla Henihan, the Linenhall’s Arts Access Officer. Its quality has increased the Linenhall’s value in terms of arts provision and the audience response to the programme, particularly from our current audiences, was hugely positive.

However, despite the huge effort and relatively large outlay, we have found no visible audience return. We put a huge amount of effort and time into marketing The Full Irish, far exceeding what we would normally do for our ongoing performances at the Linenhall. As already stated, this was done with a view to building a strong foundation for future events aimed at a cultural tourism market, in the event of this project being successful. However, the bottom line is that despite our hard work we did not achieve ticket sales in the numbers we had hoped for. We feel that had we simply marketed The Full Irish in the same way we market our ongoing programme, we would have achieved similar audience numbers. 

Annette suggested that, given the long lead-in time that the tourism sector works with, it might take a number of years for a “new visitor product” to make an impact on the sector. She feels that the networking and relationship building aspect of marketing a new product like The Full Irish to a visitor audience might not bear fruit for three to five years, as the sector needs to be confident that a new offering is ongoing, or at least regular, before recommending and promoting it to its own hard-earned customers.

We also felt a sense of working in isolation on this project: while Castlebar is tantalising close to the tourist-heavy Westport, there is no sense of tourism as a key economic driver in Castlebar. There is no critical mass of “passing tourists” - those visitors walking about looking for things to do – in Castlebar, and tourism infrastructure appears to be lacking: we felt there was no “safety net” to assist a small organisation such as ourselves in delving into the visitor market for the first time.

In this context, we believe that an arts organisation, particularly one such as ourselves located off the beaten tourist track, would have to think long and hard before committing the resources needed to ‘crack’ the visitor market in any meaningful way. 

ENDS
